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Preface

N 1958, fresh with a Ph.D. from Harvard

University in Social Relations, [ set out

as a social scientist seeking generalizations about the family and

mental health that would hold true cross-culturally. I chose

Japan not because I was a Japan specialist, for my ignorance

wasvast, but because Japanofall the modern countries seemed

most different and hence the mostcritical for testing hypoth-

eses about modern society. I was convinced that to make

meaningful statements about the family and mental health in

Japan I first had to become immersedin Japanese life. By the

time my wife and I had been engulfed in twoyears of language

study, research, and Japanese-style living apart from foreigners,

I found myself far moreinterested in Japanitself than in social

science generalizations. In my field work report, Japan’s New

Middle Class, 1 tried to delve into the inner life of Japanese

families who were first our research subjects and later our

friends, leaving generalizationsto others.

For the next two decades I could notsatiate my curiosity

about Japanese society. I went to Japan almost every year,

continued to revisit old friends, read the research reports of

others, and kept reorganizing my thoughts each time I taught

my course on Japanese society at Harvard. New mysteries,

Vii
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new subtleties, new dimensions of Japan kept appearing, and
its constant change was a seemingly inexhaustible gold mine
for intellectual curiosity.

In the last several years, however, I have found myself,
like other Americans, increasingly preoccupied with what is
happening in America, with the decline of our confidence in
government, with our difficulty in coping with problems such
as crime, urban disorganization, unemployment, inflation, and
governmentdeficits. When I first returned to the United States
from Japan in 1960, I had not even questioned the general
superiority of American society and American institutions. In
almost every field we were substantially ahead of Japan, our
capacity for research and creativity was unexcelled, and our
natural and humanresources seemed more than adequate. By
1975 I found myself, like my Japanese friends, wondering
what had happened to America.

In the meantime the country originally chose to study
for other reasons had becomeextraordinarily successful. Japan
still does not have the world’s largest gross national product,
noris it the leading country in the world politically or cultur-
ally. Yet the more I observed Japan’s success in a variety of
fields, the more I became convinced that given its limited
resources, Japan has dealt more successfully with more of the
basic problemsof postindustrial society than any other country.
It is in this sense, I have cometo believe, that the Japanese are
numberone.

Astounded by recent Japanese successes, I found myself
wondering why Japan, without natural resources, was making

substantial progress in dealing with problems which seemed so
intractable in America. Convinced that Japan had lessons for
other countries, I was no longer content to look at Japan only
as a fascinating intellectual mystery. I wanted to understand
the success of the Japanese in dealing with practical questions.

Myfirst inclination was to examine how such Japanese virtues
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as hard work, patience,self-discipline, and sensitivity to others.

contributed to their success. But the more I examined the

Japanese approach to modern organization, the businesscom-

munity, and the bureaucracy; the more I became convinced

that Japanese success had less to do with traditional character

traits than with specific organizational structures, policy pro-

grams, and conscious planning. For several years I have been.

wrestling with the problem of understanding Japan’s successes,

and this book is the result of my intellectuallabors.

I have wondered whyit is that the full scope of Japanese

successes has not been presented more forcefully tothe Amer-

ican people,especially since the most knowledgeable American

business, government, and academicspecialists on Japanare so

acutely aware of them. I have concluded that the answer1s .

deceptively simple. Most Japanese understate their successes

because they are innately modest, and more purposive Japanese,

wantingto rally domestic forces or to reduce foreign pressures,

have chosen to dramatize Japan’s potential disasters. On the

American side, our confidence in the superiority of Western

civilization and ourdesire to see ourselves as number one make

it difficult to acknowledge that we have practical things to

learn from Orientals. I am convinced that it is a matter of

urgent national interest-for Americans to confront Japanese

successes more directly and consider the issues theyraise. |

Since my message departs from conventional wisdom |

about matters of great importance, it is vulnerable to criticism.

Some will say I have seen Japan only through rose-colored

glasses, that I can see harmony but not conflict, that I think

more of the privileged than the underprivileged, that I am

concerned withefficiency but not democracy, that I under-

estimate the difficulty of borrowing from a different culture,

and that myfaith in America is wanting. I hope the reader will

conclude that I make no effort to conceal Japan’s difficulties,

but the aim of this work is not to present a rounded, balanced
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picture of how Japanese society works and howtheindividyal
is shaped. Its purpose is to describe selected aspects of the
Japanese national system thatareso effective that they contain
lessons for America. Japan has manyinstitutions America would
not want to copy, and these will be mentioned. The successes
Japan does have comeat a price, and the price needs to be
considered. Japan is by no means a utopia and to some extent
shares the full range of problems found in every modern
society. If at times my description of Japanese practices sounds
like a model rather than an empirical description with all its
complexities, distortions, and imperfections, it is not because I
desire to idealize Japan but rather because I wish to elucidate
the essential features of a model we might consider for adop-
tion. The desirable features of the Japanese system are often |
based on cultural traits different from our own whichare not
easily adopted, but deep structural changes are possible, as the
Japanese proved in borrowing from the West. If anything, this
book is written because of faith in America, a faith that we do
not shirk difficult problems, that we will not be satisfied to hide
behind “the American way”to preserve indefinitely undesir-
able remnants of the past, and that we can make necessary
adaptations, even if they fly in the face of once-conventional
wisdom and require learning lessons from people we had not
regarded as mentors. |

I am indebted to the following people for helpful com-
ments on the manuscript: Walter L. Ames, Hans Baerwald,
David Bayley, John C. Campbell, Robert E. Cole, Albert C.
Craig, William G. Cummings, Richard Dyck, Glen Fukushima,
William L. Givins, Nathan Glazer, Andrew C. Gordon, Carl
Green, Thomas Hout, Charlotte Ikels, Robert Immerman,
Alan Jehlin, Eugene J. Kaplan, Yoshio Karita, Donald Klein,
Thomas Lifson, George C. Lodge, David MacEachron, Gary
Marx, Terry C. McDougall, Michael McMullen, James C.
Morley, Richard Neustadt, Kazuo Nukazawa, Daniel C. Oki-
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moto, T. J. Pempel, David Plath, Lee Rainwater, Martin Rein,

Edwin O.Reischauer, David Riesman, Thomas Rohlen, Patri-

cia Steinhof, Katsuhiko Suetsugu, Keizo Takemi, Ray Vernon,

David Vogel, Donald Warwick, and John Wheeler. I am

especially indebted to George C. Lodge for his stimulating

discussions of American business and to Manabu Hara, Yoichi

Funahashi, Suzanne H. Vogel, Nicole Seligman, and Anna

Laura Rosow for cooperation in research. I am indebted to

countless numbers of Japanese friends for offering their help,

especially to Tsutomu Ouchi, Seizaburo Sato, and Yoichi

Miyazawa. I am indebted to Aida Donald and Susan Wallace

for editorial advice and assistance.
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PART ONE

he Japanese Challenge

  



I

A MirrorforAmerica

N 1976 WE AMERICANScelebtated

| our bicentenary with fitting fanfare, but

welet the year pass withoutseriously reflecting on the suitabil-

ity of our institutions for the next century. Our press and

television have dramatized the difficult problems our nation 1s

straining to contain, but theyofferlittle analysis. We know that

institutions that once served us well are nowless effective, butit

is more manageable and certainly moreinteresting to personalize

the cause, to attack someone’s corruption or secrecy or his

failure to provide proper leadership, than to search for insti-

tutional alternatives. Our response is to make a new proposal,

enact a new regulation, or bring in a new charismatic figure to

clean up some organization, quickly.

Weare at a loss to understand whytheseefforts are not

more successful. Public-spirited politicians, although sensitive

to the inadequacies of government, must respondto short-range

political pressures, having no mandate to consider fundamental

changes. Business leadersare acutely aware of the increasingly

complex problems created by the political, social, and eco-

nomic environmentsurroundingthetraditional business arena,

but they haveneitherthe leisure nor the organization to respond

to them. Academics, falling victim to their ownspecialization
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and havinglittle personal experience in management, are inade-
quately prepared to confront problems whichare in essencé
systemic andholistic.

Oneof the best vantage points for looking at our institu-
tions, for reexamining our assumptions and considering alter-
natives, is from another place that faces similar problems but
finds different solutions. As world leadership is shared by more
countries, we will have more to learn by studying their
successes. Of these other countries, Japan, the world’s second
largest economy, a modern democratic nation with a free
enterprise system similar to our own, offers us the best
perspective. |

Considering the nature and scope of Japan’s successes, it
is remarkable how little interest Americans have shown in
profiting from the Japanese example. As Japanese institutions
begin to function moreeffectively than foreign ones, many
Japanese now return from foreign study tours discouraged
that they foundso little to learn, but theystill scour the world
for useful lessons or hints of lessons. Where Americaninstitu-
tions lag behind, America is still unprepared to learn from
countries outside Europe. Japan is studied by some Americans
as a fascinating culture with an interesting history, a subtle
literature, intriguing customs, and profoundreligious thought.
But those whoseek to learn from Japan are from the world of

culture, not from the world ofaffairs. It is perhaps understand-
able that the Japanese, in the habit of looking abroad for things
to learn, continue studying, while Americans in the world of
affairs, in the habit of teaching the rest of the world, find it
difficult to assume the posture of the student, even when such

indifference to or casual dismissal of foreign success blinds us

to useful lessons.

Japanese institutions provide a particularly illuminating
mirror for Americafor several reasons. Forone, Japan, unlike

Western countries, has consciously examined and restructured
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all traditional institutions on the basis of rational considerations.

America’s political system was designed almost two hundred

years ago for a premodernagricultural society, and it has not

undergone any consciously designed major reorganizations

since then. New institutions have grown up piecemeal, with

no overall conceptualization of their desirability. Japanese

institutions have undergone two major explicit reexaminations

in the past 110 years to determine which institutions were

desirable. In 1868 Japan began a two-decade-long study of the

best institutions in the world in each sector: government, busi-

ness, education, military, and the arts. After World WarII,

under the direction of the Allied Occupation, Japan again

undertook a basic revampingofinstitutions to make them more

democratic and more effective. Although the Occupation

ended in 1952, the Japanese continued reorganizing for several

more years, particularly in commerce andindustry, which had

not yet modernized when the Occupation ended. In both the

late-nineteenth and mid-twentieth centuries Japanese leaders

attempted to select institutions appropriate for a country in

their circumstances and with their cultural tradition. The re-

sulting institutions more closely resemble foreign models than

those of traditional Japan, but Japanese leaders endeavored to

select the best models and then to make additional improve-

ments. In preparation for this selection, Japan developed

specialists who analyzed the strengths and weaknesses of com-

parable institutions in each modern country; no country 1s

more experienced in evaluating the effectiveness of existing

institutions and in creating or reshapinginstitutions byrational

planning to meet future needs. By looking at Japan we can

make use of this detailed evaluation of modern institutions.

A second reason whyJapanis a useful mirroris thatofall

the fully industrialized democratic countries, Japan, as the only

non-Western one, is the most distinctive. One should not

overstate its uniqueness: many of the practices to be discussed
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in this work can be found to someextent in Europe, Canada, or
Australia, and Japanese institutions were molded as much by
conscious decisions as by tradition. But Japan drew creatively
on its owntradition and adapted a variety of Europeaninstitu-
tions in new anddifferent ways. Because of Japan’s efforts to
recombine different traditions, no modern fully industrialized
country presents a greater contrast to American institutional
structure and provides greater opportunities for examining
underlying assumptions.

Third, circumstance has forced Japan to pioneer in con-
fronting problems that are just beginning to distress America.
America established its patterns of government—business rela-
tions in an era when natural resources were, for practical
purposes, unlimited and people could dispose of their refuse
without devastation to the environment.In the future, it could
be disastrous if the government made no effort to control
energy resources and environmental pollution. When America
was a loosely populated country with ample land and economic
opportunities, people could have maximal independence with
minimal governmental interference. Now with increased
crowdingit is desirable for the governmentto give somedirec-
tion in the distribution of population. Before modern trans-
portation and communication, many decisions were wisely
decentralized tostates, but with increasing mobility it is
desirable for the national governmentto bring some order to
increasingly complex, overlapping, and inconsistent state reg-
ulations in fields such as taxation, welfare, and education. In an

earlier era when American trade and commerce were over-
whelmingly geared to internal markets, it was notessential to
have a foreign trade policy. Foreign trade has by now grown so

rapidly that some American industries are in danger of being

eliminated and workers unemployed unless America develops a
trade policy consistent with the comparative advantages of

our economy.
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In all these spheres Japan faced the same problemsearlier

and responded more energetically. With almost no natural

resources, Japan decades ago had to adopt energy policies to

confront shortages that America is just now acknowledging.

With population overcrowding, Japan had to find collective

arrangements that represent everyone’s interest and reduce the

individual’s disruption to society as a whole, a problem less

serious in America before urban congestion. In 1868, with over

two hundred fifty local lords, Japan had more difficulties in

responding to the competition of other nations than America

did in 1776 and therefore worked harder to provide central

authority. For over a hundredyears, to avoid foreign conquest

and catch up with the modern West, the Japanese government

had to assumeleadership in dealing with broadissues in plan-

ning, restructuring, modernizing, and phasing out declining

industries, a leadership America is only now beginning to

consider desirable. As a small island dependent on international

trade for resources and markets, Japan decades ago began

developing a foreign trade policy that America now regardsas

necessary. In short, Japan pioneered in developingpolicies ap-

propriate for America’s new circumstances. _

A fourth reason why Japan is a useful mirror is that

Japanese institutions have been extraordinarily successful.

These successes are not only economicbutpolitical and social

as well. While many are worthy of emulation,this is not to say

that Japan has an overall higher quality of life than America,

a judgment that would be subjective at best. Even though the

Japanese are dealing with many problems moreeffectively,

they suffer from excessive crowding and serious shortagesof

resources, problems from which America is happily spared.

Japanese institutions may not ensure even Japanese success

decades from now, because the Japanese are highly vulnerable

to world energy shortages, protectionism against Japanese ex-

ports, and growing competitiveness from developing countries
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with lowerlaborcosts, all of which could haveserious effects
on Japan regardless of the effectiveness of its institutions. It
is difficult to argue that the present form of Japanese institu-
tions is best even for Japan in the future, for they must be
adapted to an era of slower growth rates and increasing
protectionism. One cannot conclude that adopting Japanese
institutions will enable America to escape serious difficulties,
because even the best Japanese institutions are imperfect and
many other factors aside from those considered in this book
will affect our success. And notall Japanese institutions are
desirable and worthy of emulation. However, using measures
America has traditionally used to determine success, it is
readily demonstrable that in many areas Japanese institutions
are coping with the same problems we confront, more success-
fully than we are. Could we notprofit by showing the same
eagerness to learn from the East that Japan has shownin learn-
ing from the West?

Manyreaders who note the Japanese successes in the pages
following will find ways to ignore Japanese patterns on the
grounds that they are costly, that they have inherent even if
not clearly unidentifiable weaknesses, or that they do noteasily
fit the American tradition. I ask only that the reader who is
wontto say, “It won’t work here,” suspendhis final judgment
until the last chapter.
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heJapanese Muracle

F JAPAN WEREan Americanstate, it

would rank fifth in geographicalsize, fol-

lowing Alaska, Texas, California, and Montana. Apopulation

of 115,000,000, half the size of America’s, lives in this area,

making Japan the most densely populated major countryin the

world. About one-sixth ofits land is arable, and even with high

productivity per acre, well over thirty percent of its food

supplies must be imported. With virtually no petroleum, iron

ore, coal, or other mineral resources, Japan is dependent on

imports for almost eighty-five percentof its energy resources.

It imports more timber from North America than it produces.

Producing Japanese foodstuffs requires more farmland in

America than is available in Japan. From 1945 to 1947, as six

million soldiers and civilians, some of whom had been overseas

for decades, returned to be supported by the homeislands,

food shortages and malnutrition were widespread. One might

properly wonder, as many Japanese did, whether-a country the

size of Montana with virtually no physical resources could

support over one hundred million people.

By 1952 when the Allied Occupation ended, Japan had

almost recoveredits prewar levels of production, but its gross

national product waslittle more than one-third that of France

9



10

Japan as Number One

or the United Kingdom. Bythe late 1970s the Japanese GNP
wasas large as The United Kingdom’s and France’s combined
and morethan half the size of America’s. The Japanese were
producing approximately as muchsteel as the United States,
but in more modern andefficientplants. In 1978, ofthe world’s
twenty-two largest modern blast furnaces, none was in the
United States and fourteen were in Japan. With more modern
plants and higher productivity, Japanese steel was outcompet-
ing American steel in American as well as foreign markets.
Making gooduse of its comparative advantage first in labor
costs, then in economies of scale, modern technology, and
organization, Japan built up highly competitive industries in
field afterfield.

In the early 1950s Japanese radios, tape recorders, and
hi-fi equipment were less competitive than their American
counterparts, but before long they dominated the market. The
Japanese watch industry eclipsed the justly famous Swiss
watch industry. The Britishmotorcycle industry wasvirtually
eliminated by the Japanese motorcycle industry, and of the
several most successful motorcycle companies in America, only
one, Harley-Davidson, is non-Japanese. The German domi-
nance in camera and lens production before World WarII has
given wayto the Japanese. In optical equipment the Japanese
are similarly dominant. Even in fields remote from Japanese
tradition Japanese companies often outperformed their Western
counterparts. By the 1970s the sales of Steinway and other:
American piano: manufacturers were no match for Yamaha;

Muramatsu’s Western flutes were competingfavorably with
American ones. Japanese dominance extended-into such diverse
fields as bicycles, ski equipment, snowmobiles, cut pottery, and

zippers. In the late 1970s, as the cost of new Japanese ships ran

twenty to thirty percent lower than European ones, European

countries were forced to resort to nonmarket mechanisms to

limit the number of ships purchased from Japan. This forced
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Japanese shipbuilding companies, in the wakeof the oil crisis,

to operate at much less than capacity, but even then Japan

outdid Europe and America combined,for it produced about

fifty percent of theworld’s shipping tonnage.

In 1958 Japan produced fewer than one hundred thousand

passenger cars, and through the early 1970s Volkswagen was

the major foreign car exporter to the United States. Soon

thereafter Toyota’s and thenNissan’s (Datsun) Americansales

surpassed the German manufacturer. By 1978 Volkswagen was

replaced by Honda, which becamethethird largest automobile

exporter to the United States. During 1977 Japan exported

over four and one-half million cars, while America exported

only a small fraction of that number. Japan soldalmost two

million cars in America, while about fifteen thousand Amer-

ican-producedcars were sold in Japan. If market forces alone

were operating, Japanese car exports would have increased

substantially in 1978, but Japan chose to restrain its exports

artificially to avoid political repercussions in Europe and

America.

The effort to explain these Japanese successes as a result

of cheap laboris out-of-date, for by 1978 with devaluation of

the dollar, Japanese wages wereslightly higher than those in.

the United States.* If anything, modernization offacilities and
productivity increases are more importantin explaining Jap-

anese superiority. Economist Dale Jorgenson surveyed various

factors in industrial production and concluded that on the

average the modernity of technology used in Japanese manu-

facturing had edged past the United Statesby 1973. In 1975

one Japanese worker could produce about one thousand En-

glish pounds worthof cars every nine days, whereasat Britain’s

Leyland Motors, to produce the same value a worker took

* Since changes in dollar values do not always reflect changes in yen

values, dollar values throughout the book are calculated at 180 yen per

dollar, the approximate exchange rate in October 1978.
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forty-seven days. In 1976 none of the major European car
producers (Fiat, Renault, or Volkswagen) wasable to produce
as many as twenty cars per man-year of labor, but Nissan
employees produced forty-two cars per man-year and Toyota
turned out forty-nine. In 1962 the Japanese produced roughly
one hundred tonsof steel per worker, compared to four hun-
dred in England; but by 1974 Japanese productivity in steel
was estimated to be two to three times that of England. By
1976 a typical Japanese workerin a ball-bearing factory pro-
duced about three and one-half times as muchas a workerin
RHP,the leading English manufacturer.

In several major fields such as computers, industrial chem-
icals, and film, Americansarestill more successful than their

Japanese counterparts, and in these fields Japan still protects its
industries. In computers Japan already constitutes the most
serious challenge to IBM and other multinationals of American

origin, and Japanese-made computersare already gaining an

increasing share of their domestic market while their protec-
tionism declines. In copying machines, Japanese marketshareis

growing rapidly. America is clearly superior in military and

nuclear technology, although Japanese technology has im-

proved so rapidly that Japan and the United States are now

engaged in large joint research projects. The Japanese haveat

least temporarily given up their effort to manufacture large

airplanes, partly because of pressure from the United States to

buy American planes and ease the trade imbalance. Nonethe-

less, many parts for American planes are produced in Japan.

One measure of Japanese and American competitiveness

is in the trade balance. America’s trade imbalance with Japan

approachedtenbillion dollars a year by the late 1970s with few

signs of abatement despite dollar devaluation and political

pressure. But if anything the imbalance understates Japanese

industrial competitiveness, for much of America’s exports are
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in agricultural products and raw materials. Japan’s trade policy
until the late 1960s was among the mostprotectionist in the
world, and that once greatly impeded American attempts to
penetrate Japanese markets. Despite rapid trade liberalization
in most areas, Japanese ministriesstill occasionally create spe-
cial difficulties for competitive American products, and until
the mid-1970s the United States governmentdid not adequately
represent the interests of American companiesin their efforts

to break into Japanese markets. But the primary reason for the
trade imbalance, as the Boston Consulting Group’s 1978 study
for the United States Treasury Departmenthas shown,lies not
in Japan’s protectionism but in America’s inferior competitive-
ness and. lack of interest in cultivating exports to Japan.
America’s competitiveness has declined compared not only to

Japan but to other countries. From the late 1960s to the late
1970s, of goods purchased by Japan from overseas, America
lost about forty percentof its market share to Australia, Korea,
‘Taiwan, and other Asian countries.

The extent of Japanese superiority over the United States
in industrial competitiveness is underpublicized in America,
but the true state of affairs was reflected by a high official of a
leading Japanese research center whoprivately acknowledged
that the United States with its highly competitive agricultural
sector has by now taken the place of Japan’s prewar colonies,
supplying agricultural products and raw materials to a superior
modern industrial machine.

Unless America’s competitiveness is improved, short-range -
palliatives—including devaluation of the dollar—are likely to
have little effect and the imbalance may well increase. Given
the decline in America’s research capacity comparedto Japan’s
growing interest in research, the lack of encouragementby the
United States government to American business compared to
Japan’s encouragement of its businessmen, and America’s
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shortage of foreign capital compared to Japan’s growing sur-

plus, there is every reason to expect that the competitive gap

will continue to widen.

In areas where Japanese competitiveness has increased so

rapidly as to threaten large American industries, the United

States felt it necessary to impose nonmarket mechanisms to

reduce the Japanese threat. In the 1960s when Japanesetextiles

threatened to overwhelm the Americantextile industry, polit-

ical pressures from America eventually led to “voluntary

quotas” by Japanese companies to avoid formaltariff barriers.

In the 1970s when it appeared as if several major American

television companies might be forced out of business by Japa-

nese competitors, Japanese companies similarly held back on

sales to the United States. In the case of steel, a complicated

formula, a trigger-price mechanism, wasusedtorestrainsteel

imports, a substantial part of which came from Japan. In the

late 1970s, as Japanese automobiles became so competitive that

they were already outselling American-produced automobiles

in California, Japanese car manufacturers raised prices to re-

strain exports to the United States and thereby avoid more

serious American protectionism. In textiles, steel, television,

and automobiles, informal restraints on Japanese exports to the

United States relieve immediate trade tensions, but as long as

this informal protection continues, it reduces pressures for

American industries to rise to Japanese standards of competi-

tiveness.

In international trade the Japanese have had to learn to

communicate in English and to adopt patterns of trade devel-

oped andoriginally dominated by Western countries. Despite

these obvious disadavantages, the Japanese have begun to

dominate international commerce as they dominate industrial

production. Mitsubishi Trading Company, Mitsui Bussan, Su-

mitomo Trading, C. Itoh, Marubeni, and Nissho [wai are

rivaled only by each other, not by any foreign trading com-
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pany. For example, these six companies, to say nothing of other
large Japanese trading companies, conductoverhalf the two-
way trade between the United States and Japan. Because of
their superior information and contacts around the world, a
sizable portion of international trade not involving Japan is
now channeled throughthese large trading firms.

Japanese investment in the United States already exceeds
American investment in Japan and is growing at a much more
rapid rate as more Japanese companies establish plants and
purchase stocks and property in the United States.

Stagnation has been a serious problem in most modern
countries, and both the American and Japanese governments
are reluctant to stimulate their economies substantially forfear
of inflation. In the wake of the oil shock of 1973 the Japanese
governmenterred by overstimulating the economy,leading to
a very high rate of inflation for over a year. Except for this
brief period, however, in recent years Japan has not only
maintained a higher growthrate than the United States but has
kept its increase in wholesale price index lower.

During the 1950s, economic success was partly at the
expense of the Japanese consumer, andthesocialinfrastructure
for wage raises lagged behind growth and productivity in-
creases. However,in recent years per capita income and own-
ership of consumer goods have grown aboutasfastas the gross
national product and therefore far more rapidly than in other
countries, Sostriking has been the growth in consumer pur-
chasing power that foreigners in Japan now havedifficulty
maintaining the standard of living of their Japanese counter-
parts without special allowances, and Japanese in America
consider luxury goods and restaurants very moderate in price.
There are many waysto calculate personal income, butif one
includes subsidized housing, by 1978 Japanese wages had
already surpassed Americanlevels and are continuing to grow
at a faster rate. To be sure, sewage systemsare not yet universal
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and house size and car ownershipstill lag behind the United

States although the gaps are narrowing. Theretail distribution

sector is not as efficient as America’s and prices are high by

international standards. Using conventional price indices, Jap-

anese wages as of 1978 still buy less, but the average Japanese

spends less than public rates on housing and uses less beef and

other products that are high priced on these indices. Japanese

lead the world in household diffusion of television sets (espe-

cially color sets) and cameras. In possession of videotape

recorders, Japanese consumers are substantially ahead of the

United States not only in percentage but in absolute numbers

of owners. The quality of ski equipment on an average Japa-

nese ski slope compares favorably with the equipment on the

most exclusive ski slopes of Europe or America. Although some

may disagree with the subjective judgment that quality of

clothing in Japan is superior, on average, to that in the United

States, there is widespread agreement that the variety and

quantity of sports uniforms, clothing for weddings and other

ceremonial parties, company wear, and casual wear exceed that

of any other population, probably by a substantial margin. If

anything, the Japanese maintain their belongings in a better

state of repair than do Americans.

Transportation and communication systems within Japan

are rapidly pulling ahead of their Western counterparts. With

short distances Japanese use fewer airplanes than Americans,

but in rail transport the Shinkansen bullet train route from

Tokyo to Kyoto, opened in 1964, is more rapid and comfor-

table than anything the United States is currently considering

even on the most heavily traveled routes, although in 1977

America purchased some ofthis fifteen-year-old technology.

This line has already been extended to Fukuoka in the southern

island and, though delayed by objections to the noise, is being

extended toward the very northern tip of the main island.
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Rapid and convenientrail service throughout the country is
superior to European as well as Americanservice.

The speed of the mail service undoubtedly compares
favorably with world standards, but it is in the application of
new electronic communications systems that Japan excels.
Video machines and facsimile reproduction machines attached
to telephones are more widely used than in any other country.
It took some one hundred computerspecialists four years to
devise the system, but by the mid-1970s a customer could go
into any regular local branch bank and have funds transferred
to any other account in any local bank in the country by
computer in the same day. The computersystems for control-
ling steel production are more sophisticated than any Western.
counterparts. The idea of putting all books and magazines on
computer tapes and having this information available through
a telephoneortelevision system to every household in a nation
is not unique to Japan, but Japan is far ahead of the United
States in working out the organizational, technical, and legal
problems. It is not impossible that Japan might begin to imple-
ment this system in not much more than a decade, far ahead
of the United States.

With the extraordinary movement of Japanese from the
countryside to the city after World War II and the un-
paralleled rapidity of change caused by industrialization and
Westernization, one might expectsocial disorganization to be
immense, for the strain on many people has been substantial.
It is difficult to find meaningful cross-cultural measures of
social disruption, but one such indicatoris the extent of crime.
Observers uniformly note that people walk anywhere in Japan
at all hours of the night, fully confident of their personal
safety. To an extent that would shock Americans, the Japa-
nese carry a great deal of cash with them because they pay
large bills with cash rather than checks. Taxicab drivers give
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no indication of worrying about their personal safety. These

subjective judgments are supported by the data available.

Americans studying Japanese crime records, whichare more

complete than American records, indicate that around 1960

the rates for major crimes such as homicide,assault, theft, and

rape wereseveraltimes higher in America than in Japan. From

1960 to 1973 American crimerates rose 110 percent and other

modern countries’ crime rates went up also, except for Japan,

wherethey declined further.

One mightsuspect that the Japanese neglected culture and

education in their efforts to obtain rapid economic growth,but

if anything cultural imports have proceeded as rapidly as tech-

nological imports and have been diffused among the population

with equal speed. Japan leads the world in percentage of young

people who complete high school, about ninety percent. Al-

though a higher percentage of Americans enter a university, a

higher percentage of Japanese complete universities. Although

the average number of years of formal schooling is very

similar in the two countries, Japanese children attend school

slightly longer hours each day and about sixty more days per

year than their American counterparts. They spend far more

time in supplementary educational classes, and most do sub-

stantial extra studying in preparation for high schoolor univer-

sity entrance examinations. Westerners familiar with the Japa-

nese educational system observe that Japanese students, on the

average, are more familiar than most Western students with

world history and current events. In mathematics andscience,

the only areas wherethereis reliable quantitative information

on comparative internationalskills, Japanese youth substantially

outperform their counterparts in modern Western nations. The

Japanese also rank high in music andartistic capacity and in

physical agility. The Japanese young people’s knowledge of

English far surpasses the American student’s knowledgeof a

foreign language, although their knowledge of spoken English
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cannot compare with that of most Europeans. But given that
virtually no Japanese knew English in 1945, the progress of
Japanese in learning a foreign language within a generation has
perhaps been unique among large nations, and the progress
continues.

It has often been noted by foreign observers that the
Japanese absorb an extraordinary amount of factual informa-
tion for entrance examinationsatthe high schooland university
level. Despite sometimes intense cramming, Japanese adults
retain an unusual eagerness for data on topics as diverse as
internationalaffairs, politics, history, science, and the arts. Al-
though oneor two countries rank ahead of Japan in readership
of daily newspapers, if one combines readership of books,
magazines, and newspapers, Japanis clearly ahead of any other
country. Whether, as some foreigners would argue, the pro-
grams of the two national TV channels, NHK and NHK
Educational Television, are qualitatively superior to public
network programsin other countriesis difficult to evaluate, but
they are in any case outstanding. Through the majordailies,
the ordinary Japanese reading public gets a breadth of infor-
mation about basic world developments that compares favor-
ably with the best of foreign newspapers. |

With an industrial output which has now surpassedthat of
the Soviet Union concentrated in such a small area, the Jap-
anese have confronted a mostsevere pollution problem. Since
the early 1970s when the problem gained prominentattention,
the Japanese have responded with pioneering techniques now |
being studied by Americans seeking new solutions to their
pollution problems. The standards for pollution control for
hew plants and the amountspent on pollution control by the
mid-1970s surpassed thatof any other country. By thelate 1970s
the most serious sources of pollution had been substantially

* reduced; for example, American and European auto manufac-
turers had to makespecial appeals to be allowed to sell new
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cars in Japan for they did not meet Japanese standards for

emission, which by the late 1970s were the most rigorous in

the world.

The Japanese national health insurance program does not

offer high benefits by Western European standards. However,

an observer in Japan is impressed that people seem lively and

wear their age well, that obesity and debilitating illnesses seem

uncommon. These impressions are supported bythestatistical

data that is available. By the mid-1970s Japan had the lowest

infant mortality rate of any country in the world. Perhaps the

best overall measure of a nation’s health system is the longevity

of the population. In 1955 Japan’s averagelife expectancy was

over four years shorter than America’s. By 1967 Japan’s aver-

age life expectancy surpassed America’s, and in 1977 it sur-

passed Sweden’s, to become the longest of any nation in the

world.

The question of satisfaction with life requires more

subjective judgments.If one looks at international public opin-

ion data on complacency andself-satisfaction, the Japanese

rank low. They seem to have aspirations for bettermentas high

or higher than any country in the world. But foreigners who

observe the Japanese in public commonly conclude that in a

sense of involvement in purposeful activity, of dignity in

performing their work role, and of pride in personal appear-

ance, the Japanese rank veryhigh. It is tempting to dismiss the

Japanese as automotons who know nothing but work. Accord-

ing to the 1977 International Labor Organization Yearbook of

LaborStatistics, in 1976 the average American work week was

40.0 hours and Japan’s average work week was 40.2 hours.If

one took full account of unreported overtime, a typical Japa-

nese may work an averageof three or four more hours a week,

but even then the total work week is in the range of Western

European countries. Those who have observed Japanese fami-

lies and other groups in private have concluded that in zest
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for life, delight in carefree relaxation, and enthusiasm for
recreation, the Japanese are no laggards. As they say of them-
selves, they like to work hard and to play hard. Many thought-
ful Americansvisiting Japan express amazementat the tidiness
of urban facilities, the reliability of public transportation, the
courtesy of commercial personnel, the affluence of department
stores, the quality of restaurants, and the virtual absence of
derelicts and alienated slums. They end by wondering,like
Japanese vistors to America, why Americans cannot maketheir
cities and their organizations workas well.

In gross national product, standard of living, political
power, and cultural influence, Japan is not numberonein the
world today.In gross national product per person, Japan sur-
passed the United States in 1977 or 1978, according to varying
estimates by economists; but barring significant yen revalua-
tions, even if present trends continue it will take well over a
decade before Japan’s gross national product surpasses that of
the United States. Withall fringe benefits addedin, the average
Japanese family income has surpassed that of its American
counterpart, but in purchasing power, as measured by conven-
tional economic estimates, the average Japanese in 1978 had
not yet surpassed his American counterpart. Although measures
of purchasing powerare subject to question, because the pack-
age 1s geared to American tastes and the Japanese are more
frugal, pay less interest because of fewer debts, and draw more
income from savings, there is no doubt that Americans enjoy
more housing andyard space.

Japan has thus far chosen to maintain a low posture in
international political affairs, to cooperate with other nations
rather than takeinitiatives, to defend its own interests rather

than assume responsibility for preserving peace and order
around the world. Its political influence cannot now compare
with that of the United States.

In cultural affairs, national influence tends to lag decades
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behind economic power. Western European nations that can

no longer match Japan in economic powerstill enjoy greater

cultural respect and influence than Japan, and the Japanesestill

pay respect to the mannersand arts of Western Europe. More

Japanese take piano lessons than Americans, to say nothing of

the numberof people studying Japanese arts and music. How-

ever, in Western art and music, despite rapid Japanese ad-

vances, America still enjoys a preponderance of outstanding

artists and musicians. The Japanese lag far behind in the

number of Nobel prizes received for science andliterature,

although there may be grounds for wondering whether they

receive the recognition they deserve. The Japanese on the

average engage in more physical exercise than their American

counterparts, but Americans clearly outperform the Japanese

in most international athletic competitions. The gap between

the United States and Japanin political power and cultural and

athletic performance is narrowing, but not as rapidly as the

gap in economic capacity. At present, in political and cultural

influence and even in gross national product Japan is not the

number one powerin the world.

Yet in the effectiveness of its present-day institutions in

coping with the current problems of the postindustrial era

Japan is indisputably numberone. Consideringits limited space

and natural resources and its crowding, Japan’s achievements

in economic productivity, educational standards, health, and

control of crime are in a class by themseives. This success 1s

more striking when one considers how far behind Japan was

in many of these areas not only in 1945 but even in the mid-

1950s, after recovery from World War II was essentially

complete.

Many Americansseem interested in finding some explana-

tion of how the Japanese haveused unfair tactics to outperform

other countries; charges that they are imitators, narrow eco-

nomic animals, and dumpersand that their government and
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business haveillicit intimacy are not uncommon. Suchfacile
attempts to explain Japanese success may ease American anx-

1ety about our performance, but not only are they unfair to
the Japanese but they blind us from learning about Japanese
success and condemnusto falling further behind.

Japan has serious problemsaside from crowding.Its uni-
versities are generally mediocre, discrimination against Koreans
and the descendants of Tokugawa-period outcasts (burakumin)
widespread, defensiveness against foreign contamination re-
lentless, government bumbling in planning projects such as
Narita airport sometimesdistressing, and big business treatment
of public complaints often arrogant. Since the focus of this
book is not on a rounded picture of Japan but on practices
potentially useful for Americans wanting to improve our coun-
try, such problems will be considered in detail only where
relevant to the question of whether these problemsareessential
parts of institutions we might want to borrow.Theinstitutions
that follow were chosen because they are crucial for under-
standing overall Japanese success and because they could be
models that America would do well to emulate.



PART “TWO

Japanese Successes
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Knowledge:

Pursuit and Consensus

F ANY SINGLEFACTORexplains Jap-
anese success, it is the group-directed

quest for knowledge.In virtually every important organization
and community where people share a commoninterest, from
the national governmentto individual private firms, from cities
to villages, devoted leaders worry about the future of their
organizations, and to these leaders, nothing is more important

than the information and knowledge that the organizations
might one day need. When Daniel Bell, Peter Drucker, and
others hailed the coming of the postindustrial society in which
knowledge replaced capital as society’s most important re-
source, this new conception became a great rage in Japan’s.

leading circles. But these leading circles were merely articulat-
ing the latest formulation of what had already become con-
ventional Japanese wisdom, the supreme importance of the _
pursuit of knowledge.

It 1s not always clear why knowledge is needed, but
groups store up available information nonetheless on the
chancethat some dayit might be useful. Information gathering

is general and specific, long-term and short-term, formal and
informal. Organizations send out observation teamsandinvite
in experts. They gather information from classrooms and golf

27
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courses, from conferences and bars, from think tanks andtele-
vision. They gatherit from professionals and amateurs, friends
and foes. New friendsare cultivated because they might pro-
vide access to information, and new groups are formed to
select and process the information. Potential sources are care-
fully nurtured so that further queries can be processed as
needed. New areas of knowledge are explored to provide new
clues, and people are assigned to spend several years mastering
potentially profitable specialties. The process is nothing if not
thorough.

Group LEARNING: ROUTINE AND URGENT

Whenever twopeople are together, the one imparting in-
formation is accepted as the teacher, and the listener becomes
the student. Everyone is expected to be a student part of the
time, and a good studentis admired at any age. The goodstu-
dent displays modesty, humility, persistence, and forbearance.
In a group setting, if the student thinks the teacher less than
fascinating, he may doze discreetly; if he finds the teacherless
than outstanding, he conceals it. He may not challenge the
teacher’s wisdom. He accepts the framework of assumptions
of the teacher, and if encouraged to ask a question, finds one
that will enable the teacher to demonstrate his abilities. The
student is bound by his role as a learner and seeks to learn

what he can; he does not try to impress others with his clever-

ness.

Study is a social activity which continues throughoutlife.

By the time Japanese youth complete formal schooling, not
only have they acquired general information, but they have

acquired the habit of studying in groups. Even if they read
alone, they discuss their reading with peers. University educa-

tion may be more important for certification than learning,
and the social atmosphere may impedeprobing, but it does

not impede groups of students from continuing to learn, nor
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does it impart such confidence that students can consider

themselves expert before they begin their employment. After

he is employed, the school graduate is prepared to receive his

specialized training and he remains receptive to broad general-

ized training. At his work place the new employeefirst under-

goes long periods of specific training as an apprentice with

properly humble status and throughouthis later career fre-

quently participates in a variety of study groups. An employee

is encouraged to engage in work-related study even when

there are no study groups, and a housewife, youngorold, 1s

encouraged by family and friends to study how to bea better

housewife, mother, and, later, a better mother-in-law and

grandmother. Adult education courses, offered by local com-

munities, companies, newspapers, and departmentstores as well

as universities, are extraordinarily popular. |

Off the job, an employee is constantly looking for op-

portunities to learn what might be useful for his work; but he

also tries to learn important things with no apparent immedi-

ate relationship to his work, for they might prove useful in

the long run. When a foreign visitor comes to Japan, most

Japanese almost instinctively think, “What can I learn from

him?” and the three million Japanese who nowtravel abroad

each year look forlittle hints of new ideas they might apply

at home.

The penchant for study may berooted in groups, but in

no arena is it more clearly manifested than in the mass media.

Sports magazines, adult comics, some weekly magazines, and

sometelevision showsare almost exclusively for entertainment,

but newspapers, magazines, andtelevision are also expected to

convey generous amounts of information. Not only do Japa-

nese spend more time reading than their American counter-

parts—whether it be newspapers, magazines, or books—buta

higher proportion of the media they encounter1s designed to

enhance knowledge andskills. Each of the two largest Japanese
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newspapers havea circulation of aboutsix million, muchlarger
than that of the largest American daily. The several largest
Japanese newspapers, each with morespecialized reporters and
more foreign correspondents than any American paper, can
provide their readers with highly detailed background infor-
mation. Because these large newspapersare national rather than

local, public awareness of national and international issues is
greater than in the United States. Japanese newspapersin 1976
had a circulation of sixty-one million, the same as the United
States or almost twiceas large a circulation per population.

Numerousserials inform Japanese specialists in an almost
infinite variety of areas of interest. Herbert Passin, chairman of
Columbia University’s sociology department, commented that
when he wishes to give new ideas an airing in Japan, he and
Japanese intellectuals can find many publications where their
ideas will be immediately printed, whereas in America it would
at best take many more monthsto find an outlet. Some thirty
thousand new books are now published in Japan each year,
about the sameas in the United States. Since World WarII

approximately one hundred fifty thousand books have been

translated into Japanese. Not all of these are for conveying
information, but the amountof information flowing into En-
glish from other languages is miniscule comparedto that trans-
lated into Japanese.

Educationaltelevision is generously funded, and a signifi-
cant proportion of programmingtimeis devoted to basic edu-

cational courses rather than to elite entertainment. Courses on

five foreign languages—English (at several levels, from “Ses-

ame Street” to adult programs), German, Chinese, French, and

Russian—are available on the regular weekly schedule of the

national education network. In recent years special programs

for farmers, small businessmen, and mothers of children of

various ages have appeared. The audience for educational

television expects charts, graphs, andillustrations but is pre-
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pared to watch programsthat in the United States would not

be seen as particularly fascinating. In the late 1960s, for ex-

ample, when computersfirst gained widespread attention, over

one million copies of the textbook to accompany the educa-

tional television program on computers weresold in one year.

Even on commercial channels, information programs abound

and several programs a day present favorite foreign television

shows dubbed into Japanese.

Although basiclearning continues everywhere andat all

ages, information gathering becomes focused and takes on a

special campaign-like intensity when an organization recog-

nizes an issue as preeminently important. During the course of

the several years that a given issue such as planning a railroad

or promoting venture capital or revising local tax systems 1s

dominant, nearly every member of the organization works

with some aspect of it, exploring new angles and seeking and

relaying new bits of information.

The process usually begins long before the exact nature

of the issue has been precisely defined. At this early stage,

governmentor business leaders may begin to consult knowl-

edgeable individuals or may assign representatives from their

organization to an exploration of approaches to the problem,

the subissues that are involved, and the resources and people

who might best be asked for advice. After a period of consul-

tation, they begin to send out people to do more intensive

observation and study. The researchers assemble, summarize,

and, when necessary, translate books andarticles. Study groups

begin to confer on subissues. Later meetings are held to evalu-

ate what has been learned and to define whatelse needs to be

learned. People are sent out again to ask the same questions

in order to verify certain points and to focus on new,slightly

different problems. Staff members consider all importantrele-

vant options and at later stages redefine issues and select espe-

cially promising approaches for restudy with more thorough-
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ness. They mull over, digest, recognize, and redigest their
information as their options gradually narrow and decisions
emerge.

Basic LEARNING ILLUSTRATED: SPORTS

The process of learning skills on a national scale may be
illustrated by the Japanese approachto studying sports. When
China began to expandits contact with non-Communist na-
tions in the early 1970s, the first sports team it sent abroad was
table tennis, the one sport in which the Chinese were world
champions. China next sent out men’s and women’s volleyball
and basketball teams, sports in which they are almostas strong.

The standard Japanese approachis different: they choose
instead a prominent Western sport they hope to master. The
first major sport selected was baseball, introduced in 1873 five
years after the Meiji Restoration, and popularized at the turn
of the century whenit was clearly the preeminent American
sport. Japanese sent observers to watch the strongest American
teams and to undergotraining undertheir tutelage. They in-
vited the best players to Japan for demonstration games. It is
no accident that America’s most celebrated pre-World WarII

baseball player, Babe Ruth, received a tumultuous welcome in
Japan and remained one of the great Japanese heroes. After
World War II the Japanese were quick to invite to their
country whole demonstration teams. Gradually Japanese teams

arranged to recruit one or two Americanplayers each. To be

sure, some of the American players were past their prime, but

that was notthe point. Their own playing mighthelp the team
only little in the short run, but they could help to train other

team members, imparting know-how that would make the

Japanese teams strong in the long run. The Japanese invited

the best American big league teams to Japan to play Japanese

teams. In the early years the American teams overwhelmed

their Japanese counterparts, but it was no shameto lose badly
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at that time. It was seen as the wayto build up skill. Gradually
the Japanese teams lost by smaller margins, and, despite the
American advantage of greater physical size, the Japanese
began occasionally to beat American professional teams.

Whena group of younggirl swimmers from the United
States dominated the Tokyo Olympics of 1964, they caught
the eyes of the world, but in Japan they becamea sensation.
Young Japanese and their coaches made pilgrimages to the
United States to study the system for developing thattalent.
The Americangirls were invited to put on exhibitions in Japan
and to give occasional pointers to their Japanese counterparts.
Aside from the coaching given talented Japanese swimmers,
the major lesson in Japanese eyes was that the United States
had developed an intensive program to single out swimmers
with competitive potential at junior high schoolage, providing
a reservoir of talent from which championship swimmers
could develop. The statesmen of the Japanese sports world
concludedthat if Japanese grade schools throughout the coun-
try were to teach swimming, Japan could create an evenlarger
group of talented young swimmers with anearlier start, possi-
bly compensating for small physical size and a population base
smaller than the United States’ and Russia’s. The government
did not require that primary schools provide swimmingpools,
but local “PTAs,” caught up in the mood, began to demand
that their schools build pools and offer swimming programs.
Within several years swimming pools dotted the Japanese
countryside, usually alongside elementary schools, as well as
urban and suburban areas. This enthusiasm began to fade
somewhat when it was found that some elementary school
pupils were spending too much time in swimming, to the
detriment of their studies and sometimestheir health, but the
basic programs continued. Soon after the 1976 Olympics the
Fast German girls who had dominated the swimming compe-
tition toured Japan not just to demonstrate their skills but to
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offer pointers to aspiring Japanese swimmersandtheir coaches.
The Japanese girls may not yet be able to defeat their East

German and American competitors, but in a short span of

time they have successfully climbed into the ranks of interna-

tional competitive swimmingin spite of their smaller physical

Size.

The actual decision to introduce a new sport 1s a complex

one. No factor is more important in the timing than interna-

tional popularity. Guiding the process is a kind of sports com-

munity with sports statesmen, business sponsors, coaches, lead-

ing players, sports writers, sporting-goods store owners, and

allies in the government bureaucracy. The community does not

necessarily have a fixed membership, but there is a recognized

community of specially interested people who work together

effectively and who know howbest to develop a new sport.

They know how to whip up the enthusiasm that makes the

new sport a kind of fad, but they also know howtodirect the

careful acquisition of know-how thatis essential for creating

popularity and competence.

Interest in a new sport does not derive only from inter-

national competitive ambitions. Shortly after the war, business

leaders discovered that the golf course was an ideal locale for

creating informal contacts with their counterparts in different —

countries. Some Japanese businessmen concluded that for them

to play well it was advisable to develop professional golf, for

professional Japanese golfers could then give them helpfultips.

Foreign professional players were invited to Japan, and before

long budding Japanese professionals were on the international

circuit. Once golf became popularin Japan, it took on life of

its own, with special privilege going to those who belonged to

fashionable country clubs. In certain Japanese businessmen’s

circles, a person’s golf handicap is almost as important an item

of information as his company’s gross sales. The stylishness

only addedto the seriousness with which Japanese studied golf.
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Whatever the sport, the basic approach to learning has

been and remains the same. For another example, one notes

that bowling, learned from America, became so popular in the

1960s that for a time the world’s two largest bowling alleys

were in Tokyo and more Japanese were bowling than Ameri-

cans. The Japanese learned gymnastics from the Soviet Union,

hockey from Canada, tennis from Australia and the United

States, soccer and rugby from England, skiing from Austria,

~ basketball from the UnitedStates, table tennis originally from

the United States and now from China. A newcomer to the

Japanese sports repertory is American football. No country’s

efforts to learn football can compare with those of Japan,

which has hosted entireAmerican professional football teams

that come to Japan to play one another, since no Japanese

teams are yet up to American competitive levels.

While new sports are being added to the Japanese reper-

tory, traditional sports are not ignored. Sumo, judo, karate,

and aikido remain popular despite occasional faddish swings;

when a new fad strikes and study of a new sport reaches a

peak, the old sports nonetheless retain their niche in the ex-

panding sports panorama.

It has been a matter of keen disappointment to the Japa-

nese that their athletic teams have not had the extraordinary

success that their companies have enjoyedin international eco-

nomic competition. There has been continualself-criticism and

analysis of the causes of their failure. They do not take refuge

in the excuse of their small physical size, nor do they let up in

their efforts at self-improvement, even though they have

reached international competitive levels in virtually all sports

and are not far behind the ‘Soviet Union, the United States,

and East and West Germany. Foreign sports specialists ob-

serving the Japanese expect continued progress in their mas-

tery of Westernsports.

The same ingredients found in the sports field (group
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leadership, group-oriented study, humility, long-term perspec-
tive, and high ambition) are also present in other cases of
learning, whether organized by the government, private com-
panies, or the local community.

BUREAUCRATS AS INFORMATION MANAGERS

From the beginning of the Meiji period in the mid-
nineteenth century, Japanese government leaders had sent
abroad missions to study foreign governments andsocieties to
preparefor a state with the mosteffective modernconstitution,
army, industry, science, technology, and agriculture. After
World WarII, government-sponsored study abroad extended
into extraordinarily diverse fields, from philosophytopolitics,
atomic physics to toy making, business managementto house-
hold management, and from medical science to jazz. As the
spectrum of learning widened,the process of acquiring infor-
mation becameincreasingly elaborate.

Japan’s elite officials from the various ministries have the
preeminent responsibility for guiding the acquisition of knowl-
edge. They themselves are constantly analyzing information
and deciding what further information needs to be gathered,
playing a role that in the United States is partly played by
academics and the White Housestaff. Within each ministry
large numbers of experts spend a majorpart of their time fol-
lowing developments abroad within their respective spheres.
They are expected not only to keep track of developments in
general but to search for examples that Japan could usefully
emulate.

The Japanese government’s financing of foreign training
is concentrated not on young university students but onelite
young bureaucrats who have already spent at least a year or
two in their respective ministries. Governmentofficials remain
in the same ministry until retirement, and therefore it pays
the ministry to provide them with years of specialized training
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in areas basic to their future responsibilities. Because each age

cohort rises together and at its peak holds all key positions

within the ministry, an effort is made to ensure that some

bureaucrats in every age group are trained to tap each of the

major bodies of knowledge relevant to the minstry’s basic

work. After receiving general training in ministry affairs,

young bureaucrats within each age group are divided into

separate specialties to be trained in appropriate languages, tech-

nical work, and theory in the best universities in the world,

with all expenses and allowances paid by the ministry. These

bureaucrats studying abroad have a clear sense of what knowl-

edge their ministry needs and can concentrate their studies in

these spheres. The system ensures that those who receive

valuable training will be in key positions to make maximum

use ofit.

In the Foreign Ministry, for example, two or three young

officers are selected each year to work on China. After a two-

year tour of duty in Tokyo within the ministry, they are com-

monly sent for a two-year course in the language in Taipei or

Peking. After Tokyo recognized Peking in 1972, the first ex-

change students Tokyo sent to Peking for language study

were not bright university students but these young Foreign

Ministry officials. After language study one or twoin the age

group maybe sent to American universities to become familiar

with Western scholarship on China and another to Moscow

to become familiar with Soviet work on China. After this

assignment, the officer may be sent to Peking or Hong Kong

to work on analysis of current events. Although he begins

work after three or four years of full-time study, he is in

many respects still an apprentice until after his tour of duty

in Hong Kong or Peking. Throughout his career the China

specialist in the Foreign Ministry is expected to keep in touch

with important research and analysis by the institutes under

whom he wasoriginally trained. This system thus guarantees
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that the most important channels for potential information
will remain open.

Staff preparation for other specialties within ministries is
not ordinarily so extensive, but the basic approach for training
elite bureaucratsis the same. The Finance Ministry sends prom-
ising young officials overseas to study tax systems, tax laws,
business administration, theoretical economics, and economet-
rics. he Ministry of International Trade and Industry (MITT)
sends officials abroad to study developmentof specific indus-
tries, theories of economic development, and energy economics.
The object of study changes depending on an estimate of the
future seriousness of certain issues. During the 1960s, for ex-
ample, when Japan wasreluctantly internationalizingits trade,
a MITTofficial was assigned to France to study ways in which
France had successfully resisted the advance of British manu-
factured goods. After 1973 the number assigned to study
energy problems immediately increased.

Bureaucrats consider no responsibility greater than keep-
ing well informed. Whenthe scope of information gathering
exceeds the ministry’s span of control, they help mobilize pri-
vate institutions most directly concernedto set up task forces
to fill in gaps in informaton. Within the ministry considerable
effort is made not just to collect information butto sift it and
to ensure that key actors in the ministry are neither flooded
with more information than they can control nor inadequately
informed on matters of import. Within ministries, it is not the
top-level who are expected to take initiatives in processing
information as in America but the key bureau andsection
leaders within the ministry. In MITI, for example, the bureaus
responsible for the respective industrial sectors all gather in-
formation that might be useful for guiding Japan’s industrial
development in that sector. For its respective sector each
bureau wants to know world markettrends, the state of tech-
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nology, the likely timing and nature of new technological

breakthroughs, the nature of the most successful industries in

the world, and the reasons for their success. These bureaucrats

erect formal and informal timetables as to when issues are

likely to come to the fore, and they focus their information

gathering accordingly. For example, in the decades after

World WarII, MITI officials considered it extremely im-

portant to develop basic Japanese industries like steel and

electric power, and they concentrated their information-

gathering efforts in these sectors. Interest in gathering know-

how about the automobile industry began to develop in the

1950s, whereas computers did not emerge as a high priority

until the late 1960s. After the oil shock in late 1973, energy

problems took on top priority. Officials concerned with Mid-

dle Eastern oil, for example, recognized that paying for the

oil and investing capital would notbe sufficient to ensure the

continuous flow of oil from the Middle East to Japan. They

decided therefore to organize major technological develop-

ment projects in the Middle East, which would maketheoil-

producing countries dependent on Japanese know-how and

technological assistance. To do this well required vast amounts

of information about Middle Eastern business patterns and

social customs. It led to a rapid increase in the number of

Japanese studying Arabic and Middle Eastern culture in gen-

eral, with the goal of building a broader base of relations that

would provide a morereliable source of natural resources.

Whenanissue rises to prominence, the Japanese do not

hesitate to overlap and duplicate their efforts to gather rele-

vant information. As James Abegglen of Boston Consulting

group put it, “They smother a problem.” Bureaucrats sta-

tioned abroad not only gather information directly but

mobilize private Japanese who canassist in the process and

identify foreign locals, be they newsmen,scholars, bibliogra-
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phers, influential business friends, or free-wheeling entrepre-
neurs, who can open channels of information. The government
helps finance research if necessary, but in most cases the
gathering of information requireslittle or no financial support
by the government. Companies finance research, and the
media, sensitive to the heightened interest in the particular
issue, invite academic and professional specialists to speak or
write, without government financing. Informative speeches or
conferences are not only reported but often printed in full in
magazines. Editing may be hasty and at times sloppy, but the
ideas and information are widely available at great speed.

Especially knowledgeable foreign specialists receive invita-
tions through Japanese friends or acquaintances forattractive
opportunities to speak, write, or visit Japan. Prominent Ameri-
cans may be under morepressure from Japanese than Ameri-
can media to get their main ideas out to a broader public with
great speed. Foreigners invited on such occasions are extra-
ordinarily impressed with Japanese hospitality, generosity, and
appreciation of their intellectual contributions. In the process,
the information gatherer acts within the bounds of courtesy
due a distinguished teacher. Helistens carefully, absorbs what-
ever he can and asks questions, but rarely challenges or shows
off his own knowledge. If anything, he underplays his own
understandingoftheissue.

The scope of governmentinformation gatheringis breath-
taking. At the height of the student turmoil in various coun-
tries during the Vietnam War, Japan’s Economic Planning
Agency dispatchedan official to America to talk with radical
American economists about various potential crises of capital-
ism. The purpose was to enable the Economic Planning
Agency to be moresensitive to potential contingencies in
drawing up its multiyear plans. A Japanese-speaking American
student, the only foreigner on a mission sponsored by the
Japanese government to consider developments in a third
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country, was detached for part of the time to interview vari-

ous local residents about their attitudes toward Japan. In the

mid-1970s when it appeared that Japan might be moving to-

ward a coalition government, a mission was sent to Europe.

to study the conditions under which coalition governments of

European countries since World WarII became immobilized

and what kind of problems this created. The purpose: to ex-

plore mechanisms for avoiding such immobilization if coalition

government came to Japan.

“THiInk TANKS”: MaxiIMuUM INFORMATION

AT MINIMAL Cost

Japanese government agencies have long supplemented

their own researchinstitutes with support to a small numberof

private institutes in order to obtain morespecialized and de-

tailed information. Some of these outside institutes, like the

Institute for Developing Economies, with several hundredre-

searchers studying other parts of Asia, have a staff and a

collection of current materials as large as any researchinstitute

in their field in the world. However, in the 1960s as the com-

plexity of problems facing Japan multiplied, the Japanese

movedto create many moreinstitutes to cope with the knowl-

edge explosion. In characteristic fashion, large numbers of

Japanese delegations traveled abroad to study foreign research

institutes and then advise on the optimal development of

Japanese “think tanks.” Think tanks became a new fad and

dozens of new ones sprang up, as the proverbial phrase goes,

“like bamboo shoots after the spring rain.” Before long there

was even a federation of think tanks. Japanese observers con-

cluded that American research centers were often too inde-

pendent from theoriginal financing organ and henceless than

optimally responsive to requests for relevant information.

Therefore, in Japan each research centeris assigned to a certain

ministry which controls the annual appropriations and super-
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vises information~-collection. Government agencies also help
sponsor other research centers with a small core of permanent
staff capable of expanding through short-term contracts in or--
der to obtain special kinds of information intheir field of ex-
pertise.

By American standards many of these research organiza-
tions conductrelatively little basic research and their studies
lack originality, analytic depth, and thoroughness. But the
Japanese have had a different vantage point. Thegoal of these
research groups is not to beoriginal. It is not that Japanese
lack the creativity to be unique, for in somepriority areaslike
forecasting and analysis of energy problems the Japanese have
in fact conducted high-quality original research. The task of
the Japanese think tankis to serve as an information sweeper,
bringing in all the best knowledge in the world on certain
issues. The institutes summarize the information not to form
conclusions or even to display individual analytic virtuosity
but to suggest a variety of possible approaches potentially
useful to their sponsoring organization. What the sponsor buys
in a research center is not the beautifully prepared definitive
major report but continuing access at an informal as well as
formal level to relevant information on important pending
issues. The researchers are generally not identified with any
political point of view, and they do not defendparticularintel-
lectual positions. They accept their service role of providing
all the facts, ideas, and visions that might conceivablybe use-
ful on a givenissue.

One weakness of ministry-sponsored research institutes is
the parochialism which stems from the specific ministerial in-.

terests. In the early 1970s the governmentset up the National
Institute for Research Advancement (NIRA)to provideinter-

ministry coordination and to see that large issues would be
dealt with in an integrated fashion, not simply from the points
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of view of the specific ministries. NIRA makes an effort to

coordinate the selection of topics and to guide the division of

labor between various think tanks under different ministries so

that all important topics receive rounded treatment.

Some think tanks are temporary creations that can be

closed down depending on their performance record and the

needs of government sponsors. Those with an expandable core

of permanentstaff are given assurance of long-term support by

the appropriate government agencies. A small number of sub-

stantial research groups, most similar to large American ones,

like Nomura Research Institute, Mitsubishi Research Institute,

and the Japan Economic ResearchInstitute, meet the needs for

sustained quality research. They have secure private and gov-

ernment funding and a permanentresearchstaff. Whenanissue .

becomes salient, competing research projects are assigned to

several research institutes, but when issues becomeless impor-

tant, the governmentterminates contracts withtheless effective

think tanks.

In short, think tanks, like most information-gatheringunits

in Japan, draw on resources throughout the world, orient

themselves to general and specific missions in defined policy-

related areas, adjust to current needs of sponsors, and digest the

information flowing to them to makeit useful to government

decision makers.

CoMPANY INFORMATION STRATEGY

Individual companies sponsor information-gatheringactiv-

ities with no less enthusiasm than. government ministries. Some

American companies have programsin training and informa-

tion gathering nottotally different, but on the average Japanese

companies collect and process information more thoroughly

than their foreign counterparts. The leading Americans con-

sidered most innovative in thinking about the future, like
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Herman Kahn, Peter Drucker, John Kenneth Galbraith, and
Daniel Bell, are given more time andattention by businessmen
in Japan than in America.

The Japanese general trading companies (like Mitsubishi,
Mitsui Bussan, Sumitomo, Marubeni, C.Itoh, and Nissho Iwai)
are unparalleled by other companies, Japanese or foreign, in
their international information network. In part their success
comes simply from their size, since most of Japan’s foreign
trade is conducted through these six companies, each of which
is represented in virtually every country in the world. But
success comesalso because information gathering has such high
priority. In gathering detailed economic information, private
companies are superior to the Japanese government, buttheir
superiority is especially pronounced in areas where they have
a substantial economic interest. Even in political information
gathering they sometimes outdo the Japanese Foreign Ministry.
When a Japanese airliner was highjacked in 1973 in Abu
Dhabi, for example, the Foreign Ministry relied on Mitsubishi
Trading Companytelexes to keep informed. And a Japanese
magazine referred to one company official with high-level
political contacts as the “Mitsubishi Ambassador in Washing-
ton.” The trading companies’ presencein small cities in major
countries provides them with moredetailed regional informa-
tion than is obtained by the Foreign Ministry.

In 1973 the American government was shocked to learn
that Soviet officials in the United States had arranged with an
American company for a large sale of wheat to the Soviet
Union, but a Japanese trading company was notsurprised.
Officials in the Moscow office of the trading company had
wired the Tokyo office that several high trade officials who
would make such agreements were suddenly absent from the
Moscowscene. Uponrequest from the Tokyooffice, company
employees stationed in New York found that these officials

weregoing through a New Yorkairport en route to Colorado,
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and regional trading company officials were able to confirm

that they were meeting with the American company.It was

not difficult to surmise what the meeting was about. The pur-

pose of the Japanese company’s research was to make some

adjustments to the grain market before information about the

purchase became public and causeda rise in the price of grain.

Although such thoroughness is not unusual, the basic long-

range effort lies not in such intelligence coups but in the

continued collection and analysis of nonsecret material relevant

to companyinterest, all the way from macroeconomic theory

to the price of hogbristles in rural China.

Other Japanese companies undertake training and infor-

mation gathering with comparable vigor. In middle-sized family

companies, for example, it is common for the owner of the

company to select one or two sons or sons-in-law for special

training with the expectation that they will later acquire senior

managerial responsibility, possibly becoming president of the

company. Usually the fatherfirst sends the sons to a prominent

private university like Keio, both to receive a general liberal

arts background and to meet other future business leaders.

These young men then form a network of friendships which

can, among other things, contribute to the informal informa-

tion flow once they assume responsibility in the company.

After Keio a preferred pattern is to become fluent in spoken

English and then enroll for a masters in business administration

at a major American business school. The Japanese believe that

American business managementtraining is superior to that of

any other country, and experience in Americaalso helps future

leaders to develop friendships and knowledge of American

business. After graduating from business school the student1s

expected to work several years in America or Europe in com-

panies in the samefield as his father and often in companies

where his father has developed some business contacts. Since

the aim of this period abroad is to receive an apprenticeship
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training, salary is not a serious consideration. After several

years of such experience, the young manreturns home, where
he is expectedfirst to reestablish himself with the workers and

employees in his father’s company, usually by taking on rou-

tine jobs in various parts of the company. Only later does he

begin his management apprenticeship, gradually putting his

training to work,all the while keeping open channels of com-

munication with former fellow students and work associates.

In larger nonfamily corporations, officials rise slowly

through the ranks. Because employees tend to remain in large

corporations until retirement, it is rational for Japanese com-

panies to invest far more heavily in training than do Western

companies, where employees with such special skills would be

moreattractive to other employers. Employees on the manage-

ment track customarily are rotated to a wide variety of depart-

ments and sent to outside training centers to acquire skills in

various areas and to develop the close personal relationships

that will later facilitate the flow of information needed for

effective management decisions. Even if American companies

can acquire new talent from the outside to bring skills to the

company, the lower turnover of Japanese companies permits a

more intimate nexus of personal relations between officials and

other employees throughout the company.

Whenanissue is defined as the current top priority, the

company,like a ministry, mayfrantically intensify its quest for

information; but even in slack periods information gathering

never stops. Japanese companies that have surpassed their

Western counterpartsin overall levels of technology and orga-

nizational know-how donotstop learning. They continuously

search out weak spots where another company, Japanese or

foreign, might have morestrength and provide clues as to how

they can continue to improve. A small dye maker in Western

Japan with fifty employees, for example, follows appropriate

journals to determine which dye-making plants anywhere in
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the world have made the most important recent innovations.

One or two employees are dispatched each year to spend a

month or more observing these innovations.

Large Japanese companies hedge their bets by keeping

open all potentially important channels of communication. For

example, whenever a young politician becomes so prominent

that he is considered to have a great future, each major daily

newspaperidentifies one or more youngstaff reporters who by

reason of personality, style, and political persuasion get along

well with him. This reporter may be assigned to a variety of

posts, but one of his responsibilities is to retain a special personal

relationship with that politician, to keep his confidence, and if

necessary to become his advocate within the newspaperand in

public as well. Therefore, regardless of which politician be-

comes prime minister or a leading cabinet member, when

critical stories break, a newspaper has some reporter who can

draw on a thorough knowledge of and special access to that

leader. Other companies informally assign certain employees

to maintain a comparable range of potentially important con-

tacts, be they with potential buyers,sellers, suppliers, financiers,

bureaucrats, or politicians, domestic or foreign.

Japanese companies also keep open channels to former

senior executives whoare believed to possess a priceless accu-

mulation of knowledge and good judgment. By granting

formerhigh officials special honors and privileges and avoiding

disruptive coups that would alienate them, present officials

maintain easy access to their predecessors. Although ordinary

workers in a large companyretire at an average age offifty-

seven, the highest executives remain later. Directors and man-

aging directors are generally in their late fifties and sixties,

presidents in their sixties or even older, and chairmen of the

board in their late sixties or seventies. The company board

generally consists of former executives rather than outside

directors as in an American company. Japanese organizations
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mayerr on the side of granting too muchauthorityto retired
high officials, but by so doing they retain use of their advice,
judgment, special expertise, and range of connections.

While most information is open, some is treated very
sensitively. Where there is a danger of giving away competi-
tive advantage to another company, Japanese company em-

ployees fight like samurai in preserving secrets. Companies
prefer in-house specialists or special friends rather than outside
consulting companies—lawyers and auditors, for example—to
diminish the risk of passing on information to competitors.
Stories of geisha passing on secrets obtained from businessmen

in one company to those in another are a favorite comedy
theme, but in fact geisha, like select newsmen taken into

confidence by a given company, have proven to bereliably
discreet. Even within a company it is accepted that certain

important matters will be known onlyat higherlevels, although

the company’s major goals and plans are generally widely

understood by all company employees.

At the sametime, competing companiesarealert to oppor-

tunities where they can profit from joint study. When new

management approaches were being introducedin the 1950s,

all major companies, whether competitors or not, sent person-

nel to commonstudysessions. In the late 1960s when companies

were introducing computers ona largescale, their representa-

tives attended a variety of study sessions to discuss the impact

of computerization on office organization and personnel policy.

Joint study sessions cover an almost limitless range of issues

from energy policy to government tax policy, to regional

development, to welfare programs, to wage programs, to

accounting procedures, to pollution problems.

In the late 1950s and during the 1960s the initiative for

cooperative study sessions often came from the Japan Produc-

tivity Center, which represented government, business, and

labor organizations. Sometimes the study sessions are encour-
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aged by ministry officials in a given sector who wantto raise
the general level of expertise of companies in their sector or

who,because of busy schedules, cannot brief everyoneindivid-

ually. Initiative may come from Keidanren (the Federation of
Economic Organizations), from a trade association, from an

ad hoc gathering of companies in the sector, or from think
tanks or business schools concerned with promoting their own
institutions. In any case, despite the basic competitiveness
between companies, employees of rival companies can beper-
fectly cordial and even friendly as fellow students while
discussing issues which, while only marginally important for
competitive advantage,are nonetheless useful for all concerned.
Companies have thus taken great care to distinguish when they
can and cannot engage in cooperative study, for while highly
competitive, they also wantto cultivate every possible channel
for information gathering.

To keep their employees optimally informed,virtuallyall
sizeable companies organize study groups for senior manage-
ment, middle management, new employees, and, not uncom-
monly, for dependents of employees. The company not only
calls on in-house experts, but invites outside lecturers on topics
of interest and sets up study groups focusing on new books or
articles of unusual relevance. If a company cannotprovideits
employees with appropriate specialized training, the employees
are encouraged to take correspondence courses or to take a
brief leave of absence to attend proper training programs.

CoMMUNITY INFORMATION GATHERING

The same kind of intensive broad-gauged information
gathering takes place in a community that is undertaking a
program of local development, be it a middle-sized city or a
small village. Leaders of a middle-sized city considering a new
transportation system, for example, are likely to study cities of
comparable size to determine which have the most modern
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transport systems in the world. Local government officials,

local businessmen, educators, technical specialists, or, more

often, some combination of the above would then form an

inspection team that would travel abroad to observe the best

systems in detail. The findings would be publicized in great

detail in the local community through meetings of specialists

and in larger public gatherings. After the community had

thoroughly digested these reports, the world’s most promising

two or three transportsystems for a city of that size would be

selected for further study and the same orsimilar inspection

teams would return to the model system for reassessment.

Whenthis team returnedits findings would be discussed again.

Usually one system would begin to emerge as the most promis-

ing and appropriate, although certain modifications would be

suggested in order to avoid the minor problems of the best

system or to adapt it to particular local needs. The result: a

system as modern and up-to-date as any in the world and a

local citizenry well-informed as to why a particular system

was chosen.

A village considering a new swimming pool, community

hall,or granary does not undertake the planning with the same

sophistication as a larger community or company,butit under-

goes comparable periods of information gathering and discus-

sion, for the usefulness of information gathering has become

part of the conventional wisdom of Japanese society.

KNOWLEDGE FOR CONSENSUS

The Japanese approach to information gathering did not

originate entirely in Japan, but drew heavily on techniques

borrowed from Western countries. These Western models

were most fully developed in Japan, for it is unlikely that

either the pervasiveness of general study and information

gathering or the intensity af the search for focused information

is rivaled in any other country.
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If one examined all the research institutes, universities, and
government and private research organizations in America
studying any givenissue, it is likely that the sum total of basic
information would surpass that in Japan. But quantity aloneis
not the key to Japan’s success in handling information. It
derivesrather from the long-term commitmentof organizations
to their employees and vice versa, for this permits a level of
training andretraining that is simply notrational for organiza-
tion with higher rates of mobility. And this continuity in
membership meansthat not only is information better retained
but the core of key employees are constantly reprocessing
information and looking for new opportunities to add key bits
of understanding. Information gatheringis not an endinitself.
It is a group-directed process closely linked to long-range
organizational purposes, permitting an impressive range of in-
formation to be concentrated where and whenthe organization
can best useit.

The Japanese assume that differences of opinion can best
be resolved not by adversary procedures andbrilliant argument
but by further gathering of information. When two units
cannotresolve an issue they maytakeit to a higher authority
for resolution, but when higher authorities weigh possible
courses of action, employeesare dispatched to gather further
data to tilt the decision in one direction or another. This in-
creases the chance of reaching a wise decision, but perhaps
even more important it reduces the need for anyone to make
the difficult decisions that favor some and alienate others.
People avoid posturing and advocating until the information
is gathered and analyzed. The decision comes not so much
from arguing, persuading, and contending but from joint
efforts to arrive at the best solution, and the process of reaching
the decision in this mannerleaves the organization with fewer
bruised egos, less contentiousness, and more good will. In
decision making the Japanese endeavor to concentrate on the
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overall goals of the organization, minimize polarization, and

find the onesolution mostlikely to succeed. Information gath-

ering is ideally suited to these goals.

Furthermore, the widespread participation of all levels of

a group in the process helps to increase group members’ com-

mitment to a decision. When a company decision is made to

enter a certain market or start a new production line, the

employee does not need to be told the explanation, for he

already knowsit. A citizen of a community may not expect

to have as much inputinto decisions as specialists, but when he

learns of the final decision about the new transport or con-

struction project, he typically knows enough aboutthe reasons

for the decision that his confidence in the basic civic institu-

tions are reinforced. Whenthe ordinarycitizen hears about an

important national decision, he knows enough aboutthe basic

reasons to identify very strongly with his government and be

ready to implementthe decision. Japanese loyalty and patriot-

ism are not inherited but are constantly recreated by organiza-

tional practice, and perhaps no practice is more important than

the shared search for more information and the optimal solu-

tions to which itleads.
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The State: Meritocratic Guidance

and Private Initiative

 

N PUBLIC OPINION POLLSthe Jap-
anese express dissatisfaction with almost

everything. The governmentis too dominated by big business,
politicians are selfish, bureaucrats are arrogant, academics are
impractical. Moderncivilization is too materialistic, inflation is
rampant, housing is crowded. Even atthe height of economic
growth, when households were polled respondents expressed
dissatisfaction with the economy. But ask the informed Japa-
nese who has traveled abroad if America and European gov-
ernments have handled problemslike economic growth, urban
renewal, pollution control, and crime with greater success, and
the reply is likely to be a sigh of benevolent sympathy, ending
with a rhetorical query as to why those countries have become
so decadent. Other countries are of course much worse off, the
speaker reluctantly acknowledges—and then quickly returns
to whatreally interests him: what is wrong with Japan. A
foreigner can only wish his government had such problems.

Whatfactors explain how the Japanese government han-
dles contemporary problems with suchrelative success? How
do the Japanese select their leaders and train them to deal with
these problems so well? How doleaders avoid becoming over-
extended while assuming responsibility for almost all develop-

53
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ments affecting Japan in the entire world? How does the

bureaucracy maintain the powerto accomplish all this without

becoming corrupt and without alienating the people? How is

the central government able to control national developments

without destroying local initiative?

FUNNEL To THE Top: HIGHEsT ABILITY,

BroapEest EXPERIENCE, LONGEST SERVICE

One can distinguish two key groups of decision makers in

the Japanese government: the top politicians, including the

prime minister and other key cabinet members, and leading

bureaucrats. As in other parlimentary democracies, the prime

minister is elected by Diet members, but since the conservative

Liberal Democratic Party (LDP) has dominated the Diet since

1955, in fact the Diet merely approves as prime minister the

man LDP leaders (mostly Diet members) choose. The prime

minister in turn selects his cabinet members, almost all of whom

are also Diet members, who serve also as heads of various

ministries and other agencies. By custom, leading cabinet

members are generally LDP politicians who have their own

factions.

The politicians make many important political decisions,

but compared to the American governmentthe top politicians

havelittle leverage over the bureaucracy. The prime minister

may appoint onepolitician to be minister and another parlia-

mentary vice-minister in each ministry, but there are no other

political appointments in the ministry, and the person who

really runs it is the administrative vice-minister, the highest

career officer in the ministry. The key decisions in the ministry

are made by the permanent bureaucrats rather than by the

politicians of the Diet and the cabinet.

| Notonly is the central bureaucracy much more powerful

than in the American system, but other parts of the govern-

ment, like the judiciary and local government, are much
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weaker. The top cabinet officials have considerable power, but
the Dietis relatively weak compared to the American Congress,
and most of the legislation is in fact drafted by bureaucrats
rather than by Diet members.

Leading bureaucrats invariably have attended the best
universities and have risen through the ranks in a carefully
prescribed fashion. Tokyo University students are acknowl-
edged to be at the apex of the two million students in Japanese
universities. Entrance to Tokyo University is strictly by
achievementtests that demonstrate uncommonability and con-
summate determination. Within Tokyo University, the ablest
students enter the Law Faculty, which in fact provides broad
training for public administration, with secondary emphasis on
political science and law. The top graduates of the Law Fac-
ulty enter the most prestigious ministries (Finance, Interna-
tional Trade and Industry, Foreign Affairs) and agencies
(Economic Planning, Land, Environmental), providing they
pass the ministerial written examination and demonstrate poise,
breadth, and commitment in interviews. Of the twenty-odd
students entering a key ministry in the elite track each year,
perhapsfifteen come from the Tokyo University Law Faculty.
This reflects greater openness than in the past, whenthat figure
might have been as high as eighteen or nineteen. Now five or
six might have been top students at other national universities
like Hitotsubashi and Kyoto, at private universities like Keio
and Waseda, or at the Economics Faculty of Tokyo Univer-
sity. This selection procedure ensuresthat elite bureaucrats are
not only extremely able but are also protected by an aura of
respect, rivaled perhaps only bythe elite bureaucrats of France.
America has elite political appointees commonly paid more
than the highest paid Japanese bureaucrats, but they are not
meritocratically selected, professionally trained, or subject to
career discipline. Perhaps the closest American analogy would
be law school graduates selected to clerk for Supreme Court
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Justices, but in Japan this talent is disciplined within an organi-

zation and kept together until retirement.

The five-hundred-odd elite-track bureaucrats in a given

ministry are generalists, stratified by seniority based on yearof

entry to the ministry. By custom they come to workaslate as

ten o’clock every morning, an hourorso later than ordinary

ministry employees. Ordinary employees leave at five or six,

but the elite rarely leave work beforenine or ten o’clock at

night. It is difficult to get ordinary bureaucrats to work on

Saturday without special compensation, but elite bureaucrats,

who are notofficially required to work on weekends, rarely

miss a Saturday and rarely leave before two or three o’clock

in the afternoon. They are always available for extra duty,

and when.the work load is especially demanding, they sleep

overnight at the ministry on specially provided cots. Although

their salaries rise with seniority, they are paid less than their

counterparts in private industry. Their offices are modest, and

they have only minimal entertainment allowances. Thereis no

statutory retirement, but elite bureaucrats invariably retire by

their mid-fifties at the latest. Ordinary bureaucrats sometimes

continue working even past sixty-five. Equally dedicated bu-

reaucrats may be found in other countries, but all Japanese

elite bureaucrats in major ministries are expected to display

such dedication. The bureaucrats are fully aware that they are

dealing with important problems, and they take pride in their

successful handling of difficult issues.

The esprit that unites a ministry’s five hundredorsoelite

bureaucrats rests on their sense of group mission. Although not

immunefrom political pressures, bureaucrats do nothesitate to

unite against politicians who obstruct their perceived mission.

Responsibility for success in any important matter rests with

a work unit, and all in the unit are judged by their unit’s

contribution to the ministry. Superiors do not promote some-

one who cannot win the liking and cooperation of his peers,
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for an individual’s value to his unit is determinedby his capac-
ity to work effectively with his peers, his superiors, and his
subordinates. Each bureaucratis personally identified with the
mission of his work unit and of the ministry as a whole.

Ministriesrotate all elite bureaucrats through a prescribed
course, with terms of two to four years. After aninitial ap-
prentice position in the ministry, the futureleaders are com-
monly assigned to regional posts, overseas study posts, and a
variety of key sections within the ministry. After two or three
terms of this kind, the elite are subdivided into ordinaryelite
and especially promisingelite. Especially promisingelite rotate
through a term as special assistant in the ministry secretariat
or another highly prestigious position. By the time ministry
officials reach their thirties they can identify those in their age
group whoare mostlikely to fill the top posts two decades
later. At about agefifty, the top several in the age group ad-
vance to becomechiefs of the most importantdivisions, and all
others who entered the ministry the same yearretire. Several
years later consensus beginsto jell about who would makethe
best vice-minister in his age group, and the administrative vice-
minister chooseshis successor, who becomesthe most powerful
person in the ministry. All remaining peers resign, not because
of an official rule but because of custom and becausethey will
receive high positions in private firmsor public corporations or
will becomepoliticians. They are chosenby these other orga-
nizations for their access to the ministry as well as for their
ability, and therefore the ex-bureaucrat wants to keep good
relations with his former co-workers.

As an age group progresses through the ministry,the field
of candidates for eventual vice-minister narrows rapidly, so
that the top three or four contenders have about twenty years
to prepare themselves once they knowtheyare serious candi-
dates for the office. Japanese bureaucrats are constantly amazed
at the power the American government grants to cabinet
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members and department heads who haveso little govern-

mental experience and so little preparation for the position.

How can the outsider, whether he is a lawyer, academic, or

businessman, know enoughto do his job well? How can he

successfully make use of so much authority when helacks the

intimate personal relationships in every section to ensure that

absolutely reliable information will be channeled to him? Or

as they put it to Americanvisitors, not entirely cynically, “We

are amazed how muchtalented outsiders can achieve in your

system and whatfresh ideas they bring to their organization.”

Over the years leading bureaucrats develop close relation-

ships with their age peers in other ministries as well as their

ownastheyall rise simultanously. In manycases these relation-

ships began amongclassmates at the Law Faculty of Tokyo

University or even amongclassmates at the small number of

elite high schools. To be sure, the intimacy among bureaucrats

of different ministries is rarely on the samelevel as that among

those within a ministry, butthere are a variety of formal and

informal events that enable the elite of the ministries to get to

know one another. This makes possible a level of understand-

ing and exchange of information that goes well beyond formal

documents and formal meetings. It also facilitates more accu-

rate predictions of the actions and responses of other ministries.

By the time theyare in their forties, leading bureaucrats in one

ministry try to find occasions to socialize withleading bureau-

crats of the same age in other ministries, for it makes their

work go more smoothly, and this will become evenmore im-

portant when they reachreally top positions.

In Washington, D.C., it is conventional wisdom that a

new administration should appoint new departmentsecretaries

with a new vision that can overcome bureaucratic lethargy. In

the Japanese view, the American president’s power to make

political appointments for the top positions in the departments

of the American government renders them completely depen-
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dent on the president and robs the bureaucracyof its daring,
autonomy, and, in the long run, talent. High-level: Japanese
bureaucrats, having complete job security and a groupesprit,
are able to achieve a self-confident and dynamic leadership
that, in their view, wouldbe destroyed if they had to toady to
high-level outside appointees; yielding top authority in minis-
tries to outside amateurs would bea disaster.

Howthen does a Japanese ministry achieve the freshness
and receptivity to public opinion for which Americans feel
they mustlook to outsiders and periodic shakeups? First, since
the elite core is relatively small, it is not bogged downin the
many administrative details confronting the larger group of
lower-level officials. It has the security, the ability, and an ethos
that enableit to concentrate on whatis good for the nation as
a whole. Second, Japanese bureaucrats constantly meet with
journalists, politicians, and deliberative councils, and these

meetings force themto account for their ministry’s perfor-
mance and planning. Top leaders often gather in interministry
groupslike the weekly meetingof administrative vice-ministers,
where they confront common problems. For their ministries
to maintain prestige in such meetings, the vice-ministers must
© responsive to the demands of the public and the other

ministries. In general they have enough authority and success
so they do not need to become defensive, but their perfor-
mancein areas undertheir jurisdiction is constantly evaluated,
and every ministry strives to be known for its achievements.
With constant intimate, informal interaction, a climate of
opinion develops amongleaders in business, politics, and the
media which bureaucrats inevitably share. They do not want
to stand apart, and no one needs to threaten bureaucrats with
loss of job, for the approval of others and the internal desire
for achievement provide more than adequate motivation.

How do Japanese ministries assure this vigor and morale
among their employees? Because retirementoftheelite is at an
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early age, power is invariably in the hands of youngofficials

at the prime of their life who expect to live to see the conse-

quences of their policies. In addition, in a small groupofelite

with close personal contact, the esteem of co-workers is of

extreme importance, and maintenanceof this esteem requires

hard workandsensitivity to others. Frequent informal activi-

ties like mahjong, bar hopping,parties, golf, and weekendtrips

provide tension release, and fellow workers tend to offer more

emotional support than in an American office, where options

for pursuing one’s career without going through the immediate

work groupcreateconflicts with group commitment. Further-

more, the elite bureaucrat enjoys a prestige that extends far

beyond mereutilitarian acceptance of his authority. His family

are buoyed by his status and share in his success, and in turn

they are able to provide him with support and tolerate his

extraordinarily long hours of work.

Politicians respect the ability of bureaucrats and recognize

that they need their good will. Diet members have no indepen-

dent research staff and rely on bureaucrats for specialized staff

work. Politicians who try to work around a bureaucrat are

likely to have the whole bureaucracy poised to retaliate by

embarrassing the politician at the first opportunity. A Diet

member may, for example, be given incomplete briefings by

bureaucrats so that he can easily be made to appear foolish and

ill-informed in Diet interpellation. It rarely comes to such a

showdown, however, becausepoliticians realize the advantage

of maintaining the cooperation of the bureaucrat. They will

wantthe bureaucracy to support construction projects in their

locality or stand up for rice price supports. The twopolitical

appointments in each ministry, the minister and parliamentary

vice-minister, have certain prerogatives oncertain ministry

issues like local construction projects, rice price supports, aid

to small businessmen, and increase in welfare payments that

are close to the heart of the politician. When it comesto the
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balancing of interests between farmers and small and big busi-
ness, the politicians have considerable sayif it does not greatly
affect the budget. However, when it comes to the basic
administrative work of the ministry, politicians know they
must defer to the administrative vice-minister and the bureau-
crats beneath him. .

Even the prime minister’s office has only a limited research
capacity, and while it has considerable say in large issues close
to the heart of politicians, it rarely tries to second-guess the
bureaucracy. Lacking the staff to make independentanalysis,
the prime minister’s office must ally with the ministries rather
than work around them. The three or four leading special
assistants to the prime minister, in the fields of Finance, Foreign
Affairs, and Home Affairs, are selected by the respective min-
istries to represent them andserveas a liaison between them-
selves and the prime minister. To be sure, they must be able
to work closely with the prime minister, but they are not
perceived as special assistants primarily loyal to the prime
minister but as representatives of their ministries who provide-
the liaison to the prime minister in their areas of specialization.
Indeed, the prime minister is not expected to formulate policy:
statements of his own. Rather, he works closely with the
bureaucracy and enunciates what various ministries advise him
to. In short, the bureaucracy is granted the prestige and au-
thority necessary to sustain high group morale and achieve a
high level of performance.

The grooming of leading candidates for prime minister is
as thorough and almostas free of surprise as the grooming of
leading bureaucrats. The route is not necessarily connected to
university attendance, but the potential prime minister must
have approximately twenty years of prescribed positions be-
hind him. Thespecialized training begins when he becomesa
faction leader in the LDP. Thefactionis, in effect, a personal
support group for a potential prime minister, for faction
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members are pledged to vote for him as prime minister and

the leader in turn gives financial assistance to the members and

helps place them in good assignments within the Diet.

People who becomefaction leaders are one of two types.

One, the “pure politician,” becomes a Diet memberat a young

age andrises within the Diet. By his third or fourth term, with

six or more years of Diet experience, a promising young Diet

member maybeselected by senior leaders of the LDP to be

parliamentary vice-minister of one of the ministries. After

serving successfully as parliamentary vice-minister in several

ministries, he may inherit a faction from its retired leader or

split off and form his own faction. Although factions were

theoretically abolished in 1976, old faction alignments have

not disappeared, and promising young politicians now head

clubs which operate like factions, looking after their members’

interests while cooperating with other LDP factions against

Opposition parties.

The second type of potential prime minister, the ex-

bureaucrat, enters the Diet later, after serving in the bureau-

cracy. After someyears in the Diet, a promising ex-bureaucrat

may inherit a faction or split off from a senior faction leader

to form his own.In recent years those whohaveaspired to be

politicians and who. have the qualifications to be bureaucrats

have first served some years in the bureaucracy to acquire

prestige and experience. At an early age, often in their thirties,

they respond to a good opportunity to become a Diet member

in order to gather Diet seniority and become a majorleader.

Of the several faction leaders, generally the ex-bureaucrats

have the greatest chance of becoming prime minister. They

have a wealth of experience in the actual operations of the

government as well as impeccable credentials and university

training, and they are freer of the petty political obligations

that weigh downpoliticians who rise through the ranks. Since

the mid-1950s only two prime ministers, Miki and Tanaka,
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were not former bureaucrats. They rose to power underspecial
circumstances, and the experience of the Liberal Democratic
Party undertheir leadership makesit likely that prime ministers
in the near future will be ex-bureaucrats.

Whetherheis a pure politician or an ex-bureaucrat, the
promising faction leader must first serve a minimum ofseveral
months, but usually longer, in at least half a dozen key positions
before he may be considered for the prime ministership. These
positions include secretary-general of the Liberal Democratic
Party and minister of the top ministries (Finance, Ministry of
International Trade and Industry, Foreign Affairs, Economic
Planning Agency) and perhaps some other ministries. As
secretary-general of the party, he acquires experience in money
raising and party affairs. As a minister, he does not direct the
basic work of the ministry, which is the responsibility of the
administrative vice-minister, but he must be aware of the major
policy lines within the ministry, and he must work closely both
with senior men of the ministry and with party leaders in
affairs related to the ministry. As minister, he must be suffici-
ently familiar with ministry affairs to make policy addresses
and answer questionsin public on importantissues confronting
the ministry. While serving in these positions, the aspiring
prime minister also gains experience directing his faction and
looking after the interests of the faction members.

Whichfaction leader already rotated through these posi-
tionsis selected to become prime minister depends on seniority
and capacity to work with other top leaders as well as political
considerations such as factional power and alignments, mood,
timing, and public popularity. Thefinal selection of the prime
minister is de facto made by certain elder statesmen in the
party, but their choice is narrowly circumscribed by these
political considerations. In the past twenty years one compro-
mise candidate has been elected: Prime Minister Miki. There
had been a draw between twoleading nominees, and the party
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selected Miki as the third choice. Yet even he had served in

each of the various positions considered to be prerequisites to

high office.

By the time a prime ministertakesoffice, therefore, he has

served in all the most prestigious ministries, in the top party

position, and in key Diet positions. Unlike equally homoge-

neous Great Britain, where party leaders and bureaucrats have.

virtually no informal social interaction, he will have benefitted

from decades of close contact between politicians and bureau-

crats. He is familiar with the issues and knows key bureaucrats

and party leaders personally, having served over manyof them.

For informal information and advice he can draw onhis former

personal assistants in each ministry and on his friends in the

media who formerly covered his activities and now cover

various parts of the government.

By letting LDP leaders select the prime minister from

among themselves, the Japanese do notrisk the election of a

top official who has charismatic appeal but is unable to work

effectively in the central government. Rather, they choose a

politically experienced and highly able leader who is a known

quantity, one who can work harmoniously with the various

ministries. His knowledge of policy and personnel may not be

fully adequate for him to act independently in matters of

important policy, but he can make excellent use of experts

beneath him. The Japanese marvel that in the United States a

man may be elected president who has no experience in the

Washington bureaucracy, or no experience in the national

capital at all, and that such an outsider canset policy andtell

experienced bureaucrats what to do. Such a pattern,in their

view, would destroy the pride and enthusiasm of leading

bureaucrats. It could lead to amateurish decisions andto poli-

cies tied too closely to a single viewpoint. The lack of seasoned

judgmentand predictability that such a pattern might produce

could jeopardize stable alliances with foreign countries.
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BouNDLEss SCOPE AND MEASURED ENCOURAGEMENT:

THe APPROACH TO THE PRIVATE SECTOR

Since the late nineteenth century, when it becameclear
that competition alone did not sufficiently serve thepublic
interest, the burgeoning American bureaucracy has developed
and administered increasingly numerous and complex regula-
tions designed to tame monopolies and curbtheevils of busi-
ness. The assumption has been that manybusinesses,if left to
their own devices, would take advantage of the government
and the people. The job of the regulatory agenciesis to oversee
the business community and uncover deceptions; the spirit of
the regulated organizationis to provide the minimum ofinfor-
mation and to comply with as few rules as it can legally get
away with.If at times former regulators enter the ranks of the
regulated and the regulated corrupt the regulators, this is seen
as merely an imperfection. Whenin industry related to the
military the Defense Department encourages and strengthens
certain firms, this is not considered fully legitimate, but it does
not alter the fundamentalstance of the government concerning
business, whichis to curb evils by regulation.

By contrast, the bureaucratic elite of Japan, which since
the late nineteenth century has been trying to encourage
modernization, tries to provide a framework that best enables
business to prosper in the long run. Japanis not without regu-
latory agencies, and indeed parts of the American bureaucracy
encourage business; but the Japanese elite bureaucrats’ sense of
responsibility for overall economic success is broader and
deeper. Each ministry puts out one or more annual white
papers which providea tour of the horizon in each majorarea
of the economyandsociety, reporting on annual developments
and giving guidelines for future projects. Bureaucrats in a
given agency accept responsibility for everything that occurs
in Japan within their sphere of jurisdiction and sometimes
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outside Japan as well. If terrorists explode a-bomb at Narita

Airport, the highest officials in the National Police Agency

are held accountable;if the yen is revalued, Ministry of Finance

officials are criticized; if a senior White House advisor makes a

surprise visit to Peking, American specialists in the Foreign

Ministry suffer for not knowing; if steel is in oversupply,

MITIofficials are blamed;if trading companies withhold goods

from the market to raise prices, the cabinetis in trouble.

Japanese bureaucrats in each sphere are expected to think

through all major issues in their sphere and to develop and

implement long-term plans. Since 1975 the annual volume on

directions for the economy published by MITT, the most im-

portant ministry supervising industry, has been called Long-

range Vision, but the title merely formalizes what has long

been a basic mission ofall Japanese bureaucrats concerned with

the economy. The governmentrarely subsidizes private busi-

ness directly, but bureaucrats are relentless in their efforts to

create conditions for business that are necessaryto realize their

long-term visions.

The constant interaction among elite bureaucrats rein-

forces concern with long-range issues. When they assemble,

formally and informally, what they have in commonis the

mission of the ministry as a whole. Since they are a small group

and know each other intimately, and since they are rotated

frequently and interact constantly, they cannot avoid being

aware of one another’s responsibilities. Compared to America’s

Department of Commerce, for example, where an official can

becomelost in the work of his section without considering all

relevant parts of the department, the elite Japanese bureaucrat

inevitably thinks about how his work fits in with that of his

colleagues he sees every day. Just as inevitably, permanent

employment leads him to think about the long-range issues

confronted by his ministry, and interaction between seniors
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and juniors ensures stability of ministerial leadership, institu-
tional memory,and continuity of policy.

Becausepolitical leaders also have considerable continuity
and in any case rarely interfere with the main trends of minis-
terial policy, the continuity ofpolicy is unimpairedbyelections,
cabinet shuffles, or short-range political pressures. Finance
Ministry officials who make up the budget, for example, make
‘marginalallowances for requests ofpoliticians, butif politicians
endeavor to go beyond these margins, bureaucrats are known
to denounce cabinetinterference, proclaimingthat the budget
“Is not a political matter and politicians should not interfere
with the government.” Japanese bureaucratsyield to no onein
the passion that can be generated when their jurisdictional
authority is challenged. In America, on the other hand, the
White House, drawing on requests from various branches of
the government, puts together annual budgets that are less
insulated from political pressures. The Office of Management
and the Budget, located within the White House, does not have
a strong independent authority that would enableit to resist
political pressures that greatly disturb the budgeting process.
Japanese bureaucrats, less buffeted by sudden new proposals
by political leaders and special political interests, are able to
provide predictable leadership for the private sector, which
can then plan accordingly.

Japanese priorities for economic growth areundiluted
with concern for military security. In America, since World
WarII military security has been judged to be of preeminent
importance, consuming a high proportion of our national
budget andofthe timeof our ablest leaders. In Japan the mili- .
tary has claimed less than onepercent of the gross national
product each year and commandedcorrespondinglylittle at-
tention. Becatise of its small geographical area, Japan is the
ceurtry most vulnerable to nuclear weapons, and hence Japa-
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nese defense specialists have concluded that possessing weapons

invites more risks than not possessing them. Ofall the major

powers, Japan is the only one that has constitutionally re-

nounced the use of offensive forces and prohibited stationing

forces overseas. It is tempting to argue that Japan has had free

ride in defense as a result of the American defensive umbrella,

although Japan does bear a high portion of the costs of Ameri-

can personnel stationed in Japan. As the junior partner in a

military alliance, the Japanese are appropriately deferential,

but they are nevertheless convinced that Americans have

assumed too forward a military posture and have spent too

much on military hardware. Japan is much closer to China and

Russia than the United States, but with some minorexceptions,

as when the Soviet Unionattacks Japanesefishing boats andits

airplanes invade Japaneseair space, the Japanese perception of

military threat is lower than America’s. For years Americans

appeared more anxious to keep troops in Japan than the Japa-

nese were to have them there. In the view of Japanese leaders,

raising Japan’s military expenses abovethe level of one percent

of itsGNP would not appreciably increase security. They see

maintaining good relations with other countries to guarantee

the flow of natural resources as more important for national

security than military weaponry. In a sense Japan’s military

policy is a bold enterprise, an effort to be the only major power

that is not a major military power. It is a boldness that has

high payoffs, direct and indirect, for the private sector.

For over two decades after World WarII, Japan, pursu-

ing economic growth with a passion that America reserved for

fighting Communism, turned a higher proportion of its GNP

and intellectual effort toward basic internal development than

did the United States. Parts of the American electronics indus-

try, for example, foundit desirable to produce for government

contracts which guaranteed a certain amount of profit rather

than for the consumer market. They therefore neglected the
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international competition in consumer electronics, whereas

Japanese firms were forced to be competitive and captured an

increasing share of the market. When the American govern-

Mentinvests in research and development, the highest propor-

tion goes to military, space, or basic research. The Japanese

government, on the other hand, concentrates research expendi-

ture in areas where there is a high probability of a substantial

return for Japanese companies but where investmentcosts are

sufficiently great and risky as to be otherwise unattractive to

private industry. The goal of the government’s own research

institutes is not to increase governmental control over these

areas but to make theresearch results available to companies

that can best use them to enhance the competitiveness of the

economy or the industrial sector as a whole. This is true for

those institutes that are part of the government, such as MITI’s
Agencyof Industrial Science and Technology,as well as those

institutes financed by other sources, such as those institutes
under MITT, the Ministry of Transportation, and the Ministry
of Agriculture that are financed respectively by bicycle racing,

boat racing, and horse racing.

While accepting responsibility for virtually all develop-

ments in society, Japanese bureaucrats try to avoid becoming

overextended, maximizing the areas where they provide guid-
ance and minimizing the activities they managedirectly. Like
the United States and unlike many European countries, Japan

has few government-controlled companies in basic industries.
Iron, steel, mining, and petroleum areall in the handsof private

companies. Furthermore, an even larger share of the Japanese
economy1s in private hands than in America. Even during the
rapid growth period of 1955 to 1964, with considerable gov-

ernment investment in construction to support economic

growth, the Japanese tax burden was only 18.5 percent of the

GNP, compared to 26.5 percent in the United States and much

higher rates in Western Europe. In 1973 it was 22 percent,
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compared with 28 percent in the United States and much

higher rates in Western Europe. In part this is because of the

low defense and welfare budgets but also because bureaucrats

try to keep government expenditures low in orderto keep the

Japanese economy competitive internationally.

The branchesof the bureaucracy concerned with the econ-

omyall play a role in providing guidanceto this large private

sector. The Economic Planning Agency,established in 1955

when economic priorities shifted from recovery and control of

inflation to economic growth, provides indicative planning

for the entire economy. The agency’s original staff included

bureaucrats drawn from MITIand the Finance Ministry, and

it continues to work closely with these ministries. Its multiyear

plans help provideflexible guidelines for priorities of financing,

foreign exchange, and technologytransfer. It does not try to

manage the economydirectly but to providetargets reflecting

long-term trends and specifying what would be necessary for

balanced national development.It is in effect a point of com-

munication, coordinating estimates of future growth made by

government branches and the business community. It helps

draw attention to various needs and helps shapethe thinking of

the Development Bank, the Export-Import Bank, the Bank of

Japan, the Finance Ministry, MITI, and large corporations

about what is required for a certain level of growth. Since it

does notreally plan the economy,it is very flexible in adjusting

its estimates to changing conditions, and these changes are

therefore quickly known byall concerned so they can make

appropriate adjustments.

The ministry that takes the greatest initiative in guiding

industrial growth is MITI. MITIofficials are so persistent in

their efforts to look after the welfare of Japanese industry that

they are dubbed bytheir countrymen as kydiku mama, over-

anxious mothers who hoverovertheir children and push them

to study. They endeavor to push the pace of modernization
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ahead of market forces by setting high standards for moderni-
zation of plants and equipment and by promoting mergers of
companies that lack the capital to meet those standards. They
boldly try to restructure industry, concentrating resources in
areas where they think Japan will be competitive internation-
ally in the future. As wages rose to Western levels in the late
1960s, MITT bureaucrats tried to reconcentrate resources in

industries that were capital-intensive rather than labor-inten-
sive. After the 1973 oil shock they greatly accelerated plans to
push Japan into service- and knowledge-intensive industries
rather than energy-intensive ones. MITI officials consider it
their responsibility to assist companies in declining industries
to merge or go out of business while encouraging new ones to
moveinto the localities and employ the personnel who were
laid off. If conditions are not serious enough to shut down a
whole industry, they work out a “depression cartel”: agree-
ment among companiesin a depressed sector to reduce produc-
tion capacity, with the reductiondistributed relatively equally
among the companies. MITT also tries to rescue basic industries
that have been harmed by some exogenousforces, like petro-
chemicals after the oil shock.

To strengthen Japan’s competitive power and increase
Japan’s independence, MITI promotes oil companiesthat are
strictly Japanese, not affiliated with “foreign majors.” It en-
courages cooperation among Japanese companies to exploit
opportunities for economic developmentabroad,to ensure the
supply of raw materials into Japan, and to help secure markets
for Japanese firms abroad. In the mid-1970s, as foreign capital
became plentiful and markets for manufactured goodssatur-
ated, MITT helped form consortia of Japanese industries to
undertake large construction projects and encouragedprivate
insurance companies to provide appropriate coverage, reducing
the risks of such ventures. When foreign countries demand
restrictions on Japanese exports, MIT]officials considerit their
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responsibility to help formulate an agreement among Japanese

companies in an industrial trade sector to restrict exports pro-

portionately across the board. In areas where Japan has no

choice but to liberalize, MITI officials nudge industries to

prepare themselves for the threat of the international market

and exert their influence to postponeliberalization in growth

sectors until the companies become fully competitive on the

international market.

MITT’s aim is not to reduce competition among Japanese

companies butto create the strongest possible companies with

the greatest competitive potential. Perhaps the nearest Ameri-

can analogy is the National Football League or the National

Basketball Association. League officials establish rules about

size of team, recruitment, and rules of play that result in rela-

tively equally matched teams of great competitive abilities.

They do notinterfere in internal team activity or tell a coach

howto run his team, although they do try to provide informa-

tion that would enable the coach to improve. MITTis divided

into branches corresponding to the major industrial sectors,

and firms generally specialize in a particular industrial sector.

In each sector, the MITI branchtries to create the most effec-

tive league of competing companies. Through these branches,

MITIconsiders the overall prospects of an industrial sector

and the potential of companies within that sector. It helps

ensure that the promising companies get the necessary capital,

land, foreign exchange, technological know-how, and access

to resources and markets to make best use of their potential.

Whennecessary, MITIofficials help to arrange funding from

such semigovernmental organizations as the Development Bank,

the Export-Import Bank, and the Asian Development Bank.

More commonly, banks, whether semigovernmentalor private,

take the initiative themselves. MITI approves of strong, prom-

ising companies, and banks compete eagerly to give loans to

the companies that have MITI’s blessing. When the govern-
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mentsells reclaimed land orrefilled land to private companies,
priority goes not to the highest bidder but to companies that
can best make use of it. When foreign technologyis available
for purchase, MITIofficials try to see thatit is bought at the
lowest possible price by the companythat can best utilize it
without overwhelming its competitors. MITI uses the same
criterion in deciding which firms should be allowedtoaffiliate
with which foreign firms.

MITTrelegatesto itself the right to enunciate very detailed
rulings about what companies can and cannotdo, butit does
so only with a broad base of support from leading firms in an
industrial sector. It deals with the dangers of monopolistic
restraint of competition by requiring handicaps for big com-
panies that control too large a share of a given market. So as
to contain the damageto small commercial businesses and bring
order to their gradual decline, it decrees how large a depart-
ment store may be and whereit can belocated. Since pollution
becameanissue, it decrees whether the economic benefits of a
given factory outweigh the potential harm to the environment
before it grants plant construction permits.

MITT’s statutory power to control these developmentsis
very limited, and efforts to extend that authority were rebuffed
by the business community, other ministries, and the Diet. It
does have somestatutory powerin limited areas: its officials
can reserve licensing for companies that meetcertain standards;
new plants that pollute must have MITI approval before con-
struction; it is allowed to form depression and modernization
cartels, albeit with some counterpressures from the Fair Trade
Commission; it controls some research expenses; and it grants
approval to licensing agreements and to companiesthataffiliate
with foreign companies. But overwhelmingly the success of
the ministry is derived not from statutory rules but from its
efforts at administrative guidance and from the voluntary
cooperation of the business community.
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How then does MITT achieve this “voluntary” coopera-

tion? In the first place, companies know that MITT is primarily

interested in the welfare of companies in the respective in-

dustrial sectors. Second, MITI provides superior information

and analysis. Third, within a given industrial sector MITI

bureaucrats and companyofficials at a variety of levels meet —

constantly, formally and informally, and develop mutual

understandings. MITI officials of a given rank generally inter-

act on an equal level with companyofficials whoareslightly

older, higher in rank, and far better paid. A bureau chief in

MITI responsible for a given industrial sector may bein his

late forties but he may confer with company managing direc-

tors and presidents fifteen years his senior. Section chiefs and

section members may meetas equals’with division chiefs in a

company. And while they maydrink together in a comfortable

private room, stretching out onthe tatamfloor of a private

restaurant, the parties on both sides are fully aware that their

purposeis business. The relaxed, intimate.atmosphereis a means

to achieve frank exchange of information and views. A mid-

level MITI official not uncommonly spends three or four

evenings a week in such informal gatherings with appropriate

business representatives. In America, a private company’s foot-

ing the bill might be considered conflict of interest, but in

Japan it is clear that these MITI officials are not in collusion ©

with a specific company. Rival companies entertain them

similarly, but officials do not base their ultimate decision on

the quality of the entertainmentor their personal preferences.

They are human and admittedly not immune from tilting close

decisions, but decisions are made by groups in consultation

with the industrial sector organization so that favoritism 1s

difficult; the main criterion for all decisions is the long-term

contribution to Japanese industry as a whole. Many leading

MITIofficials go to work for private companies after retire-

ment, and while outright collusion is difficult, they can be very
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useful in facilitating communication between MITI and com-
panies in need of improved channels.

Fourth, companyofficials know that when they request
licenses, permits, choice locations, and tax breaks, MITI will
respond more favorably to cooperative companies. Even if
MITTeventually grants the necessary permissions to an unco-
operative company,the harassingtactics of delaying, requesting
more information, raising new questions, and creating uncer-
tainties are ordinarily enough to inspire companies to be more
cooperative.

Finally, MITT generally works in harmony with the con-
sensus in an industrial sector or in the business communityas a
whole. In a given industrial sector there exists a social com-
munity of leading firms whose opinions carry great weight in
many circles—withpoliticians, bankers, and other businessmen.
Everyone asumesthat the companies in an industrial sector and
the corresponding branch of MITIhavesufficient continuity
in personnel to maintain, in effect, an institutional memory.
Cooperative companiesare eventually rewarded, uncooperative
ones punished. Through cooperation with the Finance Min-
istry, MITI may determine a company’s allowable deductions
and the amountof depreciation permitted. Alsoin cooperation.
with the Finance Ministry, which directs the Bank..of Japan,-
which in turn lends money to commercial banks, MITI main-
tains leverageover lending. Banks could refuse to extend loans
to a company not supported by MITF-and a tradeassociation.
However, banks rarely need to-consider theultimate sanction
of recalling loans, MITI rarely needs to consider refusing
permits, and an industrial. sectororganization:does not often
need to consider threatening a company with expulsion. What-.
ever implicit sanctions are conveyed in granting or withholding
goodwill, it is the maintenance of goodwill that consciously
motivates the company leaders. Since MITI generally acts in
concert with the industrial sector organization or the business



76

Japan as Number One

community, it can ordinarily count on the support of the

majority of firms in disciplining an unreliable member. Indeed,

many decisions made by MITI might more properly be viewed

as MITI enunciation of a consensus amongthe mostsignificant

actors.

To provide feasible goals and issue such detailed decisions

intelligently, MITI officials regularly collect an extraordinary

amount of information. They keep up with foreign develop-

ments, especially in business, technology, and economics, read-

ing not only foreign publications and governmentreports but

unpublished papers by foreign scholars and researchersat think

tanks. In addition to basic financial statements and other regular

reports of developments in Japanese firms from varioussectors,

they require knowledge of the personal, social, and political

relationships within a company and between companies. The

agreements they promote among companies in a given indus-

trial sector require a higherlevel of trust than can be achieved

through formal contacts. Whena specific issue arises, interested

parties schedule even more informal gatherings than usual.

Whennecessary, bureaucrats from other ministries join these

meetings and other knowledgeable experts and men of influ-

ence are called in. Businessmen conveneparallel meetings on

related topics without bureaucrats present to reach under-

standings to be presented in later meetings with MITIofficials.

As a result, American government officials and businessmen

negotiating economic matters feel at a great disadvantage be-

cause Japanese officials are much better informed, not only

about Japanese companies but often about American compa-

nies, which are more reluctant to share information with

governmentofficials who may be moreinterested in regulating

than assisting.

Someof the mostintensive interaction between MITT and

companies in a given sector occurs whena declining industrial
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sector needs help or a growing industry needs financing and_

other resources for modernization. In both cases, because com-

panies alone cannotsolve the problem, MITIofficials naturally

think of mergers as part of the solution. The process of explor-

ing various possible mergers and organizing several strong

companies from many smaller ones commonly takes several

years and may take more than a decade. This kind of process

requires very detailed knowledge of and constant interaction

with all the key personalities involved. Even in the end MITI

is not alwaysentirely successful. It tried valiantly, for example,

to reduce the number of major auto companies to twoorthree

rather than the presentsix: Toyota, Nissan (Datsun), Honda,

Isuzu, Mitsubishi, and Toyo Kogyo (Mazda). The primary

question is how well the personnel, capital, and plants of the

various companies supplement one another and how these

resources can best be combined. Although MITI may help

arrange tax breaks, capital funds, and technologytransfer for

merging companies and create obstacles for companiesespe-

cially resistant to a reasonable merger, in the end companies

merge only whenthey considerit in their interest to do so. In

the course of this process, MITI encourages companies within

the sector to hold discussions about possible merger and prods

companies toward merger faster than they may wish to go.

MITI officials generally approve any reasonable mergers

worked out by the companies themselves. But the strong ties

within a Japanese company makeit difficult to discharge excess

personnel even at a time of merger, and the fusion of two

formerly tight-knit companies can result in cleavages between

the two groups of personnel that remain for years or even

decades. Personnel in a smaller company, naturally wary of

being absorbed by a larger company, may offer formidable

resistance. A foreigner observing the interaction between

MITT and a resistant company would be hard put to describe
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the process as part of the cozy government—business part-
nership of “Japan, Inc.,” and mighty MITI is not always
victorious.

Whatever the issue, MITI officials do not approach their
task legalistically. Their view is that rapidly changing condi-
tions require more adjustment to individual predilections and
special circumstances than is permitted by relying on legal
precedent. They may draft a host of specific regulations that
are later approved by the Diet, but such regulations serve as
guidelines for standards and procedures without greatly re-
stricting the scope of bureaucrats’ decision making. They want
to avoid too many minute regulations that might hampertheir
effectiveness and distract attention from the major issues af-
fecting the larger purposes of their ministry. Important issues
therefore are not resolved by courts or even bylegal criteria

but are settled on the basis of more complex judgments about
world trends, market potential, political and financial support,
and individual company capacity. Whereas in the United

States, regulatory functions are usually independentof depart-
ments like commerce and work at cross purposes, in Japan the

combination of regulatory and advisory functions within

MITT helps ensure that regulations are administered in a way

consistent with the ministry’s overall purpose.

The pattern of relationships between MITI and the

manufacturing sector is also found in the relationship of other

ministries and the private sector in their jurisdiction. Other

economic ministries like Finance, Construction, Transport,

Posts and Telecommunications, and Agriculture, Forestry,

and Fisheries accept broad responsibility for all developments

in their sectors. The relationship between the Finance Ministry

and banks and security companies is very similar to that be-

tween MITI and manufacturing companies. Its “window

guidance” is analogous to MITT’s administrative guidance, and

it supervises a major league of twelve large commercial banks
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(city banks) and a host of smaller regional banks. Among the
responsibilities of the Construction Ministry, for example, is
ensuring that there are several strong companiesto offerattrac-
tive bids for civil engineering and other construction projects.

The Ministry of Transport is mandated to develop modern
air, railway, shipping, and motor transport. Japan Airlines,
All-Japan Airways, and Toa Domestic Airlines monopolize air
travel, but they operate as private companies, and government
bureaucrats constantly encouragethese airlines to provide effi-
cient and modern domestic services at low costs, despite their
strong support for Japan Airlines in international negotiations.
In the 1950s a numberof the private railway companies com-
peted to become private airway carriers, but the Ministry of
Transport determined that the domestic airline market (aside
from special helicopter services, sight-seeing planes, and the
like) was too small to support several competing companies
and that one major international and two major domestic car-
riers could meet the demand with the greatest effectiveness.
The Transport Ministry later established another interna-
tional airline when Taiwan refused to permit Japan Airlines
to service both Peking and Taiwan, but the Japaneseairlines
are essentially monopolistic. However, Japan Airlines requires
the close cooperation and supportof the Ministry of Transport,
which therefore is able to encourage the.company to supply
inexpensive and efficient service.

The superiority of Japan’s rail service to that of the
United States cannot be attributed to superiority of govern-
ment planning alone, although the programs of technology
importation, research, planning, and construction required
impressive coordination. Japan’s population concentration, the
high volume of intercity travel, and the interest in public
transportation compared to American preference for auto-
mobiles permits a capital investment in rail services that the
American public is not prepared to support. But even given
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this financial support, the Shinkansen bullet trains are a model

of passenger transportation that may yet influence American

patterns as energy problemsaffect passenger car travel.

A number of Japanese private railway companies (like

Tokyu, Seibu, Tébu, Hankyi, Meitetsu) compete with the

national service in regions where there are large numbers of

commuters. The Ministry of Transport helped plan these re-

gional systems, which are parallel in organization and purpose.

The same company ownsnotonly the individual railroad but

real estate along the route, a department store, and sometimes

hotels located at the main terminal. The companyis profitable,

even if it loses money on the running of the passengerline,

because of the manypassengersit carries from outlying areas

to the main terminal where the departmentstore is located.

Compared to American private railways, this structure has

helped to maintain effective and reasonably priced rail trans-

port over the long term. The role of the ministerial elite lay

not in managing the system but in devising the system and

providing the facilities and encouragement so that private

companies could make it work. Nowthatcosts of rail transport

are rising, the National Railwaysis also consideringa series of

money-making schemes in large terminal buildings to keep

downcosts. |

The Ministry of Transportalso oversees tourist and freight

information. By 1970 the ministry had linked travel agents to

all inns and hotels throughout the country by a single on-line

or teleprinter reservation system. A computer system also

keeps track of cargo assigned to each freight train throughout

the country.

The modernization efforts of the Ministry of Agriculture,

Forestry, and Fisheries are constrained by the government's

policy of maintaining the small family farmsin orderto stabilize

the rural family, the village, and the political support base of

the Liberal Democratic Party. In the late 1950s, when farm
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technology first enabled the average rural family to farm far

more than its own land (averaging about three acres), the

government discouraged the consolidation of farms that would

have permitted more efficient agriculture. Therefore, many

rural men and women who might otherwise have movedto the

city remained in the rural areas but began commuting to work

in nearby townsandcities. This left farm workto theelderly.

In an effort to make small-scale farming attractive and profit-

able during rapid economic growth, the government used the

mechanism of high rice price subsidies, since almost ninety

percent of the farm families were engaged in rice growing.

The ministry bureaucrats, with the support of Diet members

from rural districts, have maintained barriers on agricultural

imports. But given this framework of small family farms and

artificially high prices, the ministry hasassisted in introducing

modern fertilizers, hand cultivators, rice transplanters, and

insecticides, and in educating farmers about the proper timing

of such techniques. The result has been rapid diffusion of

modern technology and a rapid rise in productivity per acre.

The developmentandcultivation of new fruits and vegetables

and the growth of dairy and beef farming have been rapid
and extensive. |

In the 1950s the Japanese governmentgavetop priority to
economic growth, to the neglect of wages, consumer goods,
housing, welfare packages, and pollution control. However,in

the 1960s capital for these social overhead expenses began to
catch up and in the early 1970s sometimes grew morerapidly

than the gross national product, albeit from a lower base. The

leaders sometimes neglected these problems until they became

intolerable, although one could defend their general strategy
of first concentrating on the economic base and then, more

recently, attacking these issues with the same gusto and cre-
ativity they previously concentrated onissues related to econ-

nomic growth.
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For example, the governmentleaders were initially slow
in dealing with the issue of pollution. They had identified so
much with the purposes of growth that initially they were
reluctant to consider problems which would slow down
growth. Death and disease from mercury poisoning were
serious problems recognized by some Ministry of Health and
Welfare bureaucrats long before most bureaucrats deigned to
act. Local governments were concerned aboutair pollution in
Tokyo, Yokkaichi, and elsewhere before the central govern-
ment began to give the issue serious attention. By the early
1970s, however, central government bureaucrats mobilized to
attack the problem with vigor. Japanese auto companiesorig-
inally were no more eager than their American counterparts
to accept the stiff auto pollution standards demanded by the
government, but when Honda announcedit was prepared to
meet them, its Japanese competitors had no choice butto fol-
low quickly. As a result, Japan has auto emission standards that
meet rules as strict as those of the original Muskie Law pro-
posal in the United States. America has yet to achieve these
high goals. Similarly, after consultation. with appropriate in-

dustry leaders, Environment Agency bureaucrats created stan-

dards for smoke emissions from newly opened plants that are

the most rigid in the world.

One of Japan’s most imaginative pollution control plans

is built on the principle that requires automobile producersto

pay an emission tax and polluters to pay the cost of medical

care and compensation to victims. Since the numberofpol-

lution victims in a given area is commonly morethan public

health or court officials can examineindividually to determine

precisely the source and amount of pollution, bureaucrats

worked out a system to determine disaster areas with geo-

graphic boundaries. All polluters in the area are required to

contribute to a fund to compensate victims certified by local

health officials as suffering from a pollution-related disease.
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In this way, the Japanese avoid the complex litigation, investi-

gation, and expense required in America when individuals sue

insurance companies to provide compensation. As a result,

companies are eager to control emission to avoid both mone-

tary payments and adverse publicity. Some Americans con-

cerned with pollution are beginning to urge that America

consider similar measures.

Whenthe costs of pollution control are particularly ex-

pensive in industries considered basic to the economy, the

government helps to arrange low-interest loans to facilitate

modernization. To hasten progress in confronting pollution,

government bureaucrats in the past have also worked closely

with the business community, whichhas contributedfinancially

to basic research on pollution control and borne the major

share of pollution abatementcosts.

A 1975 OECDreport estimated that Japan was spending

about three percent of its GNP on antipollution expenses,

several times as much as any other member country, and noted

that ‘“‘anti-pollution investments have been much more impor-

tant in Japan than elsewhere.” The report concluded that

“Japan has undoubtedly reversed rising pollution trends for a

numberof pollutants, particularly in thefields of air pollution

and of toxic chemicals.” And, despite the higher concentration

of industrial production, “By nowtheair breathed in the main

Japanesecities is quite as ‘clean’ as the air of American, French,

British, or Germancities,” an impressive accomplishment given

the highest concentration of industry in the smallest space.

Bureaucrats are concerned withissues as diverse as moder-

nizing fisheries and shipping fleets, redistricting and consoli-

dating geographic administrative units, equalizing standards of

living, maintaining social equilibrium, and elevating educational

standards throughout the country. Yet the elite corps has

remamedsmall in size. Bureaucrats conceive visions, but when-

ever possible they pass the implementationto the private sector,
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where concern for profit heightens motivation and increases
efhciency. They place key former bureaucratsin high positions
in these public corporations and retain budgetary supervision,
thus ensuring that they remain responsive to bureaucratic
initiatives. They monitor developments and provide nudges
whennecessary, but their role is more specialized. Like con-
ductors, they know what music they wantto hear, they worry
about everything it takes to make good music in the end, and
they try to work with each player to give his all while staying
in tune with the other players. They do nottry to be players
themselves. In short, the bureaucratic elite neither reign nor
rule but conceive, discuss, persuade, encourage. They bring
the entire society within their scope of concern, but their
genius lies in avoiding managing while creating the conditions
for strong private players.

GUARDING THE GUARDIANS

Postwar bureaucrats are no longer abovethepolitical fray
as sacred servants of the Imperial Way. Buttheir extraordinary
talents and contributions have provided them with an aura of
authority that insulates them from the crudest of attacks. Big
business leaders depend on them andpoliticians who reach high
office are close to them, having succeeded by following the
rules of a game that requires close cooperation with the bu-
reaucracy. With elite bureaucrats thus protected from political

pressures, how does Japan avoid a problem that has, as Michel

Croizier shows, devastated France, the other country with a

comparably elite bureaucracy: formation of a disruptive chasm

that isolates various strata, dividing the elite bureaucracy and
the people?

Japanese bureaucrats do have considerable authority, and

they are not above flaunting their status. They may make
powerful businessmen wait to see them, and few ordinary

citizens would be so brash as to makedirect requests of arro-
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gant senior bureaucrats without some help from their local

political representative. They can be abrupt when giving ex-

planations of policy, impatient whenasked their opinion, aloof

when receiving a request. Yet their authority is not sufficient

for them to give orders. In their search for information, for

example, they depend on the voluntary cooperation of the

private sector and they therefore must be moresensitive than

French bureaucrats to their views.

The willingness of the private sector to cooperate with

bureaucrats derives not so much from the formal authority of

the bureaucrats as from the public’s belief that the bureaucrat

is doing the job properly. This in turn owes muchtotheactivi-

ties of the Press Club located in each ministry, usually near the

muinister’s and vice minister’s offices. Here more than twenty

reporters, one or more from each of the major Japanese papers,
newsagencies, radio, and television networks work full-time to

cover the ministry. They are usually assigned here several
years after starting work, and their term is commonly two

years. At the ministry, they attend occasional official briefiings
and keep track of ministry activities. They have access to

major officials almost every week and mayhavespecialbrief-
ings daily. Through reading ministry reports, interviewing and
socializing with officials, and exchanging information in the
Press Club, the reporters soon develop a highly detailed under-
standing of affairs in the ministry. The reporter in the Press

Club does not necessarily report everything, for he is con-
strained by the opinion of his colleagues in the Press Club, the
ministry officials, and his editors, who weed outpeculiar inter-

pretations. But the editors expect him to report accurately the

thinking of the ministry as a decision is being made. Bureaucrats
notify reporters as they narrow downtheir options, and the
journalist is able to prepare his readership for the ministry’s
final decision. In this way the reader follows the reasoning of
the bureaucracy, and, as in the community decision ona trans-
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port system, he anticipates and understandsthe final outcome.
In addition to articles reporting ministry thinking, the news-

paperalso publishes editorials concerned with the content, and
the editorial writers do not hesitate to criticize bureaucratic

decisionsthat are not in accord with public opinion. Editorials,

unlike reporting, often have an antigovernment thrust, for

everyone recognizes that some controversy andcriticism of

the governmentis necessary to sell newspapers.

Ordinarily the reporter must not publish “leaks” prema-

turely, but the bureaucrat must also play by the rules and
disclose important developments. Japanese readers, more than

American readers, expect the newspapers to present detailed

information on the thinking of the bureaucracy, and if the

bureaucrats clearly neglected the public interest, members of

the press are expected to use their intimate knowledge or

contacts with nonofficial sources to gain information. The

long-term close relationship with officials leads to an undesir-

able lack of independent by-lined criticism in major news-

papers, but reporters are also able to write more informally

under a pseudonym in the numerous weeklies without jeop-

ardizing their relationships with ministry officials. The weeklies

carry gossipy criticism that bureaucrats can easily dismiss, but

they also contain serious criticism notso easily dismissed when

bureaucrats clearly depart from the public’s perception of

national interest.

Most of the public opinion polling in Japan is conducted

by the newspapers or by the various ministeries and the prime

muinister’s office. In the case of newspapers, this ensures wide-

spread diffusion of poll results and makes it more difficult for

newspaper articles and editorials to veer far from public

opinion. The polls conducted under the guidance of the minis-

tries and the prime minister’s office survey opinion on major

questions relevant to national policy. They provide a more

direct input from public opinion to the bureaucracy than any
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mechanism in the United States and make it more difficult for

bureaucrats to veer too far from thepolls, the results of which

are readily available to the public.

Diet interpellation is another mechanism for guarding the

guardians. This gives opposition party members an opportunity

to question LDPleaders onlegislative matters, but since most
legislation is prepared by the bureaucrats, they regardit as an

examination of their work. Although Diet membersare ordi-

narily reluctant to appear uninformed and may even consult

with acquaintances in the bureaucracy about questions they

should ask in public, the interpellation is by no means a sham.

Bureaucrats are indeed worried aboutthe fate of their legisla-

tion at the handsof the Diet. They complain of the long hours
they must spend in the Diet and of the audacity of Diet mem-

bers who disrupt or threaten to disrupt their well-reasoned
plans, but they take the responsibility of appearing in the Diet
very seriously. The Finance Ministry officials, for example, are ©
always tense until the Diet has finally approved the annual

budget, and as soon as the Diet passes the budget, it is an-

nounced on the Finance Ministry loudspeaker, whereupon the
employees throughout the ministry break into applause. Op-
position parties commonlyuse Diet interpellation to challenge
and embarrass the LDP and the bureaucracy, and bureaucrats

must therefore worry not only abouttheir bill’s passing but
also about possible weak points that will delay passage and
leave the bill open to criticism. As a result, even though Diet
members may not be well-informed onall legislation, interpel-
lation requires that each bill prepared by the bureaucracy be
moreorless acceptable to the public and defensibleas a rational
program for meeting national interests.

Deliberative councils (shingikai), composed of well-
knownprivatecitizens to consider importantissues confronting

the country, serve as another check on the bureaucracy. They
are analogous to presidential commissions or executive-branch
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advisory commissions in the United States, but they are used
much more extensively. Every ministry except the Foreign
Ministry hasat least one deliberative council, and in most cases
several, to deal with everything from current policy issues to
broad questions such as governmentstructure, industrial struc-
ture, and tax policy. There are over two hundred standing

councils and in addition numerousad hoc deliberative councils
to considerspecial issues. By the time an issue reachesa deliber-

ative council, bureaucrats prepare carefully by analyzing the
basic issues, discerning how key groupsstand ontheissue, and

anticipating major lines of criticism. The councils bring to-
gether someof the best informed and mostinterested parties in

a particular sphere. Officially, deliberative council members are
selected as individuals, but in fact the “individuals”are system-
atically selected from the major relevant organizations and

interest groups. Councils concerned with wages, for example,

include representatives of management and labor and also

well-knownsocial critics or professors representing the neutral

public. These neutral participants in fact constitute the crucial

swing-vote in determining the outcomeof council deliberations.

The deliberative council officially acts only in an advisory

capacity. It makes recommendations to the bureaucracy which

in turn presents its proposals to the Cabinet or the Diet. But

the conclusions of the deliberative councils are usually not too

dissimilar to the views of the bureaucracy, althoughthereis a

great deal of variation in the powerand independence of the

various deliberative councils. Since the bureaucrats preparing

the materials for the deliberative council often have in mind a

fairly clear notion of the conclusions they would like the

council to draw, they mayselect the kind of data and make the

kinds of presentations that would tend to lead to these con-

clusions. They select the members of the council, who, though

of different persuasions, are likely to be cooperative in reaching
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a conclusion without undue delay. Once the council has had

its meetings, it is the bureaucrats who write the council reports.

Ordinarily council members do not go overthefinal drafts of

the report with great care, in effect granting the bureaucrats

considerable leeway in choosing how to summarize the oral

deliberations of the council.
Nonetheless, the deliberative council officials are qualified

and respected individuals who would by no meansagree with

everything the bureaucracy might propose. When several

possible solutions are almost equally plausible, the deliberative

council is usually given the alternatives to debate. Evenif it is

easy for the bureaucracy to convince a majority of the council

to support its viewpoint, there is always the possibility that

another member of the council might take his case to the

public. During the debates a council memberhas an opportun-

ity to express his views on television and in the press, and a

persuasive case against the bureaucracy’s proposals could be
embarrassing.

However cleverly bureaucrats might try to manipulate

the process, the public airing ensures that their proposals be

defensible when subject to public scrutiny. Even if deliberative

council membersdolittle more than choose between options

outlined by the bureaucracy, public participation forces the
bureaucracy to prepare these conclusions with great care.
After the debates of the deliberative council are published, the

public is able to understand the logic of the advice offered the
bureaucracy. When the bureaucracy then makesits decision,

the public has been prepared carefully for the conclusion and
has a clear understanding of the reasons behindit; at this point

it is not easy for Diet membersto raise idiosyncratic objections.
The public may have no particular respect for the politician

whoenunciates the conclusion in a policy speech, butit knows

that the conclusion has been carefully prepared by the best
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minds of the country. For most of the public, the outcome

appears not as something a narrow group of bureaucrats
decided but something “we Japanese” decided.

CENTRAL DIRECTION AND.LOCAL ACTION.

Until 1868 the Japanese government was far more decen-

tralized than the United States had been after 1789, but

Japanese leaders after 1868 chose a course of centralized co-
ordination and planning as a means to rapid modernization.

The American-led Occupation after World WarII introduced

democratic reforms like the local election of governors, but

central direction in guiding local developments, now modified

by democratic practices, has continued to be widely accepted.

Asin the private sector, muchof the actual administration

is left to local governments. Compared to America, a high

proportion of tax incomeflows throughthe central government

to the local government. This pattern provides leverage for

maintaining high overall standards within national. plans and

still gives flexibility to the local government. Special legislation

in the 1950s has permitted the governmentto consolidate local

communities and to redistrict local administrative boundaries

to make them morerational. This has permitted moreeffective

regional and metropolitan planning.It allows the national gov-

ernment to develop consistent, integrated plans for redistrib-

uting wealth to poorerareas, forraising standards in education,

for standardizing local public transport systems, and for stan-

dardizing rules about commerceand industry.

So as to equalize local financial resources and yet give

local areas flexibility in choosingtheir own programs, the

national governmentgives larger equalization grants to poorer

local areas. In the United States, because the national govern-

ment gives out a muchhigherproportion of funds for specific

projects, the local governments try to obtain as much as pos-

sible for each project; but in Japan, where the local government
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receives a general grant whichit can use for many purposes,it
makes greater efforts to conserve funds in each area andit has
more flexibility in seeing that programs are not suddenly
started and suspended by central governmentfiat. This Japa-
nese plan of equalization of local resources was in fact con-
ceived by an American professor, Carl Shoup, and introduced
during the Allied Occupation as the most rational plan for
providing equalization of resources while encouraging local
initiative and economy.

The grand vision for redistributing the population and
industrial facilities to lesscrowded parts of the country was
embodied in the 1972 Tanaka Plan for Remodeling the Japa-
nese Archipelago, a plan actually written by MITI bureaucrats.
The plan was designed to provide tax and other incentives for
redistributing industry and population to less crowdedareas to
reduce excessive concentration. It included construction of
rail, bridge, and road transport in less developed areas to stim-
ulate their economies. The plan was just out when the oil
crisis caused the governmentto lowerinterestrates to stimulate
the economy. As funds becamereadily available, the Tanaka
Plan led to land speculation and contributed to runawayinfla-
tion. As originally formulated,therefore, the Tanaka Plan
proved disastrous and, with subsequent retrenchment to con-
trol inflation, unrealizable. But the basic program for recon-
centrating industry and growth in middle-sized cities and
backward areas and for providing tax. incentives and low-
interest loans to encourage this’ has continued to guide
the work of bureaucrats in relevant government ministries
like MITT, Finance,Construction, Transport, and the Land:
Agency.

. With the amalgamation and redistricting of local com-
munities, Japan has been able to undertake concerted metro-
politan planning that is not possible in the United States. The
National Land Agencyisstill analyzing long-term population
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and economictrends with a view toward consolidating admin-

istrative districts where it is desirable to do so. Japan’s metro-

politan transport systems can cover a broader geographical

area and be integrated into national systems. Japan can distrib-

ute industrial, commercial, recreational, and other facilities

throughout the metropolitan area according to certain guide-

lines and principles. It can equalize the tax burden between

richer and poorer communities and reduce the differentials of

public service between rich and poor suburbs, thus creating a

more homogeneousnation.

In addition to administration, most of the actual plans for

regional development come from the local community. Vari-

ous parts of the national bureaucracy must cooperate in order

for the local communityto realize its potential, but the national

government makesits guidelines well known. Although the

Japanese government takes muchgreater initiative in defining

the desirable course of local development, local communities

are given room forinitiative. Local business leaders, political

leaders, and bureaucrats can do a great deal to remake their

area and, through consultation with national politicians and

bureaucrats, receive considerable national help. In short, the

national government deals with local areas muchasit deals

with private businesses. It sets up a league, establishes the rules,

provides guidance, and reserves the right to make certain

decisions, but the key actorsare the localleaders.

The maintenance of a centralized authority permits Japan

to avoid the overlapping, entangled, inconsistent, unequal, and

sometimes totally inadequate programs maintained by Amer-

ican states in matters of welfare, education, crime control, and

the like. The variations among Americanstates require an addi-

tional layer of national bureaucracy thattries to minimize or go

around these inconsistencies. Japan’s clear, forthright steps

to centralize leadership in these areas in the latter part of the

nineteenth century has permitted smoother planning and more
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rational administration while reducing excessive bureaucratic
overlap. It has not ended local experimentation, and indeed the
national government has encouraged it. One wonders whether
the United States, in an era of such complex problems requiring
such a high level of coordination,is still best served by a pat-
tern of government that places such extensive powers in the
hands of the states, a pattern that grew out of premodern
agrarian conditions, and whether the entangled web ofvarying
state regulations is optimal for achieving the overall goals of
the society.

It requires no great effort to discover instances when
Japanese bureaucrats made important errors of judgment. In
1951 the head of the Bank of Japan refused to extenda loan
to create the first modern postwarsteel plant, arguing that
Japan could not hope to compete against America’s steel in-
dustry. Sony had to postponefor two yearsits efforts to import
transistor technology because government bureaucrats con-
sidered the company unable to make good use of the tech-
nology. After the first oil shock, bureaucrats overstimulated
the economy, causing runawayinflation.Just prior to thefirst
yen revaluation shock, officials confidently predicted yen
revaluation would not take place and exchanged yen for
billions of dollars. In the 1960s bureaucrats pushed the rapid
construction of the Narita International Airport, which then
stood idle for a decade because they had vastly underestimated
public resistance. This was compounded by delays in con-
structing local transport facilities and inadequate preparations
against terrorists. Jurisdictional disputes between ministries
have led to inaction. Yet in balance, the bureaucracy has been
remarkably effective in guiding the country.

If one factor stands out in keeping such errors to a mini-
mum and providing relatively rapid self-correcting devices,it
is the involvementofall relevant parties in the decision-making
process and their thorough commitmentto the resulting de-



94

Japan as Number One

cisions. In English, this process is sometimes referred to as

“decision making by consensus,” but this does not adequately

describe the Japanese decision-making process. In Japanese the

term used is memawashi: root binding. The term originally

comes from gardening, where it designates the careful un-

tangling and binding of eachof the roots of a tree beforeit is

moved. The Japanese bureaucracy provides vigorous direction

on many major issues, continuing over a long period of time,

and during this process they are in close touch with all relevant

groups to make sure they understand the evolving decisions,

that their roots are bound. The press clubs and deliberative

councils ensure that wider circles of the interested public are

similarly informed of these decisions. The relevant groupsare

not expected to agree with all decisions made by the bureau-

crats. Sometimes a group’s interests are not in keeping with

the emerging decision, and this group must be madeto under-

stand the: necessity of the decision and the well-considered

impartiality of the decision. If that group is disadvantaged by

this decision, then it is understood that they will be given

special consideration now or in the future. The long-term

continuity in bureaucratic leadership, unimpaired by changes

of politicians, ensures thereliability of bureaucrats in carrying

through future commitments. The disadvantaged group’sroots

are thus bound and do not impedetheeffective moving of

the tree. Not all a tree’s roots can always be smoothly bound,

but a majority is not enough, anda serious effort is made to

include as manyroots as possible.

An important part of root binding is to give each group

ample time to adjust to the emerging decision, to explain the

goals of the decision and let them understand the information

that leads to this conclusion. If all groups are in order, then

the tree can be moved with extraordinary rapidity, but if not

all groups are convincedorare not prepared, then the decision

_.iifiinan,
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is delayed. Some Westerners working with the Japanese bu-
reaucracy have complained that the slowness of the process
can be exasperating. Occasionally top Japanese bureaucrats
talk enviously of their Western counterparts who can simply
give out orders or directives or plans, but when pushed they
acknowledge that the Japanese system works better in the
long run. The final administrative decision or Dietbill or pro-
nouncement coming from the Japanese bureaucracy is not a
tidy, tightly knit, clearly reasoned, lawyer-like brief that might
emanate from the White House. It is evasive, indirect, even
inconsistent in points, not because Japanese bureaucrats like
evasiveness but because they want to maximize the level of
cooperation of all relevant groups.

An example of the results of root binding can be seen in
what may bethe mostcritical problem for both countries in
recent years, the energy shortage. The Carter Administration
put forth a brilliantly argued, thoughtful plan for dealing with
the problem of energy, but it lacked the consensus and sup-
port of relevant groups, and its key parts could not therefore
be implemented quickly and vigorously. The Japanese bu-
reaucracy, in contrast, consulted closely even with oil com-
panies, working out in conjunction with leaders of the private
sector a series of programs for energy conservation. They in-
creased the cost of gasoline about twice the rate of increase in
America, gasoline mileage in new cars expandedrapidly,solar
energy units were installed in many homes, and companies
developed fuel economy programs.

The result was that Japan basically kept petroleum im-
ports constant despite economic growth, while American oil
imports were growing rapidly despite lower economic growth.
Large Japanese trees cannot be moved automatically, and in
the 1930s, despite cultural homogeneity, they were often
moved by intimidating potential opposition. They are helped
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by homogeneity, but they makethebest of it by highlighting

a sense of commonnational purpose, working closely with key

groups whose cooperationis needed, and preparing the general

public. The public may complain about imperfect plans from

arrogant bureaucrats, but in the endit is not “their plan”but

“our plan,”and theroots stick withthetree.
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Politics: Figher Interests

and Fair Shares

F THE TERM “DEMOCRACY”is
used to signify the expression of diverse

interests in the political arena and the capacity of the govern-
ment tosatisfy these interests, it could be argued that Japanis
now a moreeffective democracy than America. Theinterests
of the Japanese are expressed not by specialized groups but
by basic multipurposed groups—like villages, towns, firms,
professional associations—that are generally better organized
and disciplined and moresystematic in representing the wishes
of their membership than the more ephemeral American
special-interest groups. Groups in Japan interact with one an-
other more frequently, so that they are particularly effective
aggregating interests—engaging in joint political activity for
a broader commonpurpose. Andatall levels in Japan, people
makea conscious effort to provide a balanced though not equal
“fair share” to all recognized groups in the society. The dis-
tribution of fair shares, like the aggregation of interests, is
madepossible by the solidarity of these multipurpose groups.

Group SOLIDARITY

Thesolidarity of Japanese communities is hardly unique.
Traditional New England villages and thevillages in Europe

97
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from which many American immigrants camealso had strong

group ties, enabling them to work for commongoals and to

discipline community members. What is unusual is that the

Japanese have been able to retain this sense of community—

to keep what George Lodge termed their “communitarian

values”—in a time when group consciousness attenuated in

many nations.

One could argue that Japan’s success in perpetuating a

sense of community stems from its late transition from feudal-

ism directly to modern corporate society, without an inter-

vening period of individualism lasting hundreds of years as

in Western Europe. But whateverits historical roots, group

solidarity remains in Japan because people workatit. Whether

in villages, towns, urban neighborhoods, or work places, lead-

ers exert themselves to retain the loyalty of group members

by responding to their needs. Children are taught the value of

cooperation for everyone’s benefit, and, however annoying

they may find group pressures, adults remain responsive to

group attitudes for they are convinced that everyone gains

from restraining egoism.

Even today, a Japanese tends to maintain primary loyalty

to one all-embracing group in which he expresses all aspects

of his personality, from private and personal to formal and

businesslike. Membership is not casually begun or terminated,

for mutual obligations are strong and enduring. The American

tends to belong to no such basic group butto express different

aspects of his personality in the various special-purpose groups

to which he belongs. The Japanese may belong to as many

groups as his American counterpart, but one primary mem-

bership stands out, and the others are clearly secondary. The

farmer, for example, may belong primarily to the local agri-

cultural cooperative, and this becomes the basic reference

point for him and his family even when he participates in

other groups. An employee of a company is known by his
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affiliation with that company no matter in what groups he
participates. This primary identification with the company is
reinforced by other groups, for they want members whoare
trusted by the company.It is further reinforced by national
organizations, for they choose to work through the primary
local group to distribute their political favors and economic
benefits while seeking local bases of support.

Now that young menliving on farms earn most of their
income in nonagricultural pursuits, commonly commuting
to work, the powerof thevillage over the family is no longer
as great as it was. Nonetheless, the people in the village not
only share a commonShinto shrine and hold common celebra-
tions but often meet in thevillage recreation hall. They are
quick to organize for road improvements and other beautifi-
cation and modernization projects for their community as a
whole, as manyvillages did in building swimming pools after
the 1964 Tokyo Olympics. The local agricultural cooperative
is still able to make available less expensive seed, fertilizer,
agricultural equipment, insurance, and chartertrips than farm-
ers could attain individually. The cooperative mayalso arrange
investments that are more reliable and profitable than indi-
viduals could have made on their own. Although the richer
people in the village may in fact have more influence in the
outcome of these activities than the poorer, they are also ob-
ligated to make a muchgreater financial contribution to the
common good, a pattern not unlike that in traditional Euro-
pean and Americanvillages.

In urban and suburban neighborhoods,especially in older,
established neighborhoods, but even in new public apartment
projects (danchi), local residents belong to neighborhoodas-
sociations. In the university, students commonly have one pre-
dominant activity club to which they belong. The club does
engage in a specialized activity like skiing or English speaking,
but it is far more all-embracing and requires more loyalty and
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continuity than the typical extracurricular activity on Ameri-

can campuses. Perhaps the nearest analogue is the American

fraternity or sorority, but in a Japanese university virtually

everyone belongs to such a club. The Japanese activity club

is strong on nostalgia and sentimentality, celebrating farewells,

taking pictures for commemoration, singing and drinking to-

gether. Essentially the same type of primary membership

group exists among small shopkeepers on a street of small

stores, among employees of larger organizations, and among

independent professional groups such as doctors and dentists.

In Japanesevillages there is a high degree of family con-

tinuity spanning several generations. In urban neighborhoods

also family home sites turn over less frequently than in the

United States. In large companies, peers who enter the com-

pany together remain close throughout their working career

and sometimeslater as well. This continuity helps to strengthen

group opinion, andif this leads to excesses on such superficial

matters as how memberstalk anddress, it does help make mem-

bers more responsive to one another’s opinions.

HicHER AGGREGATION OF INTERESTS

These multipurpose groups spend a great deal of time

talking and thinking about their long-range interests and are

therefore much better informed about matters relating to their

interests thea the more ephemeral interest groups in America.

Village leaders, for example, are well-informed about prefec-

tural and national programs for which they might qualify and,

whendissatisfied with the response of bureaucrats, take their

case to a prefectural assemblyman or Diet member. They will

probably have endorsed him and contributed as a group to

his campaign funds to ensure a receptive hearing when they

visit him with proposals on behalf of their community. Inter-

est in political affairs is high: about seventy percent of voters

turn out for local elections, compared to about fifty percent
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in the United States. The assemblyman or Diet member knows
that each village in his constituency is watching his behavior
in other villages, and he must therefore develop a strategy of
either helping all to a comparable degree or concentrating on
certain communities where hehasan especially strong follow-
ing. He may work with a village separately on localissues,
but on complicated issues affecting other communities he
knows he must side with large groups that have aggregated
their interests to form thelargest pressure group. This process
of combining interests is by no means unique to Japan, but
what is unusual is how consistently all villagers in a village
vote as a bloc, how muchthey discuss candidates and issues
with each other, and how muchtimerepresentatives of differ-
ent villages spend with each other in trying to find common
interests that they can jointly pursue at higherlevels.

The group to which anindividual owes his primary loy-
alty is the basic building block for aggregating interests, Since
this basic group unites people with a commonsource ofin-
come—fellow employees of a company, farmers in a given
community, fellow professionals, or fellow shopkeepers—the
main interests aggregated tend to be those most affecting
members’ pocketbooks. This contrasts with America, where
special-issue groups dealing with the environment,civil liber-—
ties, and abortion, for example—groupsthatunite people from
diverse occupations and diverse communities—are much more
important. In Japan the group with income from

a

certain
source may be linked with like groups elsewhere or with di-
verse groups in the samelocality. Local communities can then
aggregate their interests in progressively larger geographical
areas, and at the national level some associations link many
different occupational groupings from many different locali-
ties.

Despite Japan’s small size, there are three important geo-
graphical levels between the nation and the municipality. One
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is the “large region,” of which there are nine. The nextlevel

down is the prefecture, of which there are forty-seven, in-

cluding two urban prefectures (Osaka and Kyoto) and one

metropolis (Tokyo). Of the three levels, only the prefecture

has corresponding government institutions. The third and

lowest level consists of smaller planning areas, many of which

moreor less correspond to some of the roughly two hundred

and fifty feudalfiefs of the Tokugawaperiod. National Land

Agencyofficials and other bureaucrats have foundit fruitful

to work with these areas, which are somewhat larger than a

municipality, in a variety of area development programs. Since

local community consolidation in the 1950s, the only formal

governmental level below the prefecture is the municipality.

Correspondingto the nine large regions are nine regional

associations of large business enterprises, each of which pro-

motesits respective interests. These associations meet to work

out concrete plans for regional development, but they also

engagein social activity as well, thereby reinforcing the sense

of community, especially among regional leaders. Over the

years these leaders have developed a set of informal rules to

ensure the success of their associations. For example, so that

the head of the association could not use this post to enhance

his own company’s interests, he should not be from a promi-

nent regional company with competitors of comparable size.

Yet he should be an important, successful, and respected per-

son of sufficient age for his personal authority to reinforce his

official authority, enabling him to mobilize cooperation when

necessary. He thus tends to be a companypresident or chair-

man who has already handed over some company responsi-

bilities to younger men, permitting him to devote perhapshalf

of his time or more to the region as a whole. He tends to be

from a company so dominantthat the enterprise has no re-

gionalrival or from a small but highly respected locally based

companyso he cannot misusehis position. There is a neat and
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popular solution to the problem of headship which derives
from the post-World WarII splitting of the government-
owned electric power monopoly into nine private electric
power companies, each servicing an area corresponding to one
of the nine regions. Since electric poweris the major business
without competitors in the area, since its scope of interests
correspondsprecisely to that of the region, and since business-
men want to be on good terms with the power company,the
chairman of the electric power company is commonlyelected
president of the regional businessmen’s association. Other im-
portant businesses, like metropolitan-area railways, regional
banks, andindustries with a main office in the region, also play
a major role in regional organizations, and vice-presidents of
the regional association are chosen systematically to represent
major sectors and industrial groups, for they have a prominent
role in working toward regional agreements. Local leaders of
large national companies with facilities in the region are repre-
sented in regional business associations, but because of national
interests they cannot be expected to fight vigorously for re-
gional interests; they are therefore rarely chosen even as vice-
presidents and have less power in regional associations than
the size of their business would otherwise warrant. Young
growing companies that have not yet had long years of co-
operation with other regional leaders are not given promi-
nence equal to their economic power until they have proven
they can work well with others.

Since each of the regions plays a major national role,
leaders of their business associations regularly see not only
prefectural politicians and Diet members from their region
but all leading Tokyopoliticians and bureaucrats concerned
with major national problems. Their constant contact with
national politicians assures that national leaders are alert to
local sensitivities and well-informed about weak spots in re-
gional development. Although muchofthe contactis informal _
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and social in order to develop a relationship of trust, the par-

ticipants are aware of their respective responsibilities to the

region and the nation. In a sense their respective roles make

statesmen of the participants because business leaders in this

context cannot speak of their individual company’s interest.

They are selected because of their sense of responsibility to

the region as a whole, and they value the personal and social

relationships that come from fulfilling regional responsibility.

They do not solve big problems in these meetings alone, for

interaction occurs at manylevels. The Kansai business leaders,

for example, ordinarily meet with the prime minister once a

month at an exclusive restaurant for informal discussion of

Kansai problems. The leaders in these meetings discuss only

generalissues, leaving to association staff members the problem

of working out the details with bureaucrats in Tokyo, which

the leaders then approve. Without the agreement andpartici-

pation of their underlings, however, the top leaders do not

have the leeway to makefinal commitments. Regional business

leaders work with regional labor leaders, newspaper andtele-

vision representatives, and university faculty in similar pursuit

of regional interests. Although American regional leaders may

occasionally meet informally for similar purposes, in Japan

each organization spends more time considering details and

working out agreements so that when high-level officials meet,

they do so as representatives expressing carefully considered

regional plans with a high level of consensus among partici-

pating companies and with the understanding of local politi-

cians, newspaper editors, and labor and farm groups as well.

In Tokyo the forty-seven prefectures each maintain a

large meeting center (kaikan) with many conference rooms

and offices and appropriate staff to represent prefectural in-

terests. These prefectural offices are in constant contact with

national politicians, bureaucrats, reporters, and businessmen

in an effort to monitor all recent developments of interest to
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the prefecture. They value informal contacts to keep one step

ahead of formal announcements and thereby better represent

their prefecture. The prefectural representatives are concerned

not only with annual budget allowances for schools, hospitals,

welfare establishments, and construction projects but with

virtually every major project affecting prefectural activity.
Representatives of prefectural groups of all kinds constantly
visit Tokyo, checkingin at their respective prefectural offices
and talking to appropriate politicians and bureaucrats in their
respective spheres. Many maintain dual residences, onein their
homeprefecture and one in Tokyo. Because there is a govern-
ment office in the prefecture, prefectural initiative is more
often in the hands of the governmentthan in the case of the
large regions, which lack government offices and therefore
must rely more on big business associations. Nonetheless, the
prefectural Chamber of Commerce looks after prefectural
businessinterests, and their representatives systematically work
out priorities for economic development just as government
officials do. If anything, there is greater camaraderie and in-
formation exchange at the prefectural level than in the large
regions.

Some local politicians of particularly great power repre-
sent the interests of their constituencies more effectively than
others, andstories of major politicians arranging for a train stop
to be built in or near their hometown are not without foun-
dation. The project for building a bridge to Shikoku waslong-
delayed because three effective local politicians were vying
for location. But each prefectural government and prefectural
business community is well organized to look out for the
interests of their locality, and this forces Diet members and
bureaucrats to work out even-handed policies for balanced
development and to formulate a convincing rationale for se-
lecting certain localities for certain projects. It ensures well-
organized prefectural groupings and forces the national gov-
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ernmentto besensitive to local problems and to evaluate the

overall impact on regional development when considering a

particular project. Interested national officials know they can

turn to the prefectures for well-considered plans. And this

pooling of common interests makes idiosyncratic solutions vir-

tually impossible.

Below the prefectural level the sense of solidarity going

backto fiefs of the Tokugawa era sometimes lurks in the

background, but the emphasis in contemporary organizations

is on present-day economic development. Local business as-

sociations parallel to those at higher levels look after the

interests of their municipality or other sub-prefectural unit.

Although leadership may be less sophisticated-than at higher

levels, thorough-going organization and careful consultation.

results in the same approach for evaluating overall interests.

Although associations of functional specialties such as

farming, medicine, dentistry, and industry are represented at

the regional, prefectural, and lower levels, these sectoral

groups are generally branches ofnational associations, ‘and the

strongest representation of each sector tends to be at the

national level. Virtually every industrial, professional, . and

agricultural sector is well organized to represent its special

interests. Labor associations work togetherto create the united

front that leads to an annualrise in wages. Agricultural asso-

ciations, with the Agricultural Cooperative (Noky6) in the

lead, cooperate to maintain high price supports for rice. Fruit

growers of various kinds meet to aggregate their national

interests, aware that their individual. interests will easily. be

sacrificed at the national level unless they band together. In-

deed, the reason Japanese politicians are reluctant to open

Japan to free import of cherries and citrus fruits despite trade

imbalances and Americanpressure is that Japanese farmers are

so united that a politician showing flexibility on any agricul-

tural product runs the risk of strong, well-united farm op-
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position. These special-interest groups maketheir case strongly
to leading politicians and Ministry of Agriculture bureaucrats,
who defend them. Medical and dental associations also co-
ordinate their efforts to obtain adequate fees for service,
but consumer organizations and insurance companiessimilarly
represent consumerinterests, leading to constant bargaining
between representatives of the practitioners and consumers.

Virtually all major Japanese firms specialize in a single
sector like banking, trading, real estate, departmentstores,
heavy industry, electric appliances, petroleum, and textiles.
This pattern—developedpartly through bureaucratic guidance
—to encouragethe expertise and long-range technical develop-
ment necessary for the most competitive performanceis very
different, for example, from American conglomerates, which
spread over several sectors and leave and enter various indus-
trial sectors with relative ease. Given the specialization of
Japanese firms in a given industrial sector, the aggregation
of interests can take twodirections. One is the organization of
all firms from a single industrial sector, which maximizes the
cooperation that comes from looking after their common in-
terests in building up their sector. The secondis the organiza-
tion of firmsinto “groups” consisting of one firm from each
sector. A firm in a group has the advantageofspecial affiliation
with companies in different sectors. Zaibatsu (literally, “finan-
cial clique”) groups (like Mitsui, Mitsubishi, and Sumitomo)
link firms formerly united under their prewar holding com-
pany, and non-zaibatsu groups (like Fuji, Sanwa, Daiwa, and
Dai-ichi Kangyo) center aroundlarge banks.

In addition.to these two types of organization, a third
type combinesvirtually all firms of agivensize in all sectors:
Nikkeiren (Japanese Federation of Employers), for example,
deals with labor problemsofall large firms, Keidanren (Feder-
ation of Economic Organizations) and the eight other regional
associations deal with all issues aside from labor confronting
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big business, and the Chamber of Commerce (composedofall

companies) includesall firms but now particularly represents

small business.

Depending on the issue and the extent of commoninter-

ests, trade associations, or ad hoc groups of companies in a

sector, look out for a range of interests impossible to represent

in the United States, where antitrust laws are more rigid. To

make sure that they have entrée when politicians consider

issues like tax rates, consolidation and rationalization of firms,

industrial and safety standards, and protection against foreign

industrial threats, they make regular collective political con-

tributions as a sector. On more detailed issues they deal regu-

larly with the bureaucracy, and major trade associations

include staff members who wereelite bureaucrats in big min-

istries, creating smooth relationships with the bureaucracy.

The associations discuss virtually every issue considered by

MITI in their sphere, for even if MITI eventually resolves

the issue, it would not do so without fully understanding the

dominant viewsof the sector. In a declining industry,it is the

trade association that helps shape the depression cartel with

apportionment of quotas for reduced production. Whenthe

United States demands that Japan limit exports to the United

States, this association, in cooperation with MITI, apportions

quotas for reducing exports, although paradoxically the kind

of restraint the United States demandsis prohibited in America

by antitrust legislation. Similarly, in times of growth, because

of the danger of “over-heating” the economy and ofcreating

excess capacity, it is this industrial sector organization that

works out with the appropriate MITI branch a fair system

for restraining expansion.

Sectoral associations sometimes develop special projects

which they administer directly. The banking association, for

example, developed the system that permits deposits to be

transferred by a centralized computer, operated by the bank-
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ing association, from any regular commercial bank to any
account in any other commercial bank. Thesteel sector, in-
terested in keeping downthecost of electricity and fuel, takes
an active role in securing stable sources of energy for the
entire nation and in lobbying within Keidanren and the gov-
ernment to limit the inflationary pressures of electricity and
fuel costs. Similarly, the automobile sector seeks to keep down
the cost of steel as well as electricity and fuel so it may con-
tinue to competeinternationally.

After the consolidation of the Nippon Steel Corporation
in 1969, counterpressures to check oligopolies, monopolies, and
sectoral cooperation grew rapidly. These pressures rose to
new heights in 1973 after some companies took advantage of
the oil-embargojitters to corner certain markets andrestrict
the flow of goods, profiteering from artificially high prices.
The Fair Trade Commission, then fueled by popularsenti-
ment, drew on long-standing American trust-busting efforts
to fight sectoral cooperation and monopolies. Not long after
these oil shocks, Japan passed some antimonopolylegislation,
but the stricter provisions advocated by some groups were not
enacted, partly because of effective representations by the
business community. Most Japanese companies acknowledge
that profiteering from cornering markets should be prevented,
and many business leaders did condemn the offending com-
panies. Some business leaders undoubtedly cooperated only to
escape political pressure for a more virulent antimonopoly law,
but the capacity of the business community to restrain such
practices by a combination of social pressure and threat of
legislation is quite possibly more effective thanlegislation it-
self, with all the attendant problems of regulation andlitiga-
tion.

_ Although business sector associations are naturally op-—
posed to strong antimonopolylegislation and a trust-busting
Fair ‘Trade Commission, they tone downpublic expressions on
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this issue to avoid public indignation. MITI officials are, if

anything, more open than the business community in opposing

the Fair Trade Commission.In partit is a classic jurisdictional

dispute, but in part it is because MITI’s approachisso directly

contrary to that of the Fair Trade Commission. MITIofficials

believe in the ultimate value of the marketplace, but in the

short range they think it advisable to gain the cooperation of

companies in a sector in cushioning economic fluctuations,

thus reducing disruptions to the specific industries, their em-

ployees, and the economyas a whole. They are confident that

their administrative guidance with the sanctions at their dis-

posal can contain the dangers of oligopoly. The public sup-

ports sectoral cooperation, for they want their companies to

avoid the dangers of sudden layoffs and unemployment. Fur-

thermore, both the bureaucrats and the public believe that

improvementof safety and pollution standards as well as eco-

nomic prosperity require sectoral cooperation.

The foreigner is struck with the paradox of extraordi-

narily competitive relations among firms in a single sector

whose leaders nonetheless genuinely enjoy each other’s com-

pany when working for the sector as a whole. Officials who

fight to increase their company’s market share can seem totally

relaxed in the camaraderie of drinking with counterparts in

rival companies. Sector association leaders at timesfight almost

as arduously andeffectively in the interest of the sector as a

whole as the individual companyleaders fight for the good -

of their own businesses. Indeed, they cannot understand how

Americans can keep their individual companies abreast of

modern developments without the kind of cooperation that

American antitrust practice forbids.

Cooperation within a zaibatsu or non-zaibatsu group 1s

even easier than within a sector association, for the companies

have many business interests in common and few in competi-

tion. The zaibatsu groups date back before World WarII,
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when a holding companyatthe top of the zaibatsu had direct
control over the range of zaibatsu-related companies. In the
postwar period, holding companies were outlawed and dis-
persed by the Occupation, and even after regrouping, the
companies are much more independent and groupties weaker
than before the war. A non-zaibatsu group is organized simi-
larly, although these groups are of more recentorigin and are
even more loosely structured. The companies in a group are
bound together by friendship and regular meetings among top
leaders as well as by loans, some mutual stockholding,inter-
locking directorates, information sharing, division of insurance
risks, and, in case of trouble, mutual assistance, but all these
kinds of relations may,to a lesser degree, extend across group
lines.

Within the group, the bank or the trading company com-
monly plays a predominant role, for both have maximum
contact with other group companies. In new fields like com-
puters, petrochemicals, and atomic energy, other group-afhli-
ated companies help finance the growing company, thereby
tying it closely to the group, but the older, well-established
company with its own funds enjoys virtual independence. A
companyin a declining industry may place some personnelin
a group-afhliated companyin a more prosperoussector. Com-
panies in the group may collect funds jointly for political
leaders, making use of these contacts, for example, to get
necessary approval for large group projects abroad. The proj-
ects are not always undertaken solely at the request of the
group; in somecases, Japanese governmentofficials, spotting
an overseas opportunity for Japanese companies, encourage
the group to work out a program to compete effectively with
project proposals from other countries. Sometimes govern-
ment bureaucrats help arrange low-interest loans (as, for ex-
ample, through the Export-Import Bank) and necessary in-
surance to reduce the risk and make the project financially
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appealing. These projects require complicated cooperative ef-

forts which companies with group afhliation can achieve more

effectively and easily than nonrelated companies. The Sumi-

tomo project in Singapore, the Mitsui project in Iran, and the

Mitsubishi project in Saudi Arabia are notable examples.

In aggregating interests at the national level, the Chamber

of Commerce speaks for small business. By law every com-

pany in Japanis a registered member of the Chamber of Com-

merce. The majority of companies are naturally smaller ones,

and as a result the Japanese Chamber of Commerce has come

to represent the interests of small- and medium-sized enter-

prises. At the prefectural level and below, because there are

few large company headquarters, the Chamber of Commerce

branches commonly serve as the focus for the entire local

business community.It is not unlike local American Chamber

of Commercebranches, but on the whole the Japanese Cham-

bers of Commerce are better organized and more active and

work moreclosely with governmentofficials in planning the

development of their region. This is evident in projects like

filling in land along the ocean, reclaiming land, and planning

for local industrial sites. Because the total business conducted

by small companies cannot compare with that of large bust-

nesses, and because their diverse interests are not so easily ag-

gregated and manyof them are dependent on large companies,

their aggregation of interestis less effective than that of large

businesses. Nonetheless, in the spirit of “fair share,” an effort

is made by government bureaucrats as well as Diet members

representing local business interests to provide special programs

of financial aid, low-interest loans, insurance, and security for

small businesses. Although sizeable numbers of individual small

businesses have gone bankrupt in some “recession,” large num-

bers of new firms have started and the small-business sector

has remained strong despite the rapid growth and concentra-

tion of very large companies.
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Keidanren, composed of the seven-hundred-odd largest

Japanese companies,is organized to represent big business with

a thoroughness without peer in the world. Its role might be

compared to that of the National Association of Manufac-

turers if that association enjoyed the regular and active par-

ticipation of the very top business leaders working closely

with a large professional staff to forge agreements on behalf

of big business as a whole. In the mass media Keidanren 1s

termed the “main temple” and its chairman the “prime minis-

ter” of the business community. Although there is no other

regional association of top businessmen for the Tokyoarea,

it is really a national organization, and all major corporations

in Japan, regardless of location of headquarters, belong. Kei-

danren occupies a large fourteen-story building in the heart

of Japan’s Wall Street, Otemachi, and here each day there are

dozens of meetings for the leaders of the largest companies to

study and discuss issues of interest to their sector or to some

substantial part of the business community. On thefirst floor

is the Press Club, with desks for the reporters from major

papers and networks who work therefull time covering the

business community.

In a sense Keidanrenalso acts as the Foreign Ministry of

the Japanese business community, sponsoring meetings with

foreign businessmen and sending abroad specialized missions

of business leaders to find solutions to trade problems with key

countries. When threats of European and American protec-

tionism arise, Keidanrenconsults broadly in Japan, dees the

careful root binding with foreign business leaders, and if neces-

sary sends out delegations to conclude the agreements. In

dealing with communist countries, especially the Soviet Union,

Keidanren organizes joint projects and deals with communist

trading companies to assure that state monopolies do not take

undue advantage of rivalries among Japanese companies. As

for the very largest overseas projects such as those currently
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underway in Brazil and the Soviet Union, Keidanren itself
sponsors the project because it alone has the capacity to repre-
sent and work with a wide variety of Japanese firms that cross
industrial grouplines.

Becauseit represents numerousand diverse companies with
so many different interests, Keidanren cannot express its view
on every small matter even if its study groups and committees
do discuss every important issue and most minorissues of
interest to the business community. It cannot bepartial to any
single group or any industrial sector, although it can give
special attention and aid to needy sectors. Keidanren concen-
trates on issues of interest to the business community as a
whole, and rather than express its views to the outside, it dis-
cusses issues in broad national terms, taking, for example, a

firm stand in favor of stimulating the economy in opposition
to prime ministers like Fukuda whotendto be more concerned
aboutinflation. In this Keidanren represents the predominant —
view of most businesses. Similarly, it tries to design tax pro-
posals that represent a compromise between the interests of

the various companies butstill provide encouragementto busi-
ness as a whole. It only sponsors study missions that will affect
many companies indifferent areas; other study missions are

sponsored by groups, sectoral associations, or ad hoc groupings
for special purposes.

Keidanren is, of course, criticized in the press for push-

ing the interests of big business while slighting the interests of

small business and the public at large. To be sure, Keidanren

officials do pursue the interests of big business and do so vigor-

ously, but the top leaders are themselves convinced that they

are moved by broader goals. They achieve fame and wealth

in their own company many years before assuming leadership

in Keidanren, and once there, they see themselves as playing

a grander role as business statesmen, with visions benefiting

all Japanese. When these leaders of the business community
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first began to meet with businessmen from the United States,
many confidentially expressed surprise at the extent to which
American businessmen thought only of their own company
and were ill-prepared to consider business problems from a
broader perspective, let alone negotiate agreements on com-
plex issues. Many senior American business leaders have been
impressed with the statesmanship of their Japanese counter-
parts like Keidanren leader Taizo Ishizaka. Many of these
senior leaders have not only a broad training in European
history andliterature, Chineseclassics, Japanese history, Marx-
ist and “modern” economics but a bold vision for the future
and an overarchingphilosophy.

Keidanren uses a uniquely Japanese methodofcollecting
political contributions from the business community. Begin-
ming in 1955 when the Liberal Democratic Party was formed,
Keidanren has developed and modified a system to assess each
of the large industrial sectors for a political contribution. The
largest businesssectors suchassteel, electric power, and bank-
ing have been the pacesetters, giving the largest contributions,
and the other industrial sectors are assessed proportionately.
The automobile sector, for example, which originally gave less
than steel, has now grownso substantially that its contribution
1s roughly the sameas thatof steel and electric power. Within
each industrial sector the major companies are expected to give
In proportion to their size and profitability. Keidanren dis-
tributes the funds it collects from the big business commu-
nity primarily to the Liberal Democratic Party through an
intermediary citizen’s group (long called the National As-
sociatidn), but someis also given to various opposition parties.
Political representation from the business community concen-
trates on the most general issues: that the country maintain
a private business economyrather thana socialist one, that the
LDPselect leaders who can maintainstability, and that gov-
ernmental policy encourage economic growth andstability.
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It tends to favor basic industry necessary for national develop-

ment. Compared to Japan in the 1930s or present-day Amer-

ica, its efforts are not distorted by a large defense industry

strongly protected by one part of the government. The big

business community does not expect a precise quid pro quo.

It expects only a sympathetic ‘understanding of conditions

necessary for general business health. —

This large centralized financial contribution tends to

tilt the government toward big rather than small business, but

it also tilts it toward the interests of the business community as

a whole rather than toward the interests of any particular in-

dustry or company. If one company or one industrial sector

tries to pressure the governmentin its favor, the government

is likely to be cautious in responding because of the consider-

able supportof the rest of the business community. This higher

level of aggregation ofinterests within the business community

tends to ensure that the highest level politicians also think in

comparably broad termsof theinterests of the country rather

than of peculiar, sectarian interests. Although big business does

not fully speak for farmers and laborers, big business reaches

its conclusion only after fully understanding and accommo-

dating to their views, for it realizes that its own success de-

pends on the active cooperation of these groups.

The aggregation of interests is no casual process. It in- ©

cludes an exhaustive discussion of issues by all relevant parties

from the outset, so that any conclusion reflects a thorough

understanding of the issues. Every single group can turn to

several associations in pursuingits interests, butit is constrained

by the resulting cooperation. It is too facile to describe the

result as a consensus, for everyone’s best interests are not neces-

sarily served, but the conclusion is acknowledged as a con-

sidered view that represents the best long-term interests of the

largest part of the business community.The Japanese believe

that the American system—wherein individual contributors
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pressure individual politicians to their own ends, and some
groups are better organized than others—leads to haphazard
results that do not necessarily reflect the majorinterests of the
largest number. They perceive America as making political
decisions that are inadequately considered, subject to idiosyn-
cracies, and lacking in constancy and breadth ofvision. It is
not that Japanese politicians have broader visions than their
Western counterparts but that the private sector’s constant
interaction, mutual consultation, and hammering out of com-
mon understandings creates a stronger support base for the
political leader and the bureaucrat with broad vision to re-
spond to. It makes it infinitely easier for national leaders to
respond to the general interest against narrow special interest
groups. Dismissing this as Japan, Inc. vastly understates the
struggle between different Japanese groups in the course of
achieving agreements. In contemporary societies so rent by
disruptive centrifugal forces, it also vastly underestimates the
value of groups’ being sufficiently aware of larger interests
to be willing to sacrifice short-range egoistic interests for the
long-term general good.

Farr SHARES

At the risk of oversimplification, one may say that a
fundamental underlying rule of Americanpolitical life may be
characterized as “fair play,” contrasted with a basic rule of
Japanese political life, “fair share.” In America one must fol-
low the rules of the game; if the game is fought fairly, the
loser, being a good sport, congratulates the winner and to the
winner belong the spoils. In political elections, as in many
other spheres, the winner takes the pie. In Japan, aside from
sports tournaments, there are rarely such clear-cut contests.
Even before the contest is concluded, the Japanese may look
at the pie to see if it can be expanded, to see how many ways
it can be cut, to see what acceptable rules can be devised for
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apportioning it. However,they are interested notonly in rules

but in results, and rules may be changed to accord with a sense

of “fair share.” After the contest everyone must receive some

share. If there is reasonable doubt as to how one contest was

decided or if an indivisible pie is given to one party, the dis-

advantaged party has a standing claim to a larger share of the

nextpie.

In the elections to the lower house of the Diet, each district

selects three to five representatives, almost assuring that some

opposition parties and membersof rival factions in the LDP

will have representation. LDP politicians may scheme to keep

their party in the solid majority, but they do not believe it

desirable to eliminate opposition. Whenthe largest companies

apportiontheir political contributions, they try to ensure good

connections with every political leader who has a reasonable

chance of, becoming prime minister. To this end they con-

tribute more heavily to the most promising factions of the

Liberal Democratic Party but they also give someto all major

opposition parties, with the possible exception of the Com-

munist Party, where there is no clear evidence of such gifts.

If in fact the Communist Party receives no contributions from

such large companies, it is not because companies refuse but

because the Communist Party wants to remain independent

and can do so from the moneyit earns from its publications.

Similarly, after the Liberal Democratic Party selects the prime

minister, he in turn must assemble a cabinet balancing the dif-

ferent LDP factions and ensuring that each is represented.

Although opposition party leaders have not yet been included

in the cabinet, they are nonetheless consulted to bind their

roots before important measures are considered in the Diet.

Grandstanding by LDPleadersis carefully resisted. If public

rhetoric is dull and almost inarticulate, it is nonetheless care-

fully worded to minimize the danger of, giving offense to

anyone, including opposition leaders. Measures that pass the
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Diet are, like the rhetoric, often filled with vague generalities
which reduce the offensiveness to various groups. Most bills

pass the Diet unanimously, supported by opposition parties as

well as the LDP. |

When the national budget is apportioned, there is an

implicit assumption among interest groups that each will in

some way receive its fair share. For example, in the case of
international expositions, consideration is given to those metro-

politan areas deserving modern construction. The first such

projyect—the 1964 Olympics—was naturally located in the

capital and the largest metropolitan area, Tokyo. Since the
winter Olympics that year had to be hosted in the northern
island, there was no choice but to make Sapporo the head-
quarters, although there were larger metropolitan areas that
otherwise should have received their turn first. The next huge
project, Banpaku (Expo), was naturally held in the second

largest area, the Osaka-Kobe-Kyoto area. Now it is under-

stood that the next time such a large event occurs, it will be
in the next largest area, although since the Nagoya and Fu-

kuoka areas are comparable in size, each might be able to
present a plausible case. But.the loser would then get the next
round. Regional location of national construction projects is
decided according to the sameprinciples.

In apportioning the annual budget, the Finance Ministry

generally allows major recipients, prefectures, and ministries
to retain about ninety-five percent of their previous share of
the budget without making a special case. Assuming that each
unit needs to have considerable security over its own funds
to plan effectively for the future, old organizations are rarely
surgically removed but merely allowed to wither. The margin
of five to ten percent of each ministry’s share of the budgetis
up for reallocation for new projects. In this marginal area, each
ministry must compete to develop new andespecially promis-
ing projects. Thus, although all government branchesare as-
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sured a sizeable share, there is also the possibility of financing

new projects and pressure to rationalize and economize on

existing ones. But each ministry is given the freedom to carry

on its own retrenchmentfor the five to ten percent eachyear,

thus avoiding the antagonism between the regulator and the

regulated that develops in America when the often poorly

informed outsider arbitrarily and hastily chops up programs,

creating management problemsfor those inside.

Incomedistribution statisties for Japan indicate that the

gap between the highest and lowest quintile is among the

smallest in the world. Theratio of incomeof the highest quin-

tile to the lowest quintile in 1970, for example, was 4.3, while

in the United States it was 7.1. And, according to recent fig-

ures on students entering Tokyo University, the most com-

petitive national university, roughly thirty-five percent came

from families whose incomes fall within the top twenty per-

cent, and fourteen percent from families in the bottom twenty

percent. The success in incomedistribution derives not simply

from a booming economy with full employment but from

conscious policy. In national polls about ninety percent of the

Japanese public consider themselves middle class.

As the nation began to recover from World WarII, gov-

ernment leaders recognized that capitalists, company white-

collar employees, industrial laborers, farmers, and government

workers should share in the fruits of economic growth. Since

the 1950s there has been an implicit understanding in many

circles as to how these different groups would share in the

benefits—not through a welfare system but through adjusting

wage increases to balance improvements amongvarious seg-

ments of the population. Consumer organizations have been

weak, but people organize groups to improve their circum-

stances by raising their income through their place of work.

Each spring labor unions compare figures and then formulate
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their demands for wage increases. Similarly, managementas-

sociations jointly declare the necessity of limiting wage hikes

to avoid ruining the companies. Although representatives of

large associations present general and specific arguments to

prepare the climate of public opinion, the final decisions are

made in individual companies. Companies are not bound by

rigidities imposed, for example, by the Swedish system, where

national ratios of wages are set for various kinds of work. Al-

though each companyretains someflexibility, statisticians who

have analyzed wage increases in various companiesare able to
predict final wage settlements with a high degree of accuracy,

using a formula that takes into account productivity increases,
cost of living increases, and profitability. This testifies to a

widespread consensus among workers and managementin the
various companies as to what constitutes an equitable share
of the profits. Each company knows that to maintain the

enthusiasm and support of its workers it must be roughly as
generous as other companies of the same kind. The constancy
of considerations does not preclude some changesas, for ex-
ample, when the gap between young and old workers began

to narrow in response to the shortage of beginning workers.
Overthe years, however, as information has spread, the differ-

entials between people with the samelevel of skill in different
industries has declined.

There are differences in public and private sector salary
increases in a given year, for government employees tend not
to receive such large increases in the years of excellent busi-
ness as do workers in the private sector, nor such slight in-
creases in the more difficult years. However, over several years
the average increase in the twosectors is remarkably close.
National and local governments also raise their salaries at
about the samerate, with only minorvariations. Since govern-
ment employees watch the wageincreases in private industry
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very closely, the government recognizes that to maintain a

devoted work force it must increase salaries at roughly the

same pace as private industry.

The same sense of fair share applies.to increases in the

standard of living of farmers, whose incomehasalso kept up

with nonindustrial salaries. Adjustment ofrice prices is the

single best way to affect farm income becauserice is the most

staple crop, being produced by about ninety percent of all

farmers. Each year the government determinesrice price sub-

sidies so as to keep the income of farmers in line with the

rising salary of private and government workers, an aim that

was codified in 1961 in legislation drafted by the Ministry of

Agriculture. In a given year there may be marginal differences

of two or three percent between the increase of nonagricul-

tural salaries and the increase in farmers’ profits from ricesales.

This differential is determined by such factors as the extent of

the obligation of LDP leaders to farmers in the most recent

election and the sufficiency of the rice supply in meeting de-

mand. If there is a great shortage of rice in a given year, rice

subsidies rise slightly more than nonagricultural wages, and,

conversely, if there is a surplus: of rice, rice subsidies:rise

slightly less. This minor differential gives the government some

leverage for adjustingthe rice supply to meet demand.

The balance between government benefits to big busi-

ness and small business rests on a long-term acceptance of

change and modernization whichgenerally favors big business,

but an effort is made to provide a fair share to small business

until the people dislocated are placed in otherlines of work.

The government has encouraged the rapid modernization of

industry, sometimes requiring the merger of small plants that

Cannot meet its new standards for modernity of facilities. It

has not opposed the transformation of many small industrial

plants from independent units to subcontractors of larger

plants for it often leads to modernization of the subcontractors.
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But in certain light industrial sectors in which small business

remains competitive, the government has helped make loans
available to the smaller firms. In the retailing sector it has

established limits on the construction of new department
stores, discount houses, and shopping centers, thus slowing

downthe impact they have on small retail stores. It is acknowl-

edged that in the long run the share of the market of small
private shops will decline, but the governmenttries to make

the process orderly. Bureaucrats argue that small business

should get a fair share, and the fair share should decline at a
moderate, predictable pace so as to prevent sudden disruption,
but they cannot halt the tide of progress.

The balancing act between big business and agriculture
rests on the fact that LDP political funds come mostly from
big business at the national level and from small business and
farmers at the local level. Because of the size of contributions
from big business, politicians cannot afford to alienate it in
basic policy formation. But the LDP depends on votesas well
as funds, and it relies on small businessmen and especially on
farmers for those votes. Since farmers in a locality tend toward
bloc voting more than the floating urban voters, their interests
are strongly represented in the Diet. Because Diet members
support the interests of the farmers, the Ministry of Agricul-
ture cannotstray from theinterests of the farming community.

Labor unionsand their allies in the Socialist, Democratic

Socialist, andCommunist parties can also create difficulties in
delaying and disrupting Diet progress if some ‘effort is not
made to accommodate their demands. The implicit sense of
what constitutes a fair share takes accountof relative power,
but there is public sympathy with the underdog andthis pro-
vides a balance wheel if rewards are in danger of becoming too
one-sided. Despite symbolic gestures of vehement disagree-
ment from these opposition parties, in fact there is considerable
compromiseunderlying most Diet action. In large part this is
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because governmentleaders and even their business supporters

recognize the advisability of granting them a fair share of the
rewards of growth to ensure that they too have a stake in the

system.

These broad levels of agreement about equitable shares

reduce the threat of strikes because special interest groups are

unlikely to receive much more thantheir fair share no matter

how muchtheystruggle and leaders are unlikely to give them

much less. The system provides security and predictability

without removingthe flexibility of companies to respond to

special problems of economic fluctuation and to special op-

portunities for investment. Because all other affected groups

can be mobilized to prevent one group from getting an undue

increase at any onepoint, inflation control becomes immeasur-

ably easier than in the United States and helps explain why the

Japanese economy recovered so quickly from oil-shock in-

flation and whyit has maintainedan inflation rate significantly

lower than America’s in recent years. Japanese homogeneity

may make it easier to forge these understandings, butit is the

constant effort, mutual awareness, and discussion that make

it work, precedures which are not inherently impossible to

achieve in othersocieties.

THREATS OLp AND NEw: OVERCONFORMITY

AND CHAOS

From about 1935 to 1945 the information reaching the

Japanese public from abroad was for the most part highly

restricted and heavily filtered. Only a small percentage of in-

tellectuals, bureaucrats, and people of culture could be con-

sidered sophisticated in understanding developments and

thinking in the West. At the same time, with the expansion of

Japan into Korea, Taiwan,andlater into Manchuria and China

proper, the military came to have a dominant role in the

society. The democracy that had begunto sprout in the Meiji
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period and had expandedrapidly in form and substance in the

1920s proved fragile under pressure from the military. The

average citizen, having grown up in an extremely close-knit

society, found nobasis for resisting a military dictatorship and _

a controlled press. |

The transition of the average person from a subject to a

citizen with an increased awareness of government activity

and a greater sense of his rights to be represented in the de-

cision-making process has thus taken ‘place quite recently.

Compared to the citizenry of other countries, the Japanese

citizen hasin fact beenrelatively passive. The elder generation,

trained in the 1930s and 1940s, has not entirely outgrown the

experience of docile acquiescence in matters of great import

to the nation.

This has led many Japanese intellectuals and Western

scholars of Japan to worry aboutthe strong pressure for con-

-formity that could restrict dissent and stifle individualism,.

perhaps even returning Japan to prewartotalitarian patterns.

The fear is not without foundation. In the newspaper world,

for example, despite the thoroughness of international news

reporting and the coverage of internal Japanese developments,

the range of opinion expressed in the three major dailies is

narrow, and certain importantstories may be suppressed.It is

generally accepted that government bureaucrats are extra-

ordinarily honest, but there are occasional instances of bureau-

cratic indiscretion knownto reporters that are not published
for fear of tarnishing the image of the bureaucracy. For exam-

ple, it is widely believed that if the Lockheed scandal had not
occurred just after Watergate, when so many Japanese were

filled with admiration for America’s capacity to root out diffi-
culties at the highest level, the affair would have been quieted

much more easily. In late 1972 a long article appeared in

Bunget Shunju, a well-knownliterary magazine, detailing the

indiscretions of Kakuei Tanaka, then prime minister. How-
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ever, for several weeks after it appeared this importantarticle
was not discussed, directly or indirectly, in any of the major
Japanese papers or on television. At that point Tanaka ap-
peared before the Foreign Correspondents Club, which led to
many foreign newspaperarticles about his indiscretions; only
then did Japanese papers feel compelled to write about these
problems, which in turn triggered Tanaka’s downfall. To be
sure, once newsof the scandal had appearedin thepress, it was
no longer possible for newspapers to avoid divulging many of
the details, but many are convinced that the press never thor-
oughly exploredall aspects of the story.

It is understood that politicians receive funds from people

seeking favors and that they have someobligations to respond
to these requests. Although their activity in this regard is not

totally unlike the activity of politicians in America andelse-
where, by any standards Japanese politicians and newspaper

reporters receive an impressive numberof gifts and entertain-

ment from those wishing favors. The distortion of public

policy to favor certain vested interest groups on the basis of

political contributions is probably not great, but there have

been several well-known incidents of such manipulation,all

publicized only later, and it is generally assumed that there are

more cases known by reporters and key business leaders that

are suppressed. |
Because of the strength of groupties, people tend to adapt

themselves to their group, accepting its viewpoints on specific

issues rather than developing individual opinions. Even if a

vote is held, the vast majority commonly follow the group

position without developing a separate position of their own.

At the local level, whether in the village, town, urban work

place, or neighborhood,certain leaders tend to set the tone and

define the framework in which issues are considered. What

passes as village of community consensus therefore mayin fact

reflect not agreement but the reluctance of many ordinary
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people to express their views for fear of offending these leaders.

Atthe national level, the power of big business hasoftenstifled

dissenting opinion. The sense of community amongtopleaders

tends to exclude those who do not meet their standards—

whethersize of firm, nature of business, or personal style—and

this often makesit difficult for outsiders to get a fair hearing in

influential circles.

These pressures for conformity are inextricably linked

with the capacity of those groups to maintain their cohesive-

ness. No one would advocate limiting the variety of views

expressed or suppressing stories. It is doubtful, however, that

the limits to expression of variant opinion imposed by group

cohesivenessstill constitute a serious threat to Japanese democ-

racy. The prewar totalitarian state dominated an unsophisti-

cated public that had no choice but to follow blindly a

militaristic government because so few of its members had the

sophistication to know otherwise or the opportunities to say

otherwise. With the explosion of foreign movies and later

television shows since World WarII, the sophistication of the

Japanese public about foreign and domestic affairs has reached

a level that precludes a return to prewar ignorance. The expe-

rience of the Japanese in forming and voicing their own

opinions has grown immeasurably. Similarly, the level of in-

volvement of millions of Japanese in business overseas and the

constant electronic contact with the outside renders next to

impossible the threat of communicationrestriction and thought

control of the population. One might imagine that even sophis-

ticated people with constant contact with foreigners could

somehow be nationally controlled under an extraordinarily

powerful military, but the possibility of a strong military ap-

pears remote. In addition, the public has grown much more

accustomed to free expression of ideas. In short, it is hard to

imagine that the control of thought bya totalitarian leadership

is a viable threat to Japan.
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In the opinion of many thoughtful Japanese leaders, the
greatest threat to Japanese-style democracy comes not from
the possibility of external aggression or the potential cutoff of
raw materials or foreign markets. Nor does it come from
committed rightists, Marxists, urban guerrillas, or the Red
Army. Therealthreat, in their view,is the dissipation of group
cohesiveness. During the university disputes of 1968-69, fac-
ulty and university officials were unable to bargain with the
New Left. That group wasnot well organized, it did not have
a defined constituency nor a precise point of view, and there
was no meansto assure that any agreement would stick. Some
citizens’ groups are equally ephemeral or nebulous. They pro-
test, prevent construction projects, and disrupt ongoing orga-
nizations, but they are notsufficiently organized to represent a
constituency nor are they empowered to reach agreements.
Withthe old left, including Socialists, Communists, and even

their student affiliates, there is opposition but there is also
structure for negotiation. There are arguments and counter-
arguments, demonstrations and manipulations, but in the end

an agreementorat least a modus vivendi with tacit understand-

ing is reached. With unorganized groups there is no way to
reach an understanding.

In the view of most Japanese, their style of democracy
rests on the ability of groups to retain sufficient power over

their members to maintain solidarity and ensure that agree-
ments are honored, since both the higher aggregation of

interests and the distribution of fair shares is accomplished

through groupsolidarity. The increase in urbanization, physi-

cal mobility, and apartment living rather than independent

housing all threaten to weaken group organization. The grow-

ing affluence that permits young people to buy motorcycles

and cars and to worry less about their sources of income,

combined with the new cultural systems, in part imported

from abroad, create a new type of modern youth much less
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susceptible to group organization. In the view of many Japa-

nese leaders, this constitutes the most serious threat to their

democracy.

In balance Japan has been moresuccessful than modern

Western countries in stemming the tide against egoism and

nihilism. There is enough flexibility in the Japanese political

scene to allow new loose groupings to form whereotherestab-

lished groups do not adequately represent their interests, and

most civic leaders try to develop relations with them; but to

become effective, new groups must go the way of morestruc-

tured groups, carefully cooperating with others while defend-

ing their owninterests. It could be argued that in the complex

modern world the dangers of chaos from centrifugal forceis

a greater threat to most countries than the threat of overly

tight control. Japan, which has put great emphasis on cooper-

ation, is in a fortunate position at this juncture in history when

coordination of diverse groups is so difficult. Japan’s success

derives not from a carefully enunciated ideology but from a

strong commitmentto what George Lodgecalls communitarian

values and from the determination and imaginative efforts of

group participants at all levels to maintain their cohesiveness.

Convincedthat it is difficult to respond to loosely organized

citizens’ movements on a national scale, business and govern-

ment leaders have endeavored to institutionalize relationships

with local protesters. They try to identify consumer advocates

who can carry on the dialogue while retaining the respect of

their fellow protesters. Although this mightbe criticized as co-

opting the movement, businessmen and politicians know that

in the end they will have to share a portion of the pie with

these new organizations. If necessary, they are even prepared

to adapt their own way of operations, for they are eager to

absorb new ideas and to make constructive use of the energy

of capable young people who might otherwise bealienated.

While political participation continues to expand broadly
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and rapidly to include vigorous new groups, leaders are cau-
tious not to make concessions that would weaken the capacity
of their organizations to maintain theirinegrity. Within orga-
nizations, officials insist on retaining the flexibility to reward
those who cooperate, even if the short-term rewardis approval
and honorrather than moneyorhigh office. An organization’s
institutional memory ensures that thisshort-range symbolic ap-

_proval will be translated into long-range material benefit.
Members knowthat others will not quickly or easily forget if
they should be remiss in responding to group expectations. An
individual approaching higherlevels with requests is powerless
if he does not come with organizational backing, for higher-
level politicians and bureaucrats are aware aboveall of the
petitioner’s group membership. An individual cannot expect to
have a sharein thespoils unless he stays with his group, because
it is through groupsthat the fair share is distributed. In short,
even in Japan the threat of chaos may be greater than the
threat of overconformity, but by Western standards chaos
does not seem imminent.
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TheLarge Company:
Tdentification and Performance

.FTER TOURINGautomobile assembly

lines in both countries, a visitor ob-

served, ‘““The American factory seems almost like an armed

camp. Foremenstand guard to make sure workers do notslack

off. Workers grumble at foremen, and foremenare cross with

workers. In the Japanese factory, employees seem to work

even without the foreman watching. Workers do not appear

angry at superiors and actually seem to hope their company

succeeds.”

Japanese workers’ pride in their work andloyalty to their

companyarereflected in their capacity to produce goods that

are not only competitive in price butreliable in quality. Some

workers, especially younger workers in small plants, may be

alienated from their company, but compared to Americans,

they are absentless, strike less, and are willing to work over-

time and refrain from using all their allotted vacation time

without any immediate monetary benefit. The average Japanese

laborermay accomplish no more than a loyal hard-working

American counterpart in a comparable factory, but loyalty to

the companyis typically higher and hard work more common.

Many an American businessman, after touring a Japanese

company and inspecting figures on time lost from absenteeism

131
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and strikes, has expressed the wish that he had such a labor
force.

It is tempting to account for the differences by historical
tradition, but American workers have becomeless disciplined
in recent decades, albeit with the same Amercantradition, and

modern Japanese employees of large companies are far more
loyal than, for example, Japanese textile workers at the turn
of the century. It is common to assign American labor prob-
lems to our affluence, but discipline has remained strong in

affluent Japan. Furthermore, Japanese companies establishing

plants in America have achieved with a few years of modified
Japanese-style management a level of employee devotion on

the average higher than in comparable American plants. Before
resorting to an explanation that centers on a semimystical
“Oriental spirit,” one might consider whether Japanese success
bears any relationship to company managementand treatment
of workers.

THE EMERGENCE OF THE JAPANESE COMPANY SYSTEM

The Japanese company system as we know it today began

to emerge only late in the nineteenth century. Craft shops,

with paternalistic masters and their apprentices and journey-

men, date back centuries, but these “feudalistic” shops are not

totally different from the kind of paternalistic shops of Paul

Revere’s America or preindustrial Europe.

Modern Japanese corporate paternalism drew on the

recent feudal past, but it emerged in industries that borrowed

modern industrial technology and organization and required a

high level of skill. In new industries with lower skill require-

ments like textiles, no long training was necessary. Here,

young, dexterous employees were, if anything, more useful

than older experienced ones with less dexterity, and young

women wereatleast as agile as men. Late nineteenth- and early

twentieth-century Japanese textile manufacturers, therefore,
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offered wages based on a piece rate system withoutsignificant

salary increases for seniority. Wages were so low and factory

conditions so unsatisfactory that most workers left before

completing two orthree years, and in somefactories turnover

was even more rapid.

Modernindustries requiring a high level of skill faced

different problems. As Ronald Dore has shown,the resulting

late developmentpattern, unlike other industrialized countries’

earlier indigenous development, relied on more concerted

planning, training, and investment. In sizeable companies that

manufactured steel, machine tools, electric equipment, and

the like, companies needed to train both a group of highly

skilled laborers and a group of white-collar managerial per-

sonnel. Because these skills were not based on experience with

indigenous developments, it took considerable time andcapital

investment to train them. And since these new companies

were in basic industries that were well-financed and ultimately

backed by the government, the companies were in a position

to guarantee long-term employment. They therefore de-

veloped a seniority system of wage increases such that the

newly trained employees in whom the company invested so

heavily would be motivated to remain. The system of seniority

and permanent employment was by no means universal in

Japanese industry, but it became the predominant pattern in

the large-scale modern industrial sector and has since spread

to the large commercial organizations as well. As the modern

industrial sector expanded, a higher proportion of company

employees has gradually been brought into this seniority and

permanent employmentpattern.

The modern form of the Japanese company has evolved

considerably since the early 1900s. In the 1930s and during

World War II Japanese companies were brought under in-

creasingly tight government control. During the Allied Occu-

pation, the large zaibatsu firms were split up into smaller
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independent firms, but they gradually recombined into the
present-day loosely organized groups after the end of the
Occupation. During the 1950s and 1960s under government
guidance many smaller firms were consolidated in order to
modernize, and new American technology and management
were introduced. For a time companies even considered copy-
ing the American pattern whereby workers could be dismissed
and laid off more easily and hired in midcareer: it might get
rid of employees with low performance, reward bold, inno-
vative employees held down by the system,increase flexibil-
ity, give employees stifled in one company more optionselse-

where, and reducecostsin a declining sector. By the late 1960s,
when Japanese businesses started outperforming companiesin

the West, Japanese managementintellectuals were satisfied

that their seniority system was preferable to the dominant
Western pattern, and they began to articulate a new philoso-

phy of management.
The new philosophy incorporates many concepts from

modern Western management and has much in common with

large companies of American origin such as IBM, Polaroid,

and Kodak. There is attention to basic business strategy, to

productlife cycles, to market surveys and marketingstrategy,

to accounting, to econometric models, to modern advertising,

to up-to-date information processing. But some basics of the

pre-World War II Japanese system remain: long-term per-

spective, permanent employment, seniority, and companyloy-

alty. In addition, certain features gradually developed have

recently been articulated to a higher degree: separation of rank.

and task, low differentials in pay and status for workers of a

given age, “bottoms-up” management, and small-group re-

sponsibility.

The Japanese firm is less interested in short-term profits

and more concerned withthe long run. Executives may dis-

parage their success in planning and forecasting, but they con-
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tinue their best efforts and, when appropriate, boldly sacrifice

profits for several years to build the groundworkforlater suc-

cess. They take care in cultivating good relations with institu-

tions that might potentially be useful. They provide extensive

training for personnel in skills that might be needed in the

future. They invest in technology at seemingly high pricesif

it might later pay off. They invest heavily in plant moderniza-

tion even when present plants meet immediate demands. As

products become competitive, they conduct extensive prepara-

tory workto lay a solid grounding for markets.

The company’s capacity to think in long-range terms1s

made possible in part by their relatively greater reliance on

bank loans than on the sale of securities to meet their capital

requirements. Since stock now accounts for less than one-

sixth of a company’s capital needs compared to one-half in the

United States, stockholders lack powerto pressure for showing

a profit each year, and banksare as interested in a company’s

long-range growth as the companyitself. When companiesare

able to pay interest, the banks want to continue to lend them

money, for banks are as dependent on quality companies to

lend to as companies are dependent on the banks for borrow-

ing. Indeed, when quality companies with their owncapital

wantto cut costs by repaying loans, the banks try to makeit

attractive to continue borrowing.

Despite their interest in the future, most Japanese com-

panies have not considered it profitable to invest heavily in

basic research and development. It has made moresense to

purchase foreign technology, for even if costs seemed high at

the time of purchase, in retrospect the technology was ob-

tained at bargain prices. The company concentrates research

on adapting the technology for large-scale production, some-

times in such a waythat it no longer needs to pay royalties on

a particular patent. Japanese laws are such that processes, not

functions, are patented. Thus, the company can buytechnol-
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ogy, make new inventions that meet the same function as the
original patent, and end their dependence on foreign technol-
ogy. Until the 1970s many Western companies sold tech-
nology cheaply. Some did so because it was a perishable item
likely to become obsolete or to be pirated, but often they
were short-sighted in licensing patents—eager for a quick
profit, ignorant of the long-term Japanese competitive threat,
and unwilling to take the trouble to invest in developing the
Japanese market. In recent years, as foreign companies are
more clearly aware of the potential value of patents to Japa-
nese mass producers, the prices and terms of technological
transfer have become much higher, and the Japanese com-
panies have therefore begun to move selectively into more
research and development. Having caught up with much of
Western technology, Japanese research is more concentrated
in innovative rather than adaptive areas, and in areas with high
potential economic payoff. Japan now has about as. many peo-
ple engaged in nonmilitary research as does the UnitedStates.

Just as MITT has tried to reorient industrial structure
toward industrial sectors that can compete moreeffectively
on world markets in the future, so each individual company
tries to concentrate on productlines or segmentsthatare likely

to be moreprofitable in the future and to reduceits activity
in declining sectors well before it is no longer profitable to

continue.

It is not that Japanese are not interested in profitability,

but that they are prepared to defer maximizing immediate —

profits in order to increase market share. Beginningin thelate
1970s when the Japanese growthrate started leveling off, most

Japanese companies havebeentrying even harderto find ways

to cut costs to maintain profitability. But they tend to judge

their company’s success less by annual profit than by the an-
nual changes in the market share their company has compared

to other companies in the industrial sector. As the Boston Con-
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sulting Group has demonstrated,profitability is closely related

to market share, for as firms expand they have more low-

priced young labor and more modern plants. Therefore the

companies’ emphasis on marketshare has been well-placed.

The company’s interest in the long term 1s also related to

the system of permanent employment whereby an ordinary

employee remains in the firm from the time hefirst enters

after leaving school until he retires, which in most firms aver-

ages about fifty-seven or fifty-eight. The firm is committed

to the employee and provides a sense of belonging, personal

support, welfare and retirement benefits, and increased salary

and rank with age. Barring serious long-term depression, the

employee expects that he will never belaid off, and evenif the

company were to disband or be absorbed by another com-

pany, he expects that a new job elsewhere will be arranged.

Companies are able to offer this kind of security despite eco-

nomic fluctuations for several reasons. In times of temporary

growth, additional temporary employees may be hired. For

example, housewives may be added to the work force with

the clear understanding that they will remain only while busi-

ness needs them. Employeesretiring from the company may

be offered special short-term assignments in the company, usu-

ally at a lower salary than before retirement. Work may be

subcontracted to small companies with the understanding that

these contracts imply no permanentrelationship.

If a large, reliable company should encounter economic

difficulty, it will not go out of business becauseit is backed by

banks, and behind the banks are various governmentinstitu-

tions. Japanese companies have large debts to banks, but virtu-

ally all major companies are considered important for the

economy as a whole, and therefore the Bank of Japan, backed

by the Finance Ministry, stands behind the city banks that

lend to the companies. Every company borrows from a main

bank and then from other banks. If the company should be
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badly in debt and need to be bailed out, the main bank arranges
a new management team for the company, often from its own
staff, thereby strengthening lines of control over the company,
which had previously been essentially autonomous. To the
companyofficials replaced, this is not only a loss of power for
them andtheir followers but a disgrace, something to avoid at
all costs. Similarly, even in a declining industry, management
and unions consider consolidation and consequent loss of
powera last resort, something to fight against as long as possi-
ble. Every large company that has collapsed in Japan had re-
sorted to questionable practices and behaved improperly to-.
wardits main bank. There is virtually no dangerof a reliable
major firm collapsing, but this security does not lead companies
to relax their determination to perform at a high level.

The Japanese company with a given amountof resources
has much greater security than an American:.firm in making
bold efforts to modernize and undertake new activities. In

addition to financial backing through banks, the company can
be sure that key government ministries are“concerned with

their success and will help out in unpredictable emergencies
in finding land, getting resources, gaining crucial technology...

They know the government will be unlikely to undertake

antitrust or other legal action that will greatly upset the com-

pany’s overall capacities. The Japanese company signs fewer

contracts and works more with other firms with whom there

is a high degree of mutual trust, especially within the same

group. They can therefore make more flexible adjustments in

case of unpredictable outside’ forces, greatly reducing legal

risks which American companies would haveto bear regardless

of new circumstances.

A company that encounterseconomic difficulties has

many ways of adjusting without sacrificing the permanent

employment system. Usually in addition to monthlysalary,

the company pays sizeable semiannual bonuses amounting to
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several months’ salary. The size of the bonus depends on com-

pany profits, and therefore in times of depression it may be

reduced without affecting basic monthlysalary. In the spring,

whenbasic monthlysalary is determined,salary increases can

be reduced oreliminated. The company can request employees

to take an immediate vacation with partial rather than full pay

or to reduce working hours, or to take minorsalary cuts while

requesting high officials to take larger salary cuts. If the diff-

culty is more severe, a company will reduceits entering class

or even take in no new employees, adjusting assignments

within the company so that jobs that would have been done

by new employees will be done by others. Since companies

follow long-term trends very closely, in industries that are

expected to level off or decline, as for example in family elec-

tronics products which are increasingly made in Taiwan and

~ Korea wherelabor costs are lower, companieswill haveantici-

pated the decline and admitted fewer employees inthe years

preceding the decline. Temporary employees will be released

and permanent employees reassigned to their tasks. If the situ-

ation is very severe, the products formerly made by subcon-

tractors will be made by regular permanent workers when

contracts with subcontractors are terminated. Some individual

subcontracting firms may be in trouble, but untill now there

have been enough new opportunities that few workersstill

in their prime are unable to find new work. If the recession is

so severe that this kind of remedy is not adequate, then the

company may moveinto some productline whereit can keep

people busy, for it makes sense to the Japanese to employ

steadily a devoted work force and to take a small loss in order

to provide work opportunities for one’s permanentstaff. As a

further remedy, a company may encourageitsworkers to re-

tire somewhatearlier by providing special benefits. If all these

strategies are insufficient, some employees may betransferred

from a company in a declining sector to affliated companies
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in growingsectors. In fact, however, the numberof cases of
permanent employees being transferred to other companies in
hard timesis small. The system has so many cushionsthat per-
manent employees in large companies have ample reason to
feel secure. Japanese companies may trimaround the edges
but they are not about to abandonthe system.

Because an employee has job security and knowshissal-
ary will rise with seniority, he is willing to accept moderately
low wages during his first few years in the company. Also,
since retirement age is normally in thelate fifties, salary incre-
ments can go upfairly rapidly without a company’s worrying
about having very high-paid elderly employees for many

years. Although the system is designed to provide incentives

for the young person trained by the company to remain loyal

throughouthis career and to have a sense of advancement, one

of the importantside effects is that it creates great pressure on

a company to hire young people. Companies are reluctant to

hire a midcareer person not only because his sense of loyalty

would be questionable but because it is to the company’s ad-

vantage to employ him during his low-priced youngeryears.

In boom years, school and university graduates usually have

had several positions to choose from, and even in relatively

depressed years unemployment among young people leaving

school is virtually nonexistent, much lower than the general

figure for unemployment, whichescalated to over two percent

in the late 1970s.

The seniority system in the company works much as in

the bureaucracy. Although there are pay differentials later in

the career based on performance and responsibility, these are

small compared to those accounted for by seniority pay. Re-

sponsible executives consciously try to keep pay distinctions

among those with the same seniority no larger than, and if

anything smaller than, what most employees consider appro-

priate. New employees ordinarily receive precisely the same
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pay for the first several years in the company; when differen-

tials begin to appear later, they are minor, having more psy-

chological than monetary significance. Equal pay tends to

dampen competition and strengthen camaraderie amongpeers

during their early years. If anything, the peer group recognizes

that the ablest of their group are not being fully compensated

in salary for their contribution, and this tends to dull any envy

of peers toward the fastest rising in their group. Even those

who rise more rapidly after differentials come into play can

be promoted only if they enjoy the respect and approval of

their associates; this prevents the growing distinctions from

being overly disruptive. In a basic social sense, all those with

the same seniority are considered as equals.

Those with higher positions continue to dress like others,

often in company uniforms, and peersretain informal terms of

address and jokingrelationships. Top officials receiveless sal-

ary and fewerstock options than American top executives, and

they live more modestly. It is easier to maintain lower pay for

Japanese top executives because with loyalty so highly valued,

they will not be lured to another company. This self-denial by

top executives was designed to keep the devotion of the

worker, and it undoubtedly succeeds.

It is understood that no one in a managementtrack will be

skipped over in advancement and no one will serve over an- ©

other who entered the companyat anearlier time. The sameis

true for technical track personnel and for laborers. Japanese

executives at times considered increasing incentives for young

people by allowing them to rise more rapidly and serve over

their elders, but this caused undostrain in personal relations.

The embarrassment for a person serving under a youngerper-

son is greater than in the United States. A person’s official posi-

tion can only rise until his retirement, and this eliminates any

anxiety over the possibility that a worker will be relieved of

his job or dropped to a lower position. After the first several
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years the able person begins to take on positions associated
with the elite course inside the company and gradually rises

to more important posts. But the differentials among age peers
in title as well as pay are slight. A very able person might be-
comesection chief a year or two beforehis peers, or he might

becomesection chief at the same timeashis peers but be chief

of a more importantsection.
As with elite bureaucrats, those who come up anelite

course within the company have a broad range of experience

in all parts of the company. The highofficial therefore has de-

tailed understanding of issues in all sections as well as close

friendships that ensure continuous frank communication. The

highest officials just below the level of president have members

of their peer groupat all other importantpositions in the com-

pany, which makes for unusually effective communication and

mutual understanding. It also makes it more difficult for

younger men to break into the innercircles if they were to

advance more rapidly than others of their age group and re-

quires that they wait until their peer group holds the top posi-

tions. This also ensures classmate linkages with other com-

panies and the government bureaucracy, whereelite rise in

pace, so that contacts with every importantinstitution at every

level can be conducted through long-term intimate channels.

Managers of a large American corporation commonly have at

least as broad a range of experience, and American companies

can acquire some know-howbyhiring workers with certain

skills. However, with more turnover American employeeslack

the close personal connections within the company and with

peers in other key organizations that contribute so much to

Japanese company effectiveness.

As in the bureaucracy, only the top handful of officers

work beyond normal retirement age, and when one man in an

age cohort is chosen president,all his peers resign, usually to

assume a high position with a subsidiary or subcontractor. One
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man therefore stands alone as the senior person concerned with
daily affairs in the company, although the chairman of the
board, usually the previous president, and board members or

consultants, also former chief executives, may carry great
weight on majorissues or other issues in which they have spe-
cial interest. It is conventional wisdom in Japan to concentrate
the most experienced menatthe top, in part because they have
mature judgmentbutalso because other senior peopledo not
have to suffer the humiliation of serving under people younger
than themselves and will wholeheartedly accept authority from
those older whoare also competent.

Howis it possible for a unit to work effectively when a
mediocre senior personis serving above an abler junior person?
The answerlies not only in the senior person’s lack of worry
about being replaced by his junior but in the differentiation
between task and title or position. The essential building block
of a company is not a man with a particular role assignment
and his secretary andassistants, as mightbe the case in an Amer-
ican company. Theessential building block of the organization
is the section. A section might haveeight or ten people, includ-
ing the section chief. Within the section there is not as sharp
a division of labor as in an American company. To some ex-
tent, each person in the samesection shares the same overall
responsibility and can substitute for another when necessary.
The abler younger person knowsthat he cannot surpass his
senior in rank and salary now,butthat all concerned infor-
mally recognize that he is abler than his superior. He also
knowsthat he will eventually rise higher than his present se-
nior, but that he must cooperate with his present senior for his
section to accomplish its tasks and for him to be considered
promising. Similarly, the head of the section is held responsible
for the successful work of the section. He knowsthat he needs
to take advantageof the talents of the abler person under him,
and he therefore eagerly gives him responsible work. Heis in
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no fear of being upstaged byhis underling, for they are lumped

together when their accomplishments in the section are evalu-

ated. Within the general work of a section, one’s assignment

to a task at a given timeis affected by one’s generalabilities,

skills, and aptitudes more than by one’s title within thesection.

Thesection is, in a sense, an organic unit composed to match a

variety of talents rather than a team with clearly distinct, in-

dependent role assignments. The section has a responsibility

to perform, and each is expected to help out by dividing up

what needs to be done, substituting for someone whois absent,

or assisting another when necessary. The assignmentis flexible,

for the position and tasks are two different systems: the posi-

tion rises with seniority, but the work depends onthetasks of

the unit and the talents and complementarity of the individ-

uals. Work is not determined bya specifically defined position.

Whenasked to describe a Japanese company, most Japa-

nese managerslist as one characteristic the practice of “bottom

up” rather than “top down.” The lowly section, within its

sphere, does not await executive orders but takesthe initiatives.

It identifies problems, gathers information, consults with rele-

vant parts of the company,calls issues to the attention of higher

officials, and draws up documents. Of course the section acts

within the context of the wishes of higher officials and is in

constant communication with them. Proposals are not usually

sent to higher levels until the section has consulted broadly

with other sections and has formulated detailed plans. No-

where in the processis there a fully organized presentation of

several options to higher officials, and nowhereis there a neat

package of conclusions flowing from higher levels. Good deci-

sions emerge not from brilliant presentations of alternatives

but from section people discussing all aspects of the questions

over and overwith all the most knowledgeable people. Some

senior executives in companies play a central role in making

decisions, but ordinarily they do so only after appropriate
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section leaders lay the groundwork through close consultation
with other sections and only when lowerlevels cannot them-
selves resolve their differences. Section people take great pride
in their work because of their initiatives and because they have
a chance to develop their leadership and carry great weight
within the company on mattersrelating to their sphere. Conse-
quently, the morale of young workersin their thirties tends to
be very high.

For this system to work effectively, leading section per-

sonnel need to know and to identify with company purposes
to a higher degree than persons in an American firm. They
achieve this through long experience and years of discussion

with othersat all levels. Company aims are not canonized into
documents but continue to fluctuate with the changing envi-
ronment, and therefore section leaders must avoid being locked
into a specific list of aims but rather adapt to overall opportun-

ities for the company as a whole. Section leaders are sufficiently

tuned to the overall thinking of the companyfor them toin fact
achieve this, and they are given the leeway to act accordingly
because higher officials know that section leaders are thor-

oughly committed to their company, where they will remain
until retirement.

With so much authority concentrated at low levels and
with so muchdiscussion betweenlevels, how can the company
leaders make the bold decisions that have led to Japanese suc-
cess? First, they operate in a climate of muchgreater security
‘than the typical American firm. A company receives advice
from well-informed bureaucrats, banks,affiliated trading com-

panies, and other companies in its group. It is backed by banks

and ultimately the government, which when necessary will
assist it in obtaining special resources andfacilities and will not
pursue it in ways that create uncertainties and costly law suits.

Second, becauserivals are striving for market share and because
the seniority system and bank lending require expansion, it
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becomes more dangerousto stand pat than to move ahead with

bold modernization and innovation. Further, stockholders do

not constrain executives with demands for short-term profits.

As a result, Japanese companies have consistently been bolder

than most of their Western counterparts in modernizing and

expanding their capacity.

Group SPIRIT AND PERSONAL INCENTIVES

In addition to providing the employee with the economic

incentives for long-term loyalty, company officials do their

best to reinforce employee identification wth the company.

Theyprovide elaborate annual ceremonies for inducting the

new employees who enter as a group shortly after the end

_ of the school year. The official training program may be any-

where from a few weeksto years, and includes not only useful

background information but emotional accounts of company

history and purposes. Forspiritual and disciplinary training the

employee may go on retreats, visit temples, or endure special

hardships. To strengthen the bondsofsolidarity, the new em-

ployee may be housed in company dorms while undergoing

training, even if it means being separated from his spouse or

parents. But even after the formal training program 1s over,

the young employee continues to be treated as an apprentice

for some time. He continues to receive training and super-

vision, and heis expected to behave with appropriate deference

to his seniors. In American termsit is perhapslike a combina-

tion of the behavior of the fraternity pledge, without the

hazing, and the young doctorin residencytraining.

Companies commonly have their own uniforms, badges,

songs, and mottos. Each companyhasa special lore about the

spirit of a “Matsushita person” or “Sumitomo person” or

“Sanwa person,” but to the outside observer the spirit sounds

strikingly similar: enthusiastic, loyal, devoted. Companyrecep-
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tion halls are available to employees’ families for receptions and
celebrations. Resort housesin the mountains and onthesea-
coast can be used by company employees whohaveputin the
appropriate years of loyal service. Dormitories or apartment.
projects are available to employees of many companies. Unlike
America, where mortgages are commonly obtained directly ©
from banks, in Japan a high proportion of mortgages are ob-
tained from the workers’ companyatsubsidized interestrates.
The company supplies gifts for many occasions in addition to
the large semiannual bonuses. Special discounts of company
products are available to employees and their families. Many
companies have daily ceremonies—for opening the store, com-
mencing work, or starting physical exercise. Parties large and
small bid farewell to the old year, send off employees trans-
ferred to another city, welcome them home, congratulate
people on promotions or honors, greet visitors, and commemo-
rate retirement. Weekend grouptrips celebrate the coming of
cherry blossoms, fall foliage, or holidays. For family members
there are parties, special-interest clubs, courses, lectures, and
exhibitions. |

In addition to providing gymnasiums and swimmingpools,
a large company usually has sports teams well-equipped with
uniforms and often with showcase facilities. So they can do
well in their leagues, many companiesrecruit talented athletes
as company employees, much as American colleges do, and
they are given only minor work responsibilities. Outstanding
professional sports teams that in the United States would be
privately owned and associated with a particular cityare in
Japan sponsored instead by companies. The very highest offi-
cials in the company commonly take off from work to attend
important sports contests with their rival companies.

During Prime Minister Tanaka’s time companies even
tried sponsoring political candidates, but this was abandoned
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because they hadlimited appeal, even within the company,and

it proved embarrassing for companies to have their candidate

lose.

Executives generally want their employees to spend a

certain amount of off-duty hours together, preferably under

company sponsorship. One company,troubled that too many

young employees had their own cars and sufficiently high

salary to go off on their ownrather than use companyfacilities,

surveyed employee interests and, finding that bowling was

then the current rage, provided very attractive uniforms, bowl-

ing balls, and other equipment. It also bought a regular block

of time for workers at the most luxurious nearby bowlingalley.

By ensuring that more leisure time was under company au-

spices, the companyreinforced groupsolidarity.

Loyalty in a large companyis a many-layered overlapping

labyrinth. Employees have layers of loyalty to the group with

which the companyis affiliated, to the particular factory or

store, to the section, and to the immediate work group.

Younger employees whoare in a given specialty or careerline

may also enjoy a special link with senior sponsors in the same

career line. Even with the immediate work group, one kind of

group spirit thrives when thesuperior is absent, another when

he is present. Part or all of the peer group assembles to com-

memorate earlier times and gossip about current events. Infor-

mal socializing, celebrations, and farewell or welcome-home

parties occurat all of these levels.

At times a senior’s concern about younger colleagues

borders on what Westerners would consider “mothering,” for

Japanese of both sexes accept personalsolicitousness that in the

United States would ordinarily be considered unmasculine for

mento give or receive. To avoid embarrassing an individual in

public, criticism is commonly expressed in private in the spirit

of a superior siding with a junior to help with a problem cer-

tain to cause him trouble.
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With so muchsecurity and warmth, how does the system
ensure high performance? In initially hiring employees, the
company aims to be as merciless as entrance examinations in
selecting people of quality. In preparation for selecting among
employees of a peer group for more responsible positions, key
line officers spend an enormous amount of time informally
evaluating the performance of juniors, for decisions about
personnel are considered tooimportant to beleft to personnel
specialists. Employees are generally reassigned every two or
three years, and each person knowsthat the quality of his over-
all performanceis being evaluated to determine his nextassign-
ment. Those whorise to the top are chosen becausein addition
to high innate ability they have the capacity to see the big
picture, to analyze problems clearly, to convey poise and
confidence, to inspire support from fellow employees inall
parts of the company,and to form successful relationships with
top-level people in other companies and in the government.

The Japanese company makes it clear that its substantial
benefits to employees are not guaranteed. Benefits are not dis-
tributed automatically by contractual agreement to anyone
simply because he is a company memberor because he falls
into a certain category of age,status, and length of service, for
leaders believe flexibility of rewards is needed as critical
leverage to maintain discipline. Bonuses, sick leave, and use of
companyfacilities are offered to the hard worker,but signs of
disapproval to the dilatory cause doubts about how superiors
will respond when they come with their next request.

For motivating the worker, superiors rarely need to talk
directly about benefits. Since employees have such long-term
personalrelationships with each other, small systematic differ-
entiations of treatment by superiors have great psychological
significance. Those whoreceive subtle hints that theyarelikely
to rise eventually to the top positions are tremendously moti-
vated because thereis sufficient continuity and predictability
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to ensure that the hints can be translated into reality. When

peers become overly solicitous to see if they can be of help,

the worker knowsthat others considerhis performance below

par, and he maybe devastated. He will rise by seniority alone,

but to be at the bottom of his age group is extremely embar-

rassing and to be at the bottom and disliked for not trying as

well is something to be avoidedat all costs. But unlike students

at the Harvard Business School and members of the United

States State Department, for example, those at the bottom of

the Japanese peer group do not need to worry that they may

becomecastoffs as long as they exert themselves; the threat of

banishmentis often implicit but rarely used.

The most important single criterion for assessing quality

for regular term promotionsis the capacity to work well with —

others. The person whorises more rapidly is not the one with

the original ideas but the one who can cooperate with others

in finding a conclusion satisfactory to everyone. Personal

achievement cannot be separated from the capacity to work

effectively in groups. Eventually the reward for performance

and effort include salary andposition, but the proximate reward

which foretells the eventual success in salary and positionis the

esteem of colleagues. In an American company without a

strong group spirit and without expectations of permanent

employment, an employee might come to feel that the only

significant reward is salary and position, which in his view

oughttobe finely tuned to match performance.In the Japanese

view,this custom, like tipping which theystill avoid, cheapens

the sense of service and contributes to contentiousness. In a

Japanese company with strong group spirit and a long time

frame, the really significant reward, the thing an employee

strives for, is the esteem of his colleagues.

Tue Company Man: Harp Work AND SELF-ESTEEM

Earlier generations of Western social scientists like Durk-

heim and Parsons thought that occupational specialty could
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provide the means for integrating the individual in modern
society. However, the pace of modern technological and orga-
nizational change renders occupation specialty training too
rapidly outdated to provide a stable source oflife-long identi-
fication and basic social integration for the society. No struc-
ture in the West compares with the Japanesefirm in its capacity
to introduce rapid change and to provide identification for a
substantial portion of the population. The young American
employee hired as a specialist is not interested in learning as
broad a range of things about the company as the young
Japanese employee, who is more of a generalist. A Japanese
employee who knowshe will be kept and retrained in midcareer
is less likely to worry aboutinnovation andresist technological
change. Featherbedding andthe reluctance of American work-
ers to be flexible in performing various jobs in a company are
problems for American industry not only because workers are
afraid of losing their jobs but because they want to protect
their skill level. The Japanese worker concerned about the long-
range future of his companyeagerly seeks technological change
and, becausehisstatus and futureis less related to a specialskill
level, he is more willing to perform miscellaneous tasks and to
assist fellow workers in different tasks as the need arises. The
employer gets fuller and moreflexible use of employees, and
employees find the varied work less monotonous than their
American counterparts whostick to the same work.

Like paternalistic craft structures in premodern America,
Europe, and Japan, the large modern Japanese companyis
committed to the whole individual, not simply to the task-
related part of the individual. Alfred Sloan once boasted that _
General Motors continued to pay dividends to stockholders
right through the depression even though it had to lay off
workers. A Japanese business leader would never say such a
thing and,if he did anything remotely resembling it, he would
try to hide it, for valuing profits above his employees would
destroy his relationship with his workers. The primary com-
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mitment of a Japanese firm is not to its stockholders butto its

employees.

Japanese workers reciprocate this commitment, for they

prefer a companythat is not simply “dry,” cool, and calcu-

lated, but “wet” with human emotion. The American employee

with specific assignments and responsibilities and strictly cal-

culated pay per houris not inclined to work beyondstated

time or to do extra personal things for his colleagues, but a

Japanese employee is. Every five years, beginning in 1953,

there have been public opinion polls in Japan asking if people

would prefer to work for someone who madespecific assign-

mentsand provided help within the confines of the work or

someone whoexpected extras beyond specific assignments but

was prepared to offer personal help beyond the regularrules.

The Japanese public, by a substantial majority, consistently

prefers the supervisor whohaspersonal relations going beyond

the work requirements. Americans overwhelmingly prefer the

opposite.

Even without company-sponsored activities, employees

find time in the evenings or on weekends to have good times

with one another without work in front of them. They often

socialize on the way home from work. In many companies

with a five- or five-and-a-half-day week some employees at

almost all levels come in on Saturday andstay later to play

mahjong, go, shoji, or to go drinking. Even among more

“modern” employees who, like Americans, want to spend

weekend time with families, couples often spend their time

with other couples connected with the same company.Social-

izing is partly for sheer fun, but many consciously try to have

good times together to makeit easier to work together during

the week. Because employees know they have to have each

other’s goodwill until retirement, they are not as likely as

Americans to become righteously indignant with each other.

They look for ways to subduetensions andrivalries and rein-



153

Japanese Successes: The Large Company

force camaraderie. Inner feelings of competition, anxiety, and
annoyance may be atleast as strong as in American companies
since relationships are so close and since escaping difficult
problems by leaving the companyis not ordinarily a realistic
option. Informal sociability is not only an endin itself but a
way to contain these potentially disruptive tendencies.

The success of Japanese companies in avoiding disruptive
labor unrest must be understood in the context of long-run
individual identification with the company, but it has been
reinforced by companyhandling of labor unions. After World
WarIT, when the Allied Occupation ordered a rapid expansion
of laborunions, Japanese company executives moved quickly
to make employees members of labor unions. Labor unions
were thus born not from virulent struggles led by bitter union
leaders but from theinitiative of company leaders. Nonethe-
less, the labor movement, at first protected by the Allied
Occupation, became a powerful and sometimesviolentpolitical
force. Management movedto encourage faithful employees to
take part in union activities with the hope of moderating the
potentially devastating strikes. They encouraged white-collar
employees to join the same company union as the blue-collar
employees and provided roomsand otherfacilities for union
activities. These same white-collar employees, after serving
their stint in labor unions, then returned to their managerial
career line withoutloss of seniority. When unions became too
militant, companies sometimes used questionable tactics to
break the union and sponsored a second union that was more
sympathetic with company goals. Managementrealized that
simply co-opting unions could not be successful, and they
eagerly sought feedback from unionsto find opportunities for
meeting worker complaints in order to create better working
relations and a moresatisfied labor force. Japanese unions are
organized bythe enterprise, and national craft unions tend to
be weak. Nonetheless, unions do energetically represent the
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interests of the workers in pushing for benefits. Otherwise,

union leaders would lose the supportof workers. Unions also

play a role in aggregating worker opinion on issues directly

affecting them as part of the root-binding process in the firm.

Though very worried about the danger of unions in thelate

1940s, management has cometo regard their unionsas friends -

in helping stabilize the company. To avoid an excessive adver-

sary relationship and create a proper climate, managementfinds

time to socialize with union leaders without waiting for dis-

putes that engender an atmosphere of controversy.

Because Japan is a rapidly modernizing country, with a

dual economy of a modern andless modernsector, workers in

larger companiesare elite, with better training, more security,

and better working conditions than workers in small companies

that are less modern. Employees in large companies therefore

have felt privileged to be there. Furthermore, since companies

were mostly formed by managers rather than independent

owners, workers have norich capitalist class above them but

only a managerial class whosestyle of life is not so different

from their own. Japanese executives feel that not only Ameri-

can company owners but managerial staff have given them-

selves too many emoluments compared to what they gave the

workers. This modest differential between managers and

workers of a given age tendsto reinforce the worker’s sense of

identification with the firm. |

In some areas unions have engaged in long disruptive

strikes, but in all such cases workers were not afraid of com-

pany losses through strikes. Local government employees,

public school teachers, national and private railway workers,

workers in government monopolies like tobacco, and, in the

early postwarperiod, mine workers have fought militantly, but

they all share a common characteristic: they are convinced

that disruptions will not endanger the future of their organiza-

tion. Government employees know that taxes can be used to
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raise their wages and improvetheir conditions regardless of the
effectiveness and efficiency of their government unit. Private
railway workers know that company incomeis determined by
the rate structure, which can be adjusted if wages are increased.
And in the early postwar period, when coal was the main
source of energy and the government provided necessary sub-
sidies to private coal companies, workers were notafraid that
militant struggle would weaken the competitiveness of their
company. In the late 1950s, when coal companies were going
out of business because of the decline of available resources,
miners struck because they knew they wanted the bestpossible
settlement, backed by government support for a declining in-
dustry. In ordinary companies, where workers identify with

-the long-run interests of the company, strikes have been vir-
tually unknown once the Occupation ended and the economy
returned to normalin the early 1950s.

With growing affluence and full employmentin the late
1960s, many young Japanese became confidentoftheir ability
to earn a living even if they should leave their present com-
pany, and this attitude threatened companydiscipline. Many
worried managers therefore fought harder than ever to main-
tain companysolidarity. At the height of rapid growth, when
unemployment wasless than one percent and many company
employees could have found work elsewhere, they still re-
mained in their company. Since the oil shock of 1973, with
renewed fears of a depression and increased unemployment,
workers havefelt especially dependenton their company and
discipline has improved further. Although the Japanese stan-
dard ofliving is now on a par with that of the most advanced
countries in the world, affluence has not ended hard work.

Evenin the public sector there have been few debilitating
strikes in recent years. Strikes in the public sector are officially
illegal, and when some unionstested this legality in 1976, the
strike was stopped before the announced termination date by
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public opinion and not the law. Employees from private com-

panies who worked hard and accepted what they considered

reasonable salary raises would not tolerate the government

providing more favorable conditions for striking workers in

the public sector. Newspapers that initially had taken a some-

what favorable attitude toward strikers changed quickly with

the vehemenceof public reaction. They began reporting, for

example, that children of striking workers were ridiculed by

classmates for what their parents were doing to the general

public. It would not bepolitically feasible for workers in the

public sector to use their capacity to stop the operation of

public facilities to raise salaries higher than their counterparts

in the privatesector.It is not simply that the majority of Japa-

nese workers are basically satisfied because their interests are

being served, but that the workers in the private sector who

do notstrike because of devotion to their companyexert public

pressure strong enoughto contain strikers in the public sector.

Perhaps more important than the success of companies in

mobilizing workers for production and avoiding disabling

strikes is the impact the system has on theself-esteem of the

individual. The American whois fired orlaid off as soon as the

company’s financial statement is in the red and who must go

on unemployment insurance finds it hard to maintain great

self-respect for his capacity to work. The worker who knows

he will then be out of work understandably might demand

more salary now, but in so doing he begins to measure his

contribution and even his own worthsolely in monetary terms.

Even a high American official who is dropped or demoted

because his division is unprofitable or whois hastily removed

whendissatisfaction rises about company performance cannot

help but have doubts about himself as well as his company.

Unless caught in a horrendous well-publicized scandal, no

Japanese official would be comparably disgraced by his com-

pany, and even if an official were caught in such an extreme
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case, other companyofficials find a way to cushion the blow if
he has indeed performed well for the company. Officials who
must be demoted to take responsibility for a public problem
are often given substitute rewards and honor within the com-
pany so that they may notfeel especially distraught. Success
and failure come from group effort and are never laid on the
shoulders of a single person. At worst, if an official performed
badly, his term would be brought to a close slightly more
rapidly or he might not be promoted to the next post quite as
readily. Formerofficials do not need to be discredited by new
officials and generally remain on good terms with their suc-
cessors. Japanese workers who feel they do more than is
required andfeel they are appreciated by fellow workers enjoy
a greater sense of individual worth than do those who merely
get by with the minimal effort, a more common American
pattern.

In short, the large Japanese company, an institutional
structure that originated not in traditional Japan but in the
mid-twentieth century, has developed a very effective modern
corporatism well adapted to the needsofthelatter part of the
twentieth century. It has not eliminated problems. There are
bad managers as well as good ones, and workers feel unhap-
piness with boring assignments, anxiety over personal difficul-
ties, disappointment at not being more appreciated. But by
international standards the large modern Japanese corporation
is a highly successful institution. It is successful not because
of any mystical group loyalty embedded in the character of
the Japanese race but because it provides a sense of belonging
and a sense of pride to workers, whobelieve their futureis best
served by the success of their company. Thepride andstability
that so many Japanese have because a family member worksin
a large company helpsstabilize the political process and set a
tone for the societyatlarge.
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Basic Education:

Quality and Equalty

MERICAN REPORTERS in Tokyo

have expressed envy of their Japanese

counterparts for the sophistication of the reading public and

the resources of the major newspapers. Crocker Snow, former

Boston Globe correspondentin Tokyo, observed that the Jap-

anese reporter can assumethat the typical reader of the three

major dailies (combined circulation, about sixteen million) 1s

better informed about international affairs than the reader of

America’s east coast elite dailies. News commentators on Japa-

nese national commercial television can assume that the audi-

ence has sufficient scientific understanding to use various

chemical formulas when discussing pollution, nuclear plants,

or other scientific questions. As Richard Halloran, former

Tokyo correspondent of the New York Times, acknowledges,

because a large Japanese newspaper ‘‘can smothera story with

more manpower than any ten American papers,” these large

dailies are able to carry detailed information about international

developments that compares with Americans’ elite papers.

They have moreanalysis of their own government's planning

and policy options than even the Washington Post carries

about the American government. These newspapersare highly

competitive commercial operations, and they include such
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thorough coverage because the general public has sufficient
knowledge andinterest.

Beyond such subjective impressions,it is difficult to find
a meaningful quantitative measure to compare the educational
level of the adult population of different countries. Probably
the most meaningful cross-national comparisons can be madein
fields like mathematics and natural science, where cultural and
historical factors play a relatively smaller role than social
science and humanities. Where datais available for such cross-
national comparisons, no country outperformed Japanoverall.
Nathan Glazer points out that on the 1964 twelve-nation
achievementtests in mathematics for thirteen-year-olds, Japan
scored secondto Israel. However, these were selected samples,
and when adjusted to estimate the average in the.age group,
Japan ranked third, although the first and second place coun-
tries edged Japan by only an insignificant amount. When
adjusted to estimate the top three or four percentof the entire
age group, Japan wasfirst both for mathematics majors in the
preuniversity group and, by an even larger margin, for non-
university majors.

In the 1970 international science test givento ten-and
fourteen-year-olds in nineteen countries, Japanese youth per-
formed comparably well. Among ten-year-olds, the Japanese
were first in the subtests for earth sciences, chemistry, and
biology. Although they ranked fourth in information, they
ended overall in first place because they werefirst in un-
derstanding, in application, and in higher mental processes.
Fourteen-year-old Japanese scored second to their Hungarian
counterparts in biology but first in physics, chemistry, and
practical science. Although they ranked only secondin infor-
mation, they werealso first overall because of their test results
in understanding, application, and higher processes. These
findings are not unrelated to the fact that Japanese middle
schools have science labs, and ninety-three percent of the
science teachers weretrainedin scienceat universities, a record
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unrivaled in other countries. In grand total score America

ranked fifteenth of nineteen countries.

Only a handful of American children, even among those

living in Japan, have ventured to attend regular Japanese

schools, whereas thousands of Japanese children have attended

American schools. It is commonly understood that those Japa-

nese whoattend elementary and junior high school in comfor-

table American suburbs will be a year or two behindtheir

grade level in mathematics and the natural sciences when they

return to Japan. The sameis true even for the physical educa-

tion skills stressed in Japanese schools, to say nothing of

Japanese and Chinese history.

Lest it be assumed that music andartistic skills in Japan

are neglected, William K. Cummings, who has done the most

thorough cross-cultural study of Japanese and Americanele-

mentary education, comments as follows from his observations

of music classes in Japanese schools: “By the sixth grade, most

students are able to switch readily between at least three

different instruments. Thefirst time I saw this level of achieve-

ment, I could not believe my eyes. But after the fifth primary

school, I had to recognize that it was widespread. While the

members of the orchestras and bands in American primary

schools achieve this level, most of the remaining students are

musically illiterate. Comparisonsin art are nearly as dramatic.”

When a foreign television producer’s delegation observed

Japan’s NHKtelevision concerts, they were surprised how

little time is spent by the television staff in rehearsing for the

program until it was explained that producers, cameramen, and

other supportstaff all used the same musical scores for cues,

reflecting a capacity of everyone to read music that could not

be assumed in an Americantelevision studio.

Some of the differences might be accounted for simply

by the fact that the Japanese attend school about one-third



161

Japanese Successes: Basic Education

more than Americans, for 240 days a year compared to 180
days a year in America; and, as Cummingsnotes, attendance
rates in primary and junior high school are muchhigher in
Japan.

What is perhaps even more remarkable than the high
quality of Japanese education is that such aninsignificant per-
centage of Japanese do notachieve a high standard ofliteracy.
Whereas the United States Army mustrejecta sizeable propor-
tion of applicants because ofilliteracy, the inability to read
and write is virtually absent in Japan. Although precise cross-
cultural comparisons are almost impossible,illiteracy has been
estimated by some to be as high as twenty percent in the
United States, but in Japan illiteracy rates are generally esti-
mated to be below onepercent.

The Japanese drive to extend formal education has been as
vigorousas their efforts to increase their GNP. In 1955 only
about one-half of Japanese youth entered high school andless
than ten percent postsecondaryinstitutions. By the late 1970s
over ninety percent of both Japanese girls and boys were
completing high school, compared to approximately eighty
percent of all American youth. Virtually all Japanese who
enter a school complete it. In 1975, for example, ninety-seven
percent of those entering high school completed it, compared
with seventy-nine percent in America. At the postsecondary
level in Japan, approximately the same number of males and
females enter colleges, but females more commonly complete
two-year courses and males more commonly four-year courses.
Although approximately thirty-five to forty percentofcollege-
aged youth were attending a university both in the United
States and Japan, because of sizeable numbers of American
drop-outs Japanese more often complete their training. Almost
forty percent of Japanese males in their mid-twenties have com-
pleted four-year colleges compared to about twenty percent
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of Americans (although the American figure rises to about

thirty percent by the late twenties). Very few Japaneseattend

graduate school. However, the desire for higher education in

Japan is greater than enrollment figures suggest, for university

openingsarestill not adequate to meet the demand. In America

virtually any high school graduate can find a college or univer-

sity to attend, but in Japan there are roughly three openings

for four applicants. Even after students have completed their

schooling, an extraordinarily high number continue taking a

variety of correspondence courses and special study programs

in their place of work, whether or not they are required to do

so by their company. A very high percentage of the Japanese

continue to read serious books and to master new bodies of

knowledge.

Japanese education is not without major problems. Uni-

versities have an important function in certifying students, but

faculty devotion to teaching andto studentsis limited, student

preparationsare far less than prior to the entrance examination,

analytic rigor in the classroom is lacking, and attendance is

poor. University expenditures per student are unreasonably

low, and the level and variety of advanced research are highly

limited. The Japanese student in his essays is more likely to

follow guidelines than to develop his originality. Entrance

examinations to high schools or universities can be so competi-

tive as to cause students to restrict their intellectual breadth,

eliminate extracurricular activities, neglect their social develop-

ment, and,in case of failure, become psychologically depressed.

Americansare not about to import these problems, which

show deep failures in Japanese education. Yet the maintenance

of high motivation for learning, the uniformly high quality of

the nine years of compulsory education, and the wide scope

of educational television in Japan are remarkable achievements

worthy of emulation.
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Tue Drive to LEARN: EXAMINATIONS |

AND Group RESPONSIBILITY

Japaneseare notsatisfied just to attend school more hours

per day and more days per year than Americans. Overhalf of

Japanese youth at some time attend supplementary schools

(yuku) during their elementary or secondary school years.

Supplementary schools come in all shapes andsizes, but the

vast majority are to improvethe students’ chances of passing an

entrance examination to a slightly more desirable high school
and college. Most students have a goodidea af whatinstitution

they might qualify to enter by entrance examinations if they

prepare thoroughly for one or two years. Yet after entrance

examinations are over, about eighteen percent of the men and
a somewhat smaller percent of the women whofailto pass an

examination to their desired institution remainfor one year or

more as ronin (masterless samurai), without institutional affili-

ation, preparing for anothertry at entrance examinations.

The pressure surrounding entrance examinations derives
from the fact that they are the exclusive means for determining -

admission to institutions of higher learning and for obtaining

that all-important first position. In fact, the American student

who attends a good university and receives a goodfirst job is
likely to be significantly more successful than one who does

not, but there is somehow an American hopethat one will have
many opportunities to move throughoutone’s career. In Japan
the widely acknowledged importance of the universityat-

tended for determining later success concentrates life-long

career ambitions on the entranceexaminations.

The entrance examinations measure acquired knowledge
on the assumption, widely accepted, that success depends not
on innate ability, IQ, or general aptitude but on the capacity

to use innateability for disciplined study. It is acknowledged

that native ability may affect the capacity of an individual to
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absorb information, but in the Japanese view there is only one
wayto alter the result: study. Those who spend a year or more
going through special cram coursesin order to enter what they
consider an acceptable institution are notcriticized for plod-
ding but are praised for perseverance.

Entrance examinations are much maligned for causing
excessive tension, rote memorization, and one-sidedintellectual

development, and foreliminating extracurricular activities and
destroying the joy of youth of preexamination students. Hor-
ror stories of examination preparation receive ample publicity,
although extreme cases are in fact small in number. There are
suicides over exam failures but these have declined since the
late 1960s, and the overall Japanese suicide rate is not high by
Furopean standards. Educators have urged and undertaken a

variety of reforms to reduce examination fever, albeit without

appreciable success, for the desire to achieve through entrance

examinations remains unabashed.
No one defends extreme cases of “examinationhell,”’ and

if the system were imported to America, it would probably

not be carried to such extravagant lengths. It should be noted,
however, that entrance examinations have a great deal of logic

in their favor. They are highly predictable so that schools,

students, and their parents know what to prepare for. The

teacher’s authority in judging a student’s record is negligible,

since grades or written recommendations are unimportant for

college admission. It is unmistakably clear to students that their

future depends on meritocratic performance as measured by

entrance examinations. Motivation comes from theinside, and

the student, mindful of his responsibilities to parents and school

and concernedabouthis future, wants to learn so that he maybe

prepared for the entrance examination. As shown bythe ques-

tionnaire returns accompanying the science achievementtests

in nineteen countries, Japanese children enjoy school more

than students in other countries. The teacher becomesanally
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whois trying to assist the student in facing the examination.
The Japanese teacher has a broader sense of responsibility for
helping the student outside classroom hours and is typically
available in school many days during summerrecess.

The motivation for achievement through examinationsis
increased by the tight-knit membership ofa variety of groups.
Families are, in a sense, competing with other families, and the
child’s success in examinationsis seen as directly reflecting on
a family’s success. As Thomas Rohlen has shown, the small,
intact family does much better in preparing the child for
entrance examinationsthan the large family, the broken family,
or the family with one parent deceased, for the intact family
exerts itself, sending the child to supplementaryclasses, assist-
ing him at home, and arranging family life to ensure the
sanctity of study. Parents, and especially mothers, take a great
interest in how well the school prepares their student for the
examination. Through the junior high schoollevel it is unreal-
istic for most parents to send their children to schools other
than their local public school; therefore parents take an
active role in local school activities, supporting teachers of
excellence and school administrators who try to maintain
quality education.

Furthermore, thereis intense competition between schools
to place their students well. Just as villages compete to erect
the best most modern buildings, so schools strive to get a
higher share of their graduates admitted to the best schools at
the next higher level. Since teachers are responsible for their
students’ personal and motivationallife as well as for classroom
behavior, they feel responsible for the success rate of their
students.

The system thus reinforces the key actors—students,
teachers, and parents—in their identification with the student
preparing for the examinations. Given the tendency to relax
that comes with affluence, schools in Japan, as in other modern
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countries, face the danger of lax standards. From his interviews

in various Japanese schools, Rohlen concludes that having the

entrance examination system in the background1s necessary to

maintain discipline and high standards.

Comparedto examinations that would certify high school

graduation—an idea now being considered in America—en-

trance examinations have clear advantages. With certification

examinations, it is unlikely that many students, teachers, and

parents wouldbepositively motivated since only thoseclose to

the margin of failure would beat all concerned. On the other

hand, entrance examinations make sense to the Japanese be-

cause they are not simply arbitrary evaluations by authorities

but a legitimate demand by educationalinstitutions that those

who enter meet a certain standard. Most of the ninety percent

of the age group who wish to enter high school andthefifty

percent who wish to go on for higher education are highly

motivated to prepare for entrance examinations to be able to

enter an institution of their choice. Once a student enters an

institution, examinations do not end, but he does not need to

worry about being terminated for academic failure, and this

allows the student to develop a feeling of belonging in a mutu-

ally supportive group environment.

Bythe time the Japanese student enters a good high school

or good university, he has internalized attitudes about hard

work. He may not have enjoyed the pressure of examination

hell, but he has learned discipline as well as mastered a body

of knowledge. For all the excesses of the entrance examination

system, the desire to succeed on them maintains groupsolidar-

ity and the motivation to study. In entrance examinations a

student’s competition is not with a small circle of intimate

friends butwith thousands of unknowns whowantto enterthe

same institution. The strong attachment of the student to his

peer group in school, to his family, to his teachers, and they to

him, greatly reinforces the motivation to study. All want the
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student to succeed. In later life, it is again in large part the
individual’s attachment to the work group and his long-term
time perspective that makes him want to master materials that
might someday prove useful to him, his work group, and the
companyat large. As a result of the examination system the
nation acquires a large reservoir of well-trained people with a
substantial core of common culture, people who are curious,
teachable, disciplined, and sensitive to humanistic and civic
concerns. Despite complaints, no one has moved to weaken
entrance examinations, for no one has yet devised a better
system to maintain motivation, hard work, and family and
school solidarity.

UnirorM NATIONAL STANDARDS

Until the end of World WarII, the Japanese Ministry of
Education wrote the textbooks for each subject in each grade.
After the war a new set of guidelines was established by the
Allied Occupation to provide a more democratic orientation
for compulsory education. Compulsory education in Japan is
measured not by age but by completing the ninth grade, al-
though in fact virtually all students complete it at age fifteen.
Someof the guidelines for course content were influenced by
American educators from states like California and New York
which hadsimilar statewide guidelines. After the Occupation,
the Japanese Ministry of Education kept the democratic thrust
but prepared even more detailed, book-length guidelines for
the essentials of the curriculum (gakushi shidd ydry,officially
translated as “Course of Study”) of all elementary, lower
secondary, and upper secondary schools in the country.

In the elementary schools the Course of Study includes
Japanese language, social studies, arithmetic, science, music,
arts, handicrafts, homemaking, and physical education. In jun-
ior high school it covers Japanese language, social studies,
mathematics, science, music, fine arts, health, physical educa-
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tion, industrial arts, homemaking, and foreign language. The

curriculum is quite comprehensive by American standards,

including political and moral issues, physical training, thearts,

vocational information, and world affairs as well as basic

academic subject matter. In preparing the Course of Study,

twenty of the nation’s leading educators for each subject

weighed various alternatives to determine the nature of skills

that students should be expected to acquire. In addition to

setting overall objectives and listing for their subject specific

topics to be covered, they provided suggestions for teaching

methods. The Course of Study was first completed in 1958,

and the revisions were made in 1968 and 1978. (The 1968

volumes have been translated into English). Other specialized

handbooks provide suggestions for the use of audiovisual and

other materials.

For example, goals for the second grade student include

the following: “To listen with delight to a story or juvenile

tale; to hear a story, considering the sequence of the matters

involved; to convey a message without missingits vital point;

to speak to all of the audience with a clear voice; to speak,

considering the sequence of the matters involved; to speak in

response to the content of the other party’s statement.”

A commonpractice for developing confidencein speaking

positively in front of a class begins by asking students simply

to call out “present” in a loud, firm voice, then at a later time

to go on speaking loudly and clearly on small matters they are

certain to know the answer to, and then moveontoslightly

more complicated matters.

The objectives for the study of geography for lower

secondary schools are:

(i) Throughstudies of various regions of Japan and the world,

to have the pupilsseek foundations for geographical views and
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considerations, take cognizance of our country from a broad
viewpoint and understand the importance of making advanced
and rational use of the land, thereby cultivating an attitude of
endeavoring to develop the country.

(i1) To have them realize that there are both regional peculi-
arities and common features in every geographical phenome-
non, consider the geographical conditions accountable for
them, and establish foundations for proper understanding of
each region and the peoples’ lives,

(i) To have them understand that there are various types of
regional groupings, large and small, in Japan and the world,
which are mutually interdependent, and think about the role
of Japan in international society, thereby deepeningtheir real-
ization as a memberofthe nation and the world.

(iv) To have them understand that the relations of human
beings with nature and social conditions have been undergoing
ceaseless changes due to humanactivities and that each region
has also been transforming correspondingly. And, to have them
understand the importance of the proper development and
preservation of nature.

(v) To foster the ability necessary for proper consideration
of geographical phenomenathroughdirect contact; the proper
handling of maps and charts, the writing of reports, etc.

Some examples of the topics to be covered in lowersec-
ondaryhistoryare as follows:

(v) Emergence of “Buke” (warriors’ class) Government
Through studies of the administration of the Kamakura Sho-
gunate, life of warriors, culture during the Kamakuraperiod,
invasion by the Mongolians, and so forth, the teacher should
have the pupils understand how the Kamakura Shogunate came

into existence and how the “Buke” (warriors’ class) govern-
mentreplaced the “Kuge” (court nobles) government.
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(a) Formation of Europe

Referring to Greek Culture and Roman Culture, the teacher

should have the pupils understand that these, coupled with

Christian Culture, formed the basis of the European world in

later years.

(b) Contact with the Islamic World

The teacher should have pupils understand the outline of

contacts between the European world and the Islamic world,

while referring tothe natural featuresand advancement of the

Islamic world.

(c) European peoples’ overseas expansion

Referring to the Renaissance and Reformation, the teacher

- should havethe pupils understand that the Europeans had been

expanding overseas since new sea routes were discovered, In

addition, the pupils should be led to take note of the expansion

of the Netherlands and Britain in later years as well.

(xvi) Development of Modern Japan

Through studies of international relations and Japan’s external

policy, development of Japan’s modern industries and social

changes, formation of modern culture, revision of unequal

treaties, etc., the teacher should have the pupils understand

that, since the early Meiji years, this country had, amidst com-

plicated international relations, established her national struc-

ture on the basis of political, social, economic, and cultural

developments, gradually elevated her international position and

grew up as a modernstate. Andalso, the pupils should be led

to realize that many problems emanated from the postureof

overtaking other powerful nationsrapidly.

Similarly detailed outlines are provided for other topics in

history andall other subjects.

The numberandlocation of vocational courses are deter-

mined by and adjusted to estimates of manpower needs. In

certain fishing communities near Sendai, for example, modern
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courses onfishing techniques are offered thatare not paralleled
by courses in any American fishing communities, anditis not
surprising that the skill levels and technology of American
fishing communities have fallen far behind those of Japanese
fishing communities. Vocational training suffers from many of
the same problemsas in the United States, in that it tends to
attract the less diligent, the less motivated, and less able stu-
dents. However, the Course of Study providesdetailed quality
guidelines for home economics, agriculture, industrial science,
business, fishing, and nursing.

As in many European countries, textbooks are published.
by private companies and approved by boards of leading edu-
cational specialists chosen by the Ministry of Education. In
fact, usually there are only four orfive approved textbooks on
a given subject for a given grade. Although they are generally
bland by American standards, in order to be approved the
books must be well written, must be filled with the best
scholarly information available, and must coverall the topics in
the Course of Study. The price of textbooks is very low, but
the marketis large and the leading textbook publishers compete
keenly to develop high-quality books. In a sense, textbook
publishers in a given field, competing first for Ministry of
Education approval and thenforsales to local schools, are like
manufacturing companies in an industrial sector competing
first for MITI approval and then for successful markets. Only
a small number of publishers have the resources to meet the
very high standards involved.

Textbook certification in social sciences raises difficult
questions of judgment. Until 1945 the single textbook ap-
proved for each subjecthad strong nationalistic biases. Since
then leftist intellectuals who are concerned about the concen-
tration of power in government hands have worried that the
Ministry of Education might favor conservative texts, and
traditionalists have worried that traditional moral training is
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inadequate. In fact, textbooks generally avoid controversy by

presenting objective information or, where opinion wassharply

divided, by offering several differing views with some context

for each of the views. In one difficult case, a textbookwritten

by a famous historian Ienaga Saburo was judged by other

historians to be overly one-sided, and when Ienaga refused to

include alternative positions in the textbook the Ministry did

not approve it, arguing that in such controversial matters

Ienaga’s views could be presented but that other views should

also be presented. William K. Cummings, who wasoriginally

skeptical of the claims of textbook objectivity, concluded after

his study that although there are debatable cases concerning

certification of controversial texts, as a whole social science

textbooks “presented a remarkably open-minded, even a pro-

gressive picture of Japanese society ... The social studiestexts

enabled the students to reflect on their own social situation.”

The success since World War II in maintaining fair-

minded social science texts rests on the balance of political

forces and the independentprofessional ethos of educators and

Ministry of Education officials. Whatever pressures educators

might feel from a conservative governmentare balanced by the

pressures from theleftist Teachers’ Union, and this balance of

power helps ensure that educators have the independence to

maintain quality and objectivity.

When an Americanstate or a European country or Japan

sets educational standards, there is a risk that the approval of

textbooks maylead to political bias. It is not easy to maintain

high national standards without somesuchrisks, but given the

balance of political forces in North America, contemporary

Western Europe, and postwar Japan, and the exposure of

youth to a wide variety of ideas through television and other

media, the danger of narrow thought control as in prewar

Japan and prewar Germany seems small. If anything, in the

United States, which has no national standards and no stan-



173

Japanese Successes: Basic Education

dards in manystates, the dangeris that teachers might provide
incomplete training or that, having solittle supervision, they
might impose personal biases. In Japan every parent can be
assured that his child will be presented the knowledge and
well-considered ideas of the best educators, that noncertified
textbooks are widely sold, and that television (with average
viewing time comparable to that in the United States) will
providehis child with considerable diversity.

The Course of Study plays an important part in the
curriculum of education majorsin the university and of teacher-
qualifying examinations in each prefecture. The seven-to-ten-
day prefectural training program commonly givennew teach-
ers is financed by the Ministry of Education and drawsheavily
on the Course of Study. After a teacher has about five years of
experience, and again after ten years, he undergoes similar
programs to update his knowledge. Finally, if a teacher is to
be promoted to a higher administrative position such as Dean
of Studies (kyoto), he is given another round oforientation
and upgrading. Ministry of Education officials are not neces-
sarily satisfied with the typical teacher’s level of awareness of
the Course of Study, but these training sessions undoubtedly
help assure that teachers have a clear idea of the goals of
education.

In addition to the periodic training of teachers, every ten
years when a new version of the Course of Studyis issued,
special programsintroduce them to the teachers. The Ministry
of Education first invites leading educators from each prefec-
ture to national centers for two days of discussion. These
leaders then carry the program back to their prefecture for
two days of similar discussion with local school leaders, and
the final round of meetings occurs at the local schoollevel.

Thomas Rohlen, who has perhaps conducted moredetailed
study of Japanese educational practices at the secondarylevel
than any other American, has concluded that the supervision
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of teachers by colleagues at the local level is more important

than national guidelines in maintaining standards. In their be-

ginning years teachers are not embarrassed to seek guidance

from more experienced teachers about howbest to respondto

various classroom situations in order to keep the students

positively motivated andto ensure that they all clearly under-

stand the material. Their frequent informal study meetings

after school provide, in effect, an ongoing supervision and mu-

tual support system that greatly raises the quality of teaching.

Although the teachers must cover certain topics and tend

to follow the advice of their seniors, they do have flexibility in

the particular ways in which they teach the material. American

teachers are given more encouragementto be creative in the

classroom,butit is questionable whether most teachers’ colleges

train students adequately in subject contentto create their own

materials and whetherthe typical teacherin fact has the energy

to engage in original preparations, given classroom discipline

problems and the typical teaching and paper-grading load.

Cummings observes that the Japanese teacher seems more se-

cure in knowing what he is expected to cover, whereas the

American teacher is often uncertain about what is expected

of him because of experimentation and innovation.

From 1961 to 1964 students throughout the country were

given achievementtests so that Ministry of Education officials

could know how each local school throughout the country

performed. Objections from the Teachers’ Union over the

possible use of such tests in hiring and discharging wassuffi-

ciently strong for the Ministry of Education to discontinue

comprehensivenational testing, but sample testing was con-

tinued in order to determine general performance level. Even

if the national sampling service does not test a local school,

the number of graduates of that school who pass examinations

to the select schools at the next higher level is known, and it

is therefore possible to have a judgment on the success of each



175

Japanese Successes: Basic Education

school in inculcating the basic skills. Higher level educational
administrators can thus provide special help to schools that
fall below standards. In the United States there is no federal
agency that sets standards or even attempts to define whatall
students of a given age should know. To be sure, some Ameri-
can states set standards for students to graduate, but in general
there is a less complete system for assuring that students are
given adequate training to meet these standards. Americansare
now concerned aboutthe declinein the quality of preparation
in primary or secondary schools, but no national data is ever
collected in such a wayasto tell how well a given schoolis
training its students.

It 1s impressive how well schools throughout Japan en-
sure that virtually every pupil achieves minimal standards. No
studentis failed, and all students of the same age proceed to-
gether up through grade nine. The threat of failure or of be-
ing held back is considered neither desirable nor necessary to
encourage students to maintain minimal performance stan-
dards. Approximately ninety-five percent of lower secondary
students attend public institutions. There is no tracking, and
all students are expected to acquire the basic materials of that
grade. Some teachers have complained that this system slows
down the moretalented students and that some of the poorer
studentsstill do not catch on to manythingsin the class. How-
ever, the assumption that everyone can and will get through
puts pressure on the teachers and the poorer students. Ameri-
cans are much moreprepared to accept that somestudents are
unteachable and to give up on difficult students. Japanese
teachers exert themselves to see that every student in theclass
has achieved a certain level before the end of the schoolyear.
They mobilize other students and parents to work with stu-
dents with difficulties, for they are responsible not just for pre-
senting the material and giving the students an opportunity to
learn but for making sure that they do learn.
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To assure that every school has the financial resources to

provide a minimallevel of compulsory education, the Japanese

government provides subsidies to poorer prefectures and iso-

lated schooldistricts. A good part of the educational budget is

met by the prefectures and somebythe local community, but

the national budget constitutes about one-fourth of the budget

for the nine years of compulsory education. In a relatively

wealthy prefecture like Tokyo, about eighteen percent of the

public funds for the elementary school budget comes from

the national budget, but in a poor prefecture like Aomori

about thirty-three percent of the elementary school budget

comes from the national government. Within a prefecture an

effort is made to supply equal facilities for all pupils, and

therefore in isolated rural areas with a smaller numberof stu-

dents the expenses per pupil are actually greater than in the

metropolitan areas. As a result, there is much more uniformity

in school facilities and expenses between school districts than

in the United States. In most American states, where major

costs of education are still met by local taxes, rich suburban

schools can sometimes spend twice as muchperpupil as poorer

suburbs or urban areas. Furthermore, in America dollars spent

per pupil in the poorest states are substantially lower than that

in the richest states despite special programsof federal aid.

Even in Japan there are some differences in salary and

teacher qualifications between localities, but they are modest.

Special subsidies and salary incentives attract teachers to re-

mote communities, and the resulting shortage of teachers in the

urban areas forces cities to reduce the large differences in

qualifications to a much smaller level than those between

school districts in the United States. Certification of teachers

is by prefecture, but general qualifications are closely moni-

tored by the Ministry of Education, which does not allow the

disparity of standards between prefectures to become very

large. Cummings’ analysis of cross-national science achieve-



177

Japanese Successes: Basic Education

ment data suggests that less than one percent oftest score
results in Japan is explainable by urban-rural differences.

In the United States, because there are no national stan-
dards and because of much greatervariation in courses,it is
moredifficult to determineoverall quality of training, although
Educational Testing Service examinations and Stanford
Achievement Tests do provide measures of performance in
scores on such tests. At best, American average scores, as
measured byinternational tests in mathematics andscience, are
well below Japan’s, and the rangeofscores is also much wider.
In short, the schools of America do not comeasclose in pro-
viding equality of training.

The uniformly high quality of training provides Japan
with an unexcelled supply of generally competent labor power
prepared for companylife and receptive to learning more spe-
cialized skills at the workplace. If anything, the high level
of education has overtrained students for their jobs and has
created shortages of blue-collar workers. However, the Japa-
nese do notshare the disdain for physical labor found in some
countries. Japanese schools, for example, use fewer cleaning
personnel than America, and because teachers andall students
share the “dirty” cleaning work in the schools, students learn
to take physical labor for granted, not as something to be done
only by those at the bottom ofthe social scale. Japanese stu-
dents also learn the value of saving, as every pupil in every
elementary school saves a few yen each week overseveral
years to finance the sixth grade school trip (ordinarily to
Tokyo for non-Tokyoresidents).

Japanese schools, like the Japanese home, also teachself-
discipline. They teach it at a general level in ethics and society
courses, in an exemplary way in accounts of great menin read-
ing classes, and in a practical way through the handling of
classroom situations. All students are expected to be courteous
and considerate to their teachers and to other students.
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Expected standards of behavior are high, but explicit punish-

ments are used less than quiet but clear expression of disap-

proval. Students, in their regular groupsessionsfor self-reflec-

tion, are expected to talk about their inadequacies, as when

they are insufficiently considerate of each other and of the

school. On matters considered to be serious, like smoking

cigarettes, teachers are likely to visit the student’s family or

to call the parents in to the school to discuss the seriousness of

the problem, pointing out the importance of not having black

marks on a student’s record and their desire for the student to

be the kind of person who could get a good job later. The

school thus prepares the student for the work organization

and the community, for they also rely less on regulation than

on innerdiscipline andsensitivity to others.

Muchof a student’s studytime, outside as well as inside

the regular classroom,is spent in group study. Through group

_ projects, group trips, classroom organization, and aboveall

through close-knit activity clubs with membershiplasting sev-

eral years the student is not only allowed to enjoy grouplife

but taught to be sensitive to his peers and to restrain personal

egoism. Indeed, student organizations themselves play a major

role in advising a student about waysto gain the respect of

his peers. This prepares the studentfor life in a modern orga-

nization, where he is expected to develop a long-range com-

mitment to work peers and to be considerate of them.

Not only does this high uniform standard of training

strengthen social cohesion and provide a labor force with

superior training, but it also eases the problems of spatial mo-

bility. In the United States, which has great variation from

one school district to another, a child who is transferred to a

new school when his parents move may havegreat difficulty -

adjusting to the academic level of various subjects. At best,

many of the things the child has learned are not in step with

the curriculum in other schools. The mobile child in a highly
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mobile society such as the United States is therefore caught
in confusions, disruptions, and inefficiencies. In Japan, move-
ment to different offices of the same firm is frequent evenif
interfirm mobility is not. But Japan’s standardizationof cur-
riculum makes spatial mobility of pupils a much less serious
problem than in countries with more heterogeneous school ..
systems, although preparation for entrance examinations makes
it difficult to transfer schools at high school age. -

Some Americansbelieve that certain disadvantaged groups
should be allowed to receive certification even if they have
not met the same standardsasothers and thatcertain minority
youth should be allowed to attend bilingual schools. The
Japanese approach would be different. They would notallow
a school in a second language but would provide supplemen-
tary courses until minority students entered the regular track.
Japanese traveling to French Canada, Belgium, New York, and
other areas with dual cultures are surprised that minority
groups are required to knowsolittle of the dominantnational
language and culture. In their view,it is ultimately damaging
to minority groups not to provide and require the same high
level of training as that of the majority, for withoutit minority
groups would have lowerstandards of performanceand would
not be able to compete effectively in the marketplace, and
regulations could not entirely overcome market forces. The
Japanese problem with Koreans, burakumin (descendants of
outcasts), and other minorities is admittedly much smaller in
size than the American problem with minority groups, but
their approach is fundamentally different: they have more
confidence in the necessity oftraining the entire population
to meet a high level of educational standards.

It is often said that the Japanese population is highly
homogeneous, and by contrast to the American population,
which came from many morediverse sources, this is certainly
true. But Japan in the mid-nineteenth century was more a



180

Japan as Number One

collection of diverse fiefs than a single culturally unified na-

tion. Japan has become a homogeneous country not only

because of the new national media like radio and television

but also because there is a commoncoreof culture transmitted

to virtually the entire population. The Japanese encourage

diversity in culture, art, cuisine, and style of life, but it is

to be in addition to a very substantial common core. This

core reduces the danger that cleavages will disrupt the social —

fabric and increases the chance that the populace will work

together against crime and disorder and pull together when

the national interest requires it. Japanese homogeneity did not

result from tradition alone, for up until shortly before World

WarII regional accents in certain parts of the country were

mutually unintelligible and regional variations in culture sub-

stantial. Homogeneity was created andis maintained bysocial

policy, and educationalpolicy is one ofthepillars of this social

policy.

Homogeneity results in a high commonbase of general

knowledge, so that education can proceed to even higher

levels, whereas in America, which has not pushed so hard for

a homogeneous cultural base, a teacher must spend more time

helping students of diverse backgrounds catch up to a lower

basic level. In Japan standardized opportunities and uncom-

promising uniform standards of performance make it more

difficult for students to explain their poor performance as

being caused by extraneousfactors; the burden of performance

is theirs. In turn, it becomes infinitely easier for work orga-

nizations to later demand the same high standards of perfor-

manceas that required in the schools.

TELEVISION FOR EDUCATION

Educational television in Japan has existed only since

1959, but by 1977 its national network broadcast some fifty-

two hours a week of educational and cultural programs. Each
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week it transmits ninety-six programs to schools, from 9:00 to
12:15 and 1:00 to 3:15, Monday through Friday, and from
9:00 to 12:00 on Saturday. As of early 1976, programs were
used by more than 10,000 of Japan’s 13,000 kindergartens,
over 23,000 of Japan’s 24,600 primary schools, and 4,700 of
Japan’s 10,700 junior high schools. Schools decide whether
and how muchto use these various programs, which are de-
signed to supplementregularclasses.

There are special courses for students with various dis-
abilities and for those who need supplementary work to keep
up with their grade level, but there are also regular programs
for the public. In contrast to programs offered by America’s
Public Broadcasting System, whichare often, in effect, high-
level entertainment, the programs transmitted to Japanese
schools are basically informative, primarily including illus-_
trated lectures for the general public. Although there is an
effort to make these programs appealing, they are selected not
on the basis of popularity but on the basis of meeting educa-
tional needs and conveying informative content.

The two channels of national public television (NHK
and NHK Educational Television) are financed through a
user tax, a small fee paid by every household that has

a

tele-
vision set. These funds enable NHK to have complete auton-
omy, for the Diet and other politicians have no control over
how the funds are to be used. The Diet cannot even propose
rates but only approve rates proposed by NHK.

Along with the television programs, NHK Educational
Television makesavailable special textbooks. Ordinarily text-
bookssell only twenty to thirty thousandcopies, although the
text to accompany Sesame Street (offered to increase the
English abilities of small children) sells about forty thousand
copies andthelargestselling basic English textbooksells about
five hundred thousand copies per year.

There is a continuous program of research and consulta-



182

Japan as Number One

tion with schools to build up new andbetter programs. Every

August and September the educationaltelevision station carries

out investigations into selected sample schools in each prefec-

ture. Then in Novemberthere is a meeting of the high-level

Central Consultative Conference (Chid jimon iinkai), ordi-

narily composed of four leading scholars, four broadcasting

specialists (one each specializing in kindergarten, elementary

school, junior high school, and senior high school), and four

people from the Ministry of Education. They meet through-

out November and Decemberto makefinal plans for the next

academic year, which begins in April.

Thereis a separate committee, the Program Development

Committee (bangumi kaihatsu iinkai), that engages in testing

every August and Septemberto assist in planning the develop-

ment of completely new programs. The committee is a part of

NHKandconsists of a team of around ten people with the

varied skills required for planning a new program.It takes

about two years to develop a program. Each year, in addition

to the survey data collected for annual programs, there are

special meetings with teachers in the various prefectures to

hear their opinions about desirable programs for meeting the

needs of various schools. There are eight such three-day meet-

ings annually, with eastern and western Japan having separate

meetings to discuss kindergarten, elementary, middle school,

and high school programs. These eight meetings draw together

actual users of the programs, teachers who have a sense of

how effective they are with students and how they could be

moreuseful.

As in the national educational system in general, the

budget for educational television is concentrated overwhelm-

ingly on the years of compulsory education. Quality is main-

tained not only by the outside evaluation but by the high

quality of the people planning and developing programs.

There are approximately 125 academic specialists working in
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the schools division of NHK who weretrained in various
departments of universities. Winning a job in NHKis a highly
competitive exercise. There is a special three-month training
program within NHKforall beginning employees. Although
the staff draws heavily on academic experts and others espe-
cially skilled in writing, they have found that to communicate
well in television they must rely on their own staff to write the
final program and to handle production.

The result is a high-quality national service readily and
easily available without chargeto local schools. Programs draw
on the best information available to scholars, presented in such
a way as to fit in with the course of study for compulsory
education. In educationaltelevision, as in manyfields, national
planning has made possible a quality program far ahead of
anything the United States with its greater resources is even
seriously considering.
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Welfare: Security
without Entitlement

N 1955 the average Japanese life expec-

tancy was sixty-five years for males,

sixty-seven years for females. One might have expected that

in the 1960s and early 1970s, with frantic economic develop-

ment and environmental pollution, health would suffer. Since

1962 companies with fifty employees or more give annual

physical examinationsto all employees. With the exception of

small rises in 1966, 1973, and 1974, the rate of illnesses ob-

served through these examinations has gone down annually.

By 1977, when Japanese longevity surpassed Sweden’s to be-

comefirst in the world, life expectancy was 72.7 for males,

77.9 for females.

In the 1950s as urban areas grew rapidly and expendi-

tures on social benefits lagged behind economic development,

one might have expectedalienated city dwellers. Sewage facili-

ties and park areasstill rank behind those of other advanced

countries. Although from 1970 to 1975 Japan had more than

eighty percent as many new housingstarts as the United States

(about 8.6 million, compared to 10.5 million) with only fifty

percent as much population, the average Japanese still has

only about two-thirds as much housing space as his American

counterpart. Yet large urban districts with defaced personal

184
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and public property and accompanying degradation and alien-
ation, found so frequently in large Americancities, are virtu-
ally absent in Japan.

Since pension and old-age security payments are just
catching up with modern Western countries, one might have
thought that Japanese old people would have been discouraged
and forlorn. There are discouraged old people in Japan, and
suicide rates rise with old age as in other countries, but as
Erdman Palmore finds in his comparative study of aging in
the United States and Japan, Japanese old people are more
active than their American counterparts, and, based on large
sample surveys of different age groups, their sense of satisfac-
tion does not decline with age as in America.

In the 1960s as Japanese production wascatching up with
world levels, politicians began to talk.of the need for more
expenditures on social benefits to balance economic growth.
Fashionable speakers replaced the term “gross national prod-
uct” with “net national welfare” in order to show they were
not narrow economic animals but were concerned with the
quality of life. More funds began to flow into the welfare
sector.

However, by the mid-1970s government and

_

business
leaders, at first quietly and then increasingly in indirect public
comments, began expressing a new consensus. The essence of
the consensus is that the welfare state, with “high welfare and
high state burden” as found in England, Sweden, and the
United States, is undesirable. By emphasizing the tax burden,
Japanese leaders have achieved a measure of public support,
but because opposing welfare lacks popular appeal, the new
consensus has not been sloganized and enshrined witha fully-
developed rationale. Nor has it necessarily carried the day
with the Diet, which has voted and established more welfare
than bureaucrats and business leaders consider desirable. Yet
the basic rationale for the new consensusis understood byall
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in leadership positions and in muted form (“in a period of low

growth, with a heavily strained budget, funds are not avail-

able”) occasionally appears in the public media. These leaders

prefer to keep funds flowing into the productive sectors of

the economy, to encourage the working place and the family

to share welfare burdens, and to supplement private welfare

with state funds only whenit is essential to do so.

MINIMAL STATE WELFARE

The Japaneselag in welfare expendituresis not necessarily

permanent, but the new consensus has already slowed down

the rate of increase andit is tailoring the welfare program in

a certain direction. In part the long-range strategy of Japanese

leaders after World WarII was to concentrate first on indus-

trial growth, next on wages and consumption, then on welfare

expenses. By 1973 only twenty percent of public expenditure

in Japan wentto social benefits, compared to twenty-six per-

cent in Great Britain, twenty-eight percent in the United

States, and substantially more in all other Western European

nations.. As welfare expenditures increased, they were concen-

trated in health (in the early 1960s) and pensions (in the early

1970s) while other areas were virtually neglected.

In the health field the percentage of the GNPspent for

medical expenditure grew rapidly for several years after na-

tional health care ‘was established and then remained fairly

steady except for 1973 to 1975, when it grew to keep pace

withinflation, while the GNP remained steady. Overall, the

percentage of GNP devoted to health care increased from 2.6

percent in 1961 to 4.3 percent in 1975; while the GNP multi-

plied by seven timesin the period, health expenditures multi-

plied by twelve times. Japanese expenses on health care,

including the ratio of doctors, nurses, hospitals, and hospital

beds to the population, now compares favorably with the

Western European average. In the Japanese system the patient
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chooseshis private doctor, paysa set fee for service determined

tional plan. Because fees for visits are low, doctors encourage-
patients to come frequently, and a Japanesecitizen visits the
doctor more often than citizens in other countries. Although
brief visits are not necessarily desirable and may be motivated
largely by monetary concerns, in balance it gives more op-
portunity for doctors to diagnose problems, to catch illnesses
early. Japanese doctors also make.a substantial income from
drugs, and Japanese patients consume more drugs than patients
in other countries; the merits of this system arenow being de-
bated andalternatives are being considered. Government pay-
ments for a hospital bed are low, forcing hospitals to cut costs,
and the period of hospitalization is much longer in Japan than
in other modern countries of North America and Western
Europe. In general, Japan has also raised medical costs very
rapidly, and their internship and residency training has at
times exploited the trainee without providing the well-de-
veloped supervision and didactic education aboutclinical work
provided in American teaching hospitals. Yet the system of
private physicians, low standard fees for doctors’ visits and
hospital service, and patient responsibility for as much as thirty
percent of health care provides more frequent doctorvisits
for all elements of the population than the American delivery
system.

Following heightened attention to the problems of the
elderly in the late 1960s, annuity and pension payments began
to increase very rapidly. There are two major pension plans
covering about ninety percent of Japanese pensions: those for
former company employees (kdsei nenkin) and those for un-
attached independentcitizens (kokumin nenkin), further di-
vided between contributory payments (for those young
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enoughto bepart of recent paymentplans) and noncontribu-

tory (those for the very old and infirm unable to pay their

own way). In 1971, 1,200,000 former company employees

received 176 billion yen (almost 1 billion dollars) in pension

payments, but by 1976, 2,400,000 received 950 billion yen

(over 5 billion dollars). For noncontributory national pen-

sions, the 165 billion yen (less than 1 billion dollars) paid to

4,400,000 people in 1973 increased up to 706billion yen (al-

most 4 billion dollars) paid to 5,100,000 by 1976. For contribu-

tory national paymentsit increased from 50 billion yen (less

that 300 million dollars) paid to 750,000 people in 1973 to 563

billion yen (almost 3 billion dollars) paid to 3,000,000 people

in 1976. As a whole, the Ministry of Finance has been careful

to assure that funds are available in pension funds before

rapidy increasing payments, although political pressures have

forced them to increase payments more rapidly than they

would prefer. Except for the national payment scheme, the

government ordinarily contributes up to twenty-five percent,

but most of the funds come from reserves. Reservestotaled 14

trillion yen (about 80 billion dollars) in 1975 and are deposited

in the Ministry of Finance for public investment.

Aside from health and old age, welfare paymentsarestill

minute by American standards. Unemployment insuranceis

low because of the low unemploymentrate; companies find

it cheaper to set aside their own funds and pay for disguised

unemployment when necessary than to support a very large

bureaucratic system of unemployment insurance that is then

paid out to workers laid off or fired. Even when workers are

unemployed, the length of time for which they receive un-

employment compensation is generally shorter than in West-

ern countries. By law, all workers underthirty and all workers

with less than one year of employment cannot receive more

than ninety days of unemployment insurance payments, and

ordinarily they receive considerably less.
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Japan has fewer categories of aid programs than the
United States. It has a general program of “livelihood protec-
tion subsidies” (seikatsu hogo) that covers a range of expenses
from enoughfood to avoidstarvation, to medicalaid (to cover
the thirty percent of private expenses that individual citizens
cannot afford), to miscellaneous costs such as the modest
compulsory education fees. These payments can be much
smaller, partly because Japan has so few broken homes and
aid for dependent children is therefore a minor expense. In
1975, for example, there were 1,400,000 mother and children
households in Japan, compared to 7,200,000 in the United
States. Amounts paid areadjusted to need, but in any case
they are not sufficient to live on comfortably. Before the pe-
riod of rapid growth, as many as 1,600,000 people werereceiv-
ing a livelihood protection subsidy, but with the very rapid
economic growth, the number of people receiving such a sub-
sidy declined by the mid-1970s to 1,300,000. In 1975, even
after rapid increases, the livelihood protection subsidies for the
average recipient household was 67,000 yen (about 350 dol-
lars); the total disbursements for the entire country were 685
billion yen (about 3.5 billion dollars), over two-thirds of
which went for medical care. Aside from health care and old-
age pensions, people do not havea sense of entitlement about
welfare, there is a sense of stigma about accepting it, and it is
given out very sparingly. The family (includingrelatives be-
yond the nuclear family) and the workplace are expected to
bear a much bigger responsibility andto put aside funds to
provide for their ownsecurity.

GROUP WELFARE

Historically, the Japanese governmentdid notestablish a
single comprehensive welfare scheme for everyone, but pro-
gressively developed special schemes for various occupational
categories. It basically followed the Bismarckian model of the
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government’s encouraging private organizationsto set up wel-

fare programs and keeping to a minimum the direct involve-

ment of the state. Early in the twentieth century, plans were

devised to provide for government employees, seamen, and

minors; other plans gradually included employeesinall large

companies. After World War II these were expanded to in-

clude laborers, farmers, and eventually all self-employed. Just

as the governmentholds to the principle that polluters should

bear the costs of polluting, so it has generally accepted the

principle that companiesshould be responsible forall the wel-

fare costs of their employees. These programs did not neces-

sarily stem from the most benevolent motives;many of the

original programs concentrated on productive workers with

the purpose of keeping a healthy working population, but the

programs have since been extended to the nonworking popu-

lation.

Since the employerin all lines of work is responsible for

welfare, the employee knowshe will be better looked after if

he remains loyal to his company or his government branch.

When the economyis very vigorous the individual can find

other opportunities, but nonetheless the system tends to rein-

force the tie between the individual and his place of work.

In the health system, for example, there is a program of

health care for employees of large companies (kenko hoken),

employees of small- and middle-sized companies (kanshé ho-

ken), public and quasi-public employees (ky6sai Runiai), day

laborers, ship crew members,and all citizens who are not afhli-

ated with one of the above (kokumin kenko hoken). These

programs cover, respectively, about twenty-five, twenty-five,

ten, and forty percent of the population. Corresponding to

these are pension systems for those working at large companies

(kései nenkin), for public and quasi-public employees (ky osaz

kumiai), and for nonafhiliated citizens (Rokumin nenkin).

The scheme of providing welfare through separate oc-
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cupational groupings rather than through a single system is
quietly but enthusiastically supported by big-businessmen.
Accordingto a recentsurvey, large companies provided twice
as many benefits as they were required to provide by law.
Businessmen oppose the government’s assuming heavy welfare
burdens, for they want to pay less in taxes and to avoid the
large governmental administrative overhead required for a
large public welfare system. Perhaps even more important,
they want to maintain the advantage that large companies
enjoy over small companies, for if a potential employee is
offered an equivalent salary at a large and a small company,
other things being equal, he will take the large company be-
cause it can provide more security over the long run. This
broader sense of security strengthens the identification of the
worker with his company. Big-businessmenprefer to offer the
benefits because the system reinforces the loyalty of the
worker.

Althoughit is difficult to compare welfare benefits in a
Japanese and an American companybecausethecategories are
so different, Japanese companies concentrate their benefits in
areas that will keep the employee attached to the company
over a long period of time. Benefits in the United States in-
clude substantial paid sick leave, vacation time, and coffee
breaks—benefits rarely provided by Japanese companies in
comparable amounts. In contrast, some seven percent of the
Japanese populationlive in housing supplied by employers. An
additional fifty percent—almost as much of the population as
in the United States—own the dwellings where theylive, and
over half of the money that company employees borrow to
buy housingis lent by employers. In 1975 the average interest
rate for money borrowed from employers was three to four
percent, compared to nine to ten percent for private loans in
general. Even small companies unable to buy housing often
lease housing andrentit to their employees below cost.
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Large companies often have their own medicalfacilities,

including hospitals and recuperation homes; these provide a

much higher level of service than facilities supported by the

national health plan. Since company retirementageis usually

between fifty-five and sixty, most employees need a second

job after retirement, and a company ordinarily assists a faith-

ful employee in finding this post-retirement work. Many

benefits provided by the company for longtime employees,

such as the use of company mountain andseaside cottages and

entertainment halls, are not easily calculated in value. Enter-

tainment allowances are generous, but it is not easy to dis-

tinguish what portion should be considered company needs

and what portion employee welfare. Howeverdifficult to cal-

culate, as Robert Immerman, longtime American labor attaché

in Tokyo,has noted,it is clear that the total Japanese company

welfare packageis larger than the American.

The Japanese company avoids tight contractual arrange-

ments with employees and unions, leaving considerable dis-

cretion to company executives. The companytries to keep

abreast of worker desires and offer more services than seem

minimally necessary to meet union demands. By avoiding con-

tractual agreements, company officials retain the leverage to

give more rewards to those who have been faithful and hard-

working. Especially in allocating companyloans,assisting with

postretirement employment, and allowing the use of special

companyrecreation sites, companyofficials enjoy consider-

able leeway, conveying the message that perquisites are not

automatic and that loyalty will be rewarded.

The Japanese government’s intention to maintain strong

ties between the individual and his companyis perhaps most

clearlyrevealed in the new program developed for depressed

industries. As part of the Japanese employment maintenance

program initiated in January 1975, if an employer in a de-

pressed industry does not lay off employees, the government
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will compensate for half the pay of idle employees, or two-
thirds of the pay in small- and medium-sized firms. From
January 1975 to April 1977, 69,414 business establishments
received such subsidies for some 3,500,000 idle workers for a
total of 29,000,000 man-days. Executives of companies in de-
pressed industries are the first to point out that in fact these
payments by the governmentare still totally inadequate, but
their very existence is a creative way to maintain social stabil-
ity and the attachment of the companyto the individual em-
ployee, something missing in America, where an unneeded
employee in a depressed industry is furloughed or fired and
paid unemployment compensation. |

Although it is difficult to match the security of the large
companies, independent professionals and small businesses re-
spectively form groups not only to make payments for manda-
tory welfare benefits but to provide additional collective
security to their members. Their associations commonly offer
collective insurance through private companies, andlarge or-
ganizations often create their own independent welfare funds.

With the decline of the growth rate, one might have ex-
pected that people in small businesses would suffer greatly.
The smaller firms in affected industries indeed suffered many
bankruptcies, but the overall number of workers in them re-
mained remarkably steady through the early 1970s and actu-
ally increased in 1976 and 1977. Since many large companies
anticipated the decline in growth rate, they greatly reduced
the number of incoming employees. One result was that, with
fewer employees, companies wereless able to respondto cer-
tain short-range opportunities, and many opportunitiesfell to
smaller companies. As Hiroshi Wagatsuma and George De
Vos found in their study of the small business sector, small
businesses have been surprisingly adaptable and their pycho-
logical profiles are remarkably similar to more successful
upper-middle-class people. Individual companies occasionally
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fail, but the same people keep forming new companies, draw-

ing on others from small companies that are also going out of

business. The same pattern is true not only for artisans and -

small manufacturers but also for service establishments like

restaurants and bars, where the number of workers has con-

tinued to increase faster than the very modest population in-

creases.

The Agricultural Cooperative, a very powerful organiza-

tion to which every farm household belongs, has in effect an

extensive program ofsecurity benefits for its members. Farm-

ers make mandatory government welfare payments through

the Cooperative, and the Cooperative buys and invests on.a

broadscale, providing greater security for investment than the

farmers could hope to attain individually. By 1970 the asso-

ciation had five trillion yen in savings (almost thirty billion

dollars) for the five million rural households and a few non-

farm depositors. By 1976 total savings reached fourteen trillion

yen (almost eighty billion dollars), or almost three million yen

(almost sixteen thousand dollars) per household. In a 1976

survey of farm households, it was found that the average farm

household deposited about eight hundred thousand yen(about

forty-five hundred dollars) more than it withdrew from savings

each year. The retired farmer is thus able to enjoy a higher

incomeas a result of this saving and investment than he would

merely by mandatorysocial security alone.

The family farm also provides a form of social security.

The typical farm is small (two or three acres) as a result of

the land reform policy of the Allied Occupation and the ac-

companying legislation discouraging reconcentration. By the.

mid-1960s, with increased mechanization, much less labor

power was required on the farm. Young farmers therefore go

out to work in towns and cities, in a variety of industries.

With good transport facilities and automobiles, most of them

are now able to commuteto work from their homes. Even if
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they are retired from urban employmentatagefifty or fifty-
five, they can return to farm work, earning enough to cover
food and otherexpenses for the household until well into old
age. This is the dominant pattern for the five million rural
households in Japan, one that provides old-age security and a
sense of pride and activity for the elders in almost twenty per-
cent of the nation’s family households.

In the urban areas the small retail store, often owned by
the elderly, also provides an equivalent to a welfare security
system, for while it is not economically efficient, it is pro-
tected by government rules about the penetration of large
stores and is supported by neighborhood shoppers, who ap-
preciate convenience. It provides an opportunity for widows,
divorcees, and workers retired from small- and medium-sized
enterprises, for it requires almost no capital investment. As of
1978 Japan had 1.61 million retail outlets and the number was
continuing to rise, while the United States had 1.55 million
and the numberwascontinuing tofall.

Families, rural and urban, have expected to provide funds
for themselves in their old age, although it is likely that the
very rapid increase in pension paymentsin the early 1970s will
have an impact, lessening family financial responsibility. In
1973 Japanese saved twenty percent of disposable personal
income, compared to Americans, who saved eight percent.
Survey research data collected during the last several years
show increased savings since the mid-1970s. In households
where heads are approaching retirement, savings rates have
increased beyond the nationalhousehold average. Thesesur-
veys show that a higher proportion of savings are now being
set aside for retirement than in previous years when a higher

- percentage of families reported they were saving for house-
hold purchases, housing, and the education of their children.
In Japan the family has been clearly responsible for the educa-
tion of its children, and families put aside moneyfor that pur-
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pose. In the United States, where there is less clarity about

whether the family, the government,or private institutions are

responsible for the education of the student, there is virtually

no family saving for educational purposes.

Japanese family members also assume a muchlarger share

of the responsibility for caring for the sick than American

family members. Hospitals not only encourage family mem-

bers to help out but often supply mats or cots and cooking

facilities at the hospital, providing quality personal care with-

out great financial burden.

The Japanese family still accepts a large responsibility in

caring for the aged. In 1953 eighty-one percentof the Japanese

over sixty-five were living with their children, and in 1974 this

had declined only to seventy-five percent. As John C. and Ruth

Campbell have noted, less than two percent of Japanese over

sixty-five were in nursing homesandotherinstitutions, com-

pared to almost six percent in the United States. Palmore notes

that in 1973, seventy-nine percent of Japanese couples over

sixty-five live with one of their children, compared to between

fourteen and eighteen percent in Denmark, the United States,

and Great Britain. Among Japanese widowers, eighty-two

percent over sixty-five live with children, and of widows,

eighty-four percent. Only about ten percent of Japanese over

sixty-five are not living with a spouse or child.The pattern of

elders living with their children does impose a burden on the

young couple, especially upon the young housewife, and this

is a cost that needs to be considered in this system. The ad-

vantage for the elderly is quite clear. Even in old age the Japa-

nese continue to be active, to maintain strong social ties to

their families, and to engage in work and hobbies. Although

the percentage of working men over sixty-five has declined

slightly since the 1960s, in 1973, while forty-eight percent of

Japanese were employed comparedto forty percent of Ameri-

cans, forty-seven percent of the Japanese men oversixty-five
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werestill in the labor force, compared to aboutfifteen percent
in North America and the west European countries. In 1976
forty-three percent of Japanese men andfifteen percent of
Japanese women oversixty-five were still working. Palmore
concludes that the relatively high satisfaction of the elderly is
related to a high activity level and to their involvementin fam-
ily affairs. The low pension payments until recently have

- made this a necessity, but in general Japanese individuals in
the household are taught to be more aware of the needs of
others and have therefore adapted moreeasily to three-genera-
tion households and to young couples living near elders than
in comparable American families.

The Japanese employment system operates to give more

encouragement to youth. Middle-age people save for old age
because when unemployment comes the burden will fall more
heavily on them. In 1977, although the growth rate in Japan

had slowed considerably, there were still roughly two open-

ings for each young applicant entering the market because
of the permanent employment system, whereby companies are

motivated to hire inexpensive young workers. Compared
to the United States, where unemploymentis especially high

among the young, the Japanese system reducesalienation and
pessimism at this crucial stage of life when attitudes toward
work are in their most formativestage.

There are many in Japan, including the leaders of the
Japanese Medical Association, who would argue that the sys-
tem of having different welfare schemes for different com-

panies and other groups of the populationis a feudalistic hold-
over that should be rationalized by having a more unified
standardized national welfare program for everyone. Clearly,
the greatest disadvantage of the system is that the unattached

individual does not receive as complete a coverage of various
benefits as those attached to the largest companies. The large
company’s health and pension funds thrive and grow while
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governmentsponsored funds for self-employed individuals are

in chronic deficit. Certain groups in Japan suffer from these

disparities to an extent that many civic-minded Japanese con-

sider undesirable and that the vast majority of Americans

would consider undesirable. Minority groups like Koreans

(perhaps numbering six hundred thousand) and the descen-

dants of outcasts (perhaps numbering two million) often have

much more difficulty finding employment in middle age and

have much less adequate welfare provisions. Widowsand di-

vorcées not only receive inadequate coverage from protection

plans, but even those who wish to enter the labor force are

handicapped because they have not accumulated seniority and

thus receive far less pay than other workersof their age. Those

from small industries who seek new jobs at middle age have

very little chance for sharing attractive living conditions.

No benevolent-minded person in Japan or the United

States would find the extent of these differentials attractive.

Despite ups and downs, the long-term trend for the Japanese

welfare programs of the Social Insurance Agency has been

to gradually fill the gaps in groups which were inadequately

covered. For example, one gapfilled in 1973 was the provision

for free medical care for all people seventy and older. One

could argue, however, that the injustices should be dealt with

by reducing the differentials between groups withoutsacrific-

ing the system of company and group responsibility. Large

companyfunds could be taxed and someof the proceeds given

to support those who are unattached. Large companies could

be required to bear a larger portion of their former employees’

old age expenses. Special programs could be madeavailable for

training and employing women heads of households. Since

1976 monthly bonuses have been given to companies for em-

ploying widows or women with disabled husbands, and these

bonuses could be increased. One could argue that the strength

of the company,the professional associations, the village, and
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the family is a precious commodity in the postindustrial age

with its centrifugal tendencies and that a welfare system which

reinforces these ties should not be casually cast aside as a feudal

remnant.

MINIMAL Bureaucracy, Maximum IMPACT

In the health and welfare fields, as in other fields, the

Japanese bureaucracy is highly centralized. It has broad scope

but tries to play a minimalrole in direct administration. Com-

pared to the United States, which has confusing and overlap-
ping national andstate jurisdictions with manyinconsistencies,

Japan has simpler, more consistent national plans. Although

the varying programs for different groups is not without ad-

ministrative problems, services are nonetheless standardized

throughout the country. With less duplication, Japan is able
to streamline its welfare bureaucracy.

Just as the economic bureaucracy accepts a broad re-
sponsibility for promoting the economic health of the nation,
so the national health bureaucracy accepts a broad responsibil-

ity for looking after the health of the populace. As in other
fields, bureaucrats take moreinitiative than their counterparts
in the United States. For example, they make far morefre-
quent inspections of restaurants, hospitals, and other institu-
tions to see that they observe standards of nutrition and clean-
liness. They take a moreactive role in health examinations for
youth, providing dental and medical checkups for all school
children. They make more use of schools and neighborhoods
for giving vaccinations andinjections of all types, and there-
fore the Japanese population is better protected against such
diseases than people in the United States.

In improving nutrition and in trying to prevent damage

from charcoal, gas fumes, and the like, the Japanese govern-
ment takes an aggressive role in using the mass media. NHK
and National Education Television give detailed advice to
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mothers about nutrition and the health of their children.

Mothersare also called in to the public schools and lectured
on child care.

In the United States politicians are at the mercy of wel-
fare pressure groups, and the result has been that fees and

payments for certain welfare programs have risen astronomi-

cally, sometimes at the expense of a coherent, equitable plan.

In Japan the bureaucracy, which has a greater measure of

powerrelative to politicians, is somewhat better able to resist

special pressures and to provide a soundfiscal base, alchough

it is by no means immunefrom pressure groups, as John C.

Campbell has shown in his analysis of Diet decisions to raise —
welfare payments prior to crucial elections.

In the case of livelihood maintenance subsidies, the Japa-

nese governmentrelies less on professional welfare workers

and more on some 160,000 officially designated volunteers to

make home visits. These volunteers, respected senior people

in the local neighborhood or village, make recommendations

about need for the 1,300,000 people who receive maintenance

subsidies. These volunteers consider it an honor to be called

on to talk with and visit needy people in their local com-

munity. Since advice and suggestions are not standardized, the

program suffers from the lack of professional judgment, and

it was therefore attacked by the Allied Occupation and1sstill

criticized by some Japanese professional socialworkers. The

advantageof the system is that senior people in the community

respected for maturity and personal judgment take an interest

in family situations, giving advice about how to achieve greater

frugality, how to resolve personal difficulties, and how to cope

with employmentproblems. Because they live nearby andvisit

people in their homes, the volunteers understand the local

situation and tend to bring to bear the more enlightened side

of community opinion. Over the years the Japanese have built

up a roster of such people, one in each neighborhoodorlocal
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community, whotakeaninterest in the neighborhoodandhelp
look after people with problems. This informal system not
only mobilizes local community support but reduces the de-
mands on a welfare budget that has a very small paid staff by
American standards. In 1976 the United States Departmentof
Health, Education and Welfare had 155,100 employees; Japa-
nese Ministries of Education and of Health and Welfare had
11,200.

REDISTRIBUTION AND WELL-BEING

WITHOUT DEPENDENCE

Oneof the tenets of the Japanese approach to welfare in
the broad sense is that there should be economic employment
opportunities for everyone and that those who workand exert
themselves for their organizations should be appropriately
looked after. The government’s policy of distributing. wealth
throughout the society is not based on public welfare but on
fine calibrations of wages, taxes, budget redistribution to
poorer prefectures, and subsidized rice price paid to farmers.
People are not entitled to anything but the barest essentials
unless they contribute to their groups. As a result, there is no
sizeable group thatfeels indignant out of a sense ofentitlement
or self-deprecatory out of a sense of inadequate achievement.
Nor1s there the deep social cleavage between taxpayers who
object to supporting those who work less and the recipients
who object to the inadequacy of their payments, their uncer-
tainty, and the spirit in which they are given.

In the view of Japanese businessmen, the ordinary worker
in England, Sweden,or the United States has lost the drive for
work. The differential between the low-paid worker and the
welfare recipient is too small to retain a strong commitment
to the organization. Despite the growth of welfare payments,
bureaucrats in various ministries strive to maintain this differ-
ential. Bureaucrats in the Finance Ministry, for example, take
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care to ensure that the effect of tax policy is to encourage
people to save, to accept responsibility for others in the com-
pany and the family. Even when Japan’s growth far surpassed
other countries and unemployment wasvirtually nonexistent,
the Japanese employee sought workplaces that provided secur-
ity and he exerted himself for hiscompany,for public welfare
was nota real alternative for a comfortablelife.

In the Westin preindustrial times when communities were
small, charity, elicited by generosity and appreciated by the
recipient, was a humane way of ensuring minimalliving stan-

dards. In the complex modern world, however, where groups

have grownin size and formality, charity, however benevolent
inits origins, ‘has been transformed into a government-spon-

sored system impersonally operated, leading to a sense of

entitlement. The recipient has less appreciation for whatis re-

_ ceived than annoyance at whatis not received. The resulting

cycle of frustration, lack of motivation for work, unattractive-

ness to employer, andself-depreciation has disastrous conse-

quences to the social fabric of many Western nations. The

Japanese are reluctant to sing the praises of their modest public

welfare system, but Japanese who travel to Americancities are

invariably struck bythe run-down nature of American slums,

the lack of respect for public property, and the general degra-

dation of American cities. As paradoxical as it may be to

Americans, the Japanese, with a poorly financed welfare sys-

tem aside from health and pensions, have managed muchbetter

than we to avoid the despair that underlies this degradation.

Ample employment opportunities help maintain high

morale, a sense of purpose, self-respect, and group effort; the

Opportunity to work more than compensates for the inade-

quate welfare payments. How well the system would work if

the Japanese economy wereto decline precipitously 1s specu-

lative, but with the vigor of the:national efforts, this may not
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be tested in the foreseeable future. In short,the Japanese have
been able to provide for the well-being of their population
without requiring many exceptthe very old andinfirm to be-
come economically dependenton thestate, and they have done
it in such a wayas to reinforce their communitarian ideals.
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Crime Control: Enforcement
and Public Support

T HAS BECOMEalmost conventional

wisdom that crime rises in modern in-

dustrial countries. This is true for all countries of North

America and Western Europe. William Clifford, one-time

head of the United Nation’s Crime Prevention and Criminal

Justice Programs, recalls that in 1969 wheninternational spe-

cialists began to notice Japan’s falling crime rate, the trend was

hardly believed. They confidently predicted that with con-

tinued urbanization Japanese rates would begin to soar. In

fact, crime rates continued to decline for the next several

years and then stabilized. From 1946 to 1973 crime in Japan

declined by roughly one-half. Not only are crime rates now

lower than during the immediate postwar period, but they are

lower than during the early Meiji period, to say nothing of

the sixteenth century prior to the establishment of Tokugawa

rule, when feudal states engaged in violent warfare.

David Bayley, a political scientist who conducted an ex-

cellent study of Japanese police, concludes that Japanese crime

reporting is more complete than American, so that when com- —

parisons are made with the American crimerate, the Japanese

rate is understated. Using 1973 reports for both countries, he

relates that in the United States four times as many serious

204
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crimes were recorded per person (8,638,400 in all) as Japanese

crimes of all sorts (1,191,549). There were approximately

four-and-a-half times as many murders per person in the

United States, five times as many rapes, and 105 times as many

robberies. Despite the fact that drug offenders are pursued

with more vigor in Japan, in 1973 only five hundred were

arrested, six percent of whom wereon hard drugs; in America,

with twice the population, 629,000 werearrested, twenty per-

cent of whom wereon hard drugs. The Japanese are also much
more successful in apprehending offenders. In the United

States the average rate of clearance of reported crimes through

arrest in 1974 was twenty-two percent. In Japan in 1974 the

overall clearance rate through arrest was sixty-nine percent

and it averaged even higher for serious crimes: seventy-seven

percent for robbery, eighty-three percent for rape, ninety-
three percent for graft, ninety-seven percent for embezzle-

ment, ninety-six percent for murder, ninety-three percent for

bodily injury, and eighty-six percent for arson.

Japanese policemen are in much less danger than their
American counterparts. The rate of on-duty policemen killed

is approximately sixteen times higher in the United States. In

the four years from 1969 to 1973, 16 on-duty policemen in
Japan were killed, while in one year, 1973, 127 on-duty Amer-

ican policemen werekilled.

Whyhave the Japanese police recently been so successful

in controlling crime? Part of the answerlies in the readiness of
citizens to call police (throughout the nation thereis a single
numberto call police which everyone knows), the speed of
response to calls, and the thoroughness of pursuit. In 1976 the
average time it took police to respondto a call throughout the
country was three minutes and twenty-three seconds. America

has no national statistics on response time, and notification of
police is often slow. Japanese police are distributed in some

5,800 mini police stations (kdban) in thecities, each commonly
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serving a population of about ten thousand, and some ten

thousand residential mini police stations (chuzaisho) in the

countryside, each serving an average of about five thousand

people. Given Japan’s crowding, an area covered by a mini

police station is of small geographicalsize.

Second, Japanese police have great advantages in pursuing

complaints. Police in mini stations are in close touch with the

local community and know about household composition and

household valuables. Residents acknowledge the need for po-

lice to ask questions in order to gather information and are

prepared to be cooperative. When polled as to how they

would advise a relative who commits a crime, the Japanese

respond overwhelmingly that they would tell the relative to

turn himself in to the police. In the United States the suspect

is advised that he has the right to seek counsel and notto co-

operate in giving information to the police. Japanese find it

puzzling that American suspects are not urged to help the

police find out about the crime. In Japan the suspect knows

that it is prudent to assist the policemen in gathering infor-

mation. Nor are Japanese offenders likely to receive leniency

because they are considered to have psychological difficulties

or to be victims of society or because an able lawyer pursues

legal technicalities. Japanese punishments are generally mild

(in 1974 less than 38,000 Japanese werein jail), but Japanese

officials are relentless and systematic in pursuingall cases. If

they show leniency, it is because the suspect is especially co-

operative. Japanese officials are also not troubled by jurisdic-

tional disputes between regions and local communities as in

the United States. Japanese police are attached to the forty-

seven prefectural-level governments and enjoy cooperative

relations and overall coordination provided by the National

Police Agency. Suspects cannot escape to other jurisdictions,

nor do local officials hesitate to transfer suspects from onepre-

fecture to another, even in minorcases.

+
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Third, because there are far fewer crimes with almost as

‘many policemen per population, the Japanese police are able

to assign larger numbers of policemen to a single case and to
pursue the data in all directions until the problem is solved.

Twoother factors, police professionalism and public co-
operation, are even more important in explaining Japanese
success in controlling crime.

PROFESSIONALISM

Policemen in Japan come more from rural areas than
American police, but they tend to have comparable social
standing. Despite general full employment and the modest
lifestyle of policemen, there have always been, as with other
permanent governmentjobs,at least several applicants for each
opening on the Japanese police force. The examinations are
not as intellectually demanding as tests administered for en-

trance to the best universities, but they are taken veryseriously
by candidates and the educational background of the police
compares favorably with the population as a whole. Applicants
know that police work is a demanding task andthat if they
are successful they will be expected to maintain strict disci-
pline. Because there are so many candidates per position, pre-
fectural police officials processing applications know they can
require high standards of personal commitmentas well as gen-
eral ability. The officials undertake detailed investigation of
the applicant’s backgroundandpersonal connections, rejecting
those with antisocial tendencies and those whoare judged not
to be stable, cooperative, and disciplined.

Rules about police behavior are overly strict by American
standards. When a policemanis in uniform he cannot smoke
or eat outside the police station. A policemanis expected to be

unfailingly courteous to the public, remaining cool even if

verbally abused, yet unbending in carrying out his responsi-
bilities.
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Bayley found that Japanese police are also better disci-

plined than Americanpolice. In 1973, of the 182,000 police-

men in Japan, only 524 were dismissed for misbehavior, about

half the number dismissed in New York City alone. There is

a Human Rights Bureau of the Japanese Ministry of Justice

where the public may complain about policemen without fear

of retaliation, but in all of Japan there were 123 complaints

made during an entire year. The good relationship between

the public and the police did notexist in all periods of Japanese

history. In the 1930s and early 1940s Japanese police were

known for their haughtiness, sometimes even brutality, and

the public kept their distance without complaining. Since

World WarII, police sensitivity to the public has improved,

and the public has become morepositive in its attitudes toward

police. When Japanese senior police officials are asked to iden-

tify the most troublesome problems of police behavior, they

now mention off-duty traffic accidents, drunkenness, and in-

discretions with women,there werevirtually no disciplinary

problems on duty.

The National Police Agency, with roughly two thousand

police officers and six thousand civilians, sets standards for

prefectural police concerning appropriate behavior, salary

range, force size, and organizational structure. Asin otherparts

of the national bureaucracy,aboutfifteen officials are admitted

each year into an elite career track in the agency. This corps

of elite officials plans overall policy and guides the administra-

tive handling of all major issues, including the standards to be

maintained by the prefectural police. Elite officials are rotated

between the central office and the prefectural offices, and at

any one timeseveral elite officials are assigned to each prefec-

tural police headquarters. They thereby ensure high local

standards and coordination between the prefectures and the

central government. Also, high officials are aware that in many
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countries police desiring information feel it necessary to com-
promise themselves with local gangs and shady businesses. The
constant rotation of senior officials from the national head-
quarters to the prefectures and comparable rotation of prefec-
tural officers to localities within the prefecture make it more
difficult for gangs and illegitimate enterprises to maintain the
special relationships with particular people that lead to local
police corruption.

The National Police Agency also supervises the training
of prefectural police. As Bayley notes, whereas policemen in

the United States typically receive about eight weeks’training,
in Japan the training program is for one year. In addition to
supervising the training program for the prefectures, the

National Police Agency itself trains all higher officials in the
prefectures and provides various programsfor specialized per-

sonnel. Patrolmen constitute roughly sixty-eight percent of the
Japanese police force; in the United States they commonly

make up over seventy-five percent, with considerable local
variation. The larger proportion of higher positions in Japan

permits more opportunity for advancement and more super-
vision of patrolmen by higher officials. As in other walks of
life, there is an expectation that the younger policemenwill be
nurtured and trained by their seniors. Bayley concludes that
there is much more in-service training andstricter supervision
of policemen in Japan than in the United States. Supervisors in

the Japanese police are considered responsible for the behavior
of their subordinates, even to the extent that they may receive
criticism and punishment for mistakes committed by their
subordinates whether or not the supervisors were specifically
responsible for the errors. As in other spheres of Japaneselife,
the small group has a high esprit and generates internal disci-

pline over its own members, helping prevent police corruption.
Social activities, team sports, and informal recreation greatly
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strengthen. the bonds between fellow policemen. This helps
discipline flow naturally from bonds of loyalty rather than
from outside authority arbitrarily imposed.

One group, the riot police (kidétai), receives further
specialized training. Tokyo, being the center of government
and possessing a high portion of the university students, em-

ploys over half of the ten thousandriot police. To handle large

demonstrations and other mass activities, they have developed

elaborate tactical plans with shields, helmets, masks, and staves,

as well as electronic equipment. Compared to the United

States, which relies on various state-run National Guards or

units of several different local police forces, both of which are

unprepared and uncoordinated for handling riots, the Japanese

riot police are much better trained, better coordinated, better

protected from personal danger, and less prone to use force.

Japanese student leaders visiting the United States in the late

1960s were surprised at how unprepared American students

were in helmets, poles, and electronic communication equip-

ment, because they assumed American police were as well ©

prepared as the Japanese.

In the United Statesit is assumed that policemen mightact

without adequate regard for the rights of the suspect, and

judges therefore constrain police action. In Japan the police

are expected to have inner discipline so that courts rarely

challenge police decisions and the police do not feel on the

defensive. American police have at times abused their author-

ity, but it is a vicious cycle. Constantly hemmedin by regu-

lations and overrulings by the court, they have less opportunity

to develop grouppride andself-discipline. Japanese police, like

high-level bureaucrats or section people in the company, have

a great deal of professional pride and confidence in their own

work, and they enjoy the respect of their superiors.

As in other administrative spheres, the police are per-

mitted flexibility in handling problems as long as the result
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conformsto overall goals. Determinations of justice are made
less on the basis of technical legal grounds orskillful legal
argument than on an overall assessment of whether a person
has done something fundamentally wrong and whetherheis
likely to engage in such misbehavior in the future. In the
Japanese view,truth is not bestarrived at by adversary rela-
tions wherein lawyerstry to be as clever as possible in bending
the law to favor one side. They are convinced that flexibility
avoids contentiousness, reduces the chances of loopholes inter-
fering withjustice, and increases the likelihood of finding a
sanction that is effective. The notion that a defendant could
legally consult lawyers and refuse to talk to the authorities is
unthinkable. Authorities may berelentless intheir questioning,
but in their view truthis arrived at through an open process of
information gathering. Japan has about ten thousand lawyers,
compared to aboutthree hundred forty thousand in the United
States.

The Japanese also do not draw such a sharp line between
nonlegal and legal sanctions.They may use quiet warningsor
mobilize friends, neighbors, and others to express public dis-
approval as well as impose fines and imprisonment. They

systematically make an effort to assess the attitude of the
defendant and his sincerity and determination to avoid future

_ trouble.

In short, policemenare given considerable discretion. The
ordinary patrolman handles only the immediate contact and
questioning; for further investigation, even in minor misde-
meanors, specialists are sent out from the twelve hundred or so |

police stations that are above the mini police station to gather
information and determine the disposition of the case. The
scope for discretion is large, but the basic logic for determin-
ing how to handle particular cases is clear. In general, what
Americans define as crimes without victims are dealt with in a
very permissive way unless the acts disturb or endangerothers.
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In the evening in downtownbarareas it is common to see
groups of two or more drunksholding each other up,stagger-
ing along andsinging happily. The Japanese police, like the
public, are more amused by than morally critical of such be-
havior. They readily assist the large number of drunks who

inhabit entertainment quarters each evening in gathering up
belongings, avoiding injury, and finding transportation home.
If a drunk should hit another person,the police rush to restrain
him. And if he should attempt to drive his own vehicle, the
Japanese police will be extraordinarily severe. Similarly, gam-

bling 1s ordinarily considered acceptable. The pachinkoparlors
(whichuse a kind of pinball machine) with their nonmonetary

prizes are so widespread that at one point there was a pachinko

machine for approximately every twenty-eight people in

Japan. Moreover, there is legalized betting, particularly in

government-run horse racing, bicycle racing, and boatracing.

Police even tolerate the involvement of gangs in this betting

and in pachinko parlors. Homosexuality has never had the

moral disapproval that it has in the United States and has never

been treated as a vice. Prostitution began to be regulated only

during the Allied Occupation and these regulations have been

retained, but the post-Occupation prohibition is not against

payment for sexual services but against public solicitation,

ownership of a house of prostitution, or management of a

group of prostitutes. As long as there is no huge public scene,

prostitutes and their customersare allowed to go their way.

Local policemen do not chastise a prostitute on their beat as

long as she is quiet and discreet.

Many Japanese gangs (yakuza) at times engagein illegal

activity, but they are often composed of highly disciplined

members who identify with conservative nationalistic goals,

engage in public activity including publishing magazines, and

maintain, by American standards, shockingly open, cordial

relations with the police. The police, by constant open inter-
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action with these gangs, implicitly allow certain activities not

considered dangerous to public order, but they move quickly

to curb activities that go beyond.

The one exception to permissive handling of victimless

crimes concernstraffic in dangerous drugs. For a while in the

1960s police condoned gluesniffing as it spread amongcertain

avant-garde groups of young people, but they have always

been very severe in controlling the growth, manufacture,

importation, and use of narcotic drugs. Because of their tight

control over the availability of narcotics, they have never

arrested more than three thousand persons for use of hard

drugsin any single year.

In dealing with automobile traffic Japanese police are

decisive and unyielding. First of all, cars are required to be in

much better condition than in most states of America. If one

wereto drive a car in a badstate of repair, he would be stopped

quickly by the police. Procedures for obtaining a driver’s

license are so severe that license seekers commonly pay as

muchasfifteen hundred dollars for drivers’ training programs.

Japanese drivers stop more quickly when the traffic light

changes to avoid fines. Although the Japanese are given a five-

or ten-mile leeway overthe speed limit, police are much more

systematic in tracking down people going more than ten miles

abovethe speed limit than in America, and one therefore rarely

sees cars going too fast. Using loudspeakers, they behave with

confidence and authority at major intersections. When acci-

dents occur, in addition to handling the emergencysituation

by diverting traffic, caring for the injured, and arranging for

the removal of damaged vehicles, the police also take a larger

role in investigating causes of accidents than in the United
States. Very quickly, measurements are taken, facts are ascer-

tained, and the basic determinations of responsibility are made.

Decisions as to who should pay for damages are handed down

fairly soon, often at the scene of the accident, and generally
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both parties are expected to share in the expense, although the
party most at fault pays more. The result is that traffic acci-
dents and their consequences are muchless likely to result in
court Cases, Cars are repaired more quickly andat a reasonable
rate, few large fees are paid to lawyers, and high insurance
paymentsare avoided.

Although the Japanese policeman is given considerable
discretion, with detailed supervisory training of someyears he,
like the teacher, tends to behaveas a firm and confident pro-
fessional who knows the proper wayto deal with a particular
problem. This in turn reflects a high degree of group consensus
about desirable behavior. Heis not prone to argue and can be
virtually impervious to argument. Heaimsto bepolite but he
is rigid, for he has the confidencethat his entire organization
is prepared to support him as long as he is acting correctly
within his jurisdiction.

MAINTENANCE OF PUBLIC CooPERATION

Whydoes the public cooperate with the police? In the
first place, they respect the quality of the police, their profes-
sionalism, and their devotion to duty. It is not because the
Japanese consider the policemanto be of high social standing
but because they recognize his authority and competence
within his sphere. Police do not take these attitudes for granted.
They exertthemselves to maintain the cooperative attitude of

the public. In dealing with a suspect or an ordinary citizen
individually, a policeman is polite and businesslike. He isself-

confident and so he does not need to flaunt his authority. He

tries to avoid making comments that might provoke anger.

As Bayley notes, a policeman is taught to ask questions in-

directly, and, unless pursuing an especially important case, he

is unlikely to coerce a person to supply information. The
policeman has implicit authority, but he makes everyeffort to

behaveas the eagle in the Japanese proverb whohidesits claws.
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The local neighborhood mini police station has several

policemenassigned to neighborhood duty. The local policeman

is commonly called the omawarisan, the one who makes his

rounds. Aside from manningthestation to be of assistance to

neighborhood people, each policeman makes frequent rounds

in his respective neighborhood. Because he often meets local

residents on his rounds, he tends to develop friendly personal

relationships. He usually travels by foot or by bicycle, scarcely

distinguishable in attitude and type of dress from the local

postman. The mini police station is also responsible for local

household registration, and this aids a policeman in knowing

his neighborhood. Eachhousehold in Japan is expected to

register all residents with the local police station, and police-

men visit each home semiannually to note any changes in a

household. In addition, he gathers information about owner-

ship and the ordinary location of cars and other valuable

property. He notes the daily patterns of coming and going.

Because the local policeman is generally the best informed

person about theneighborhood,he is sought by outsiders who

wish to ask directions about howto find a particular house or

shop. Heaimsto be helpful in giving first aid, assisting children

acrossstreets, finding lost items, and providing informal neigh-

borhood news. Heposts neighborhood announcementson the

bulletin board outside the mini policestation.

This kind of friendly service to the local community

builds a basis for relationships that makes people in the neigh-

borhood feel confident about approaching a policeman when

they haveseen suspicious people or suspiciousactivities. A crime

prevention association is organized as part of every village (bu-

rakukai) or neighborhood (chonai kai) to ensure that certain

local people specifically have the responsibility of assisting the

police. With this background of knowledge and these neigh-

borhood connections, a policeman is in a good position to

notice unusual behavior when asked to do so by local people.
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When a policeman is pursuing a suspect, he can count on
networks of local relationships. The police can thus get infor-
mation with greater rapidity from broadercircles thanif they
had to rely on new contactsin each case. Since neighborhoods
tend to be better organized than in America, the whole effort
is much easier. Higher-level police officials may be rotated
every twoorthree years, but low-ranking policemen are com-
monly assignedto the samelocation for a longer period of time
to cultivate contacts with the community. Even if individual
policemenare rotated, local people nonetheless trust the police-
man at the mini station, for his behavior is highly predictable.

Police are lenient to those who are cooperative in giving
information and who show respect to the police, for this is
considered necessary to get the job done. Bayley found that
whereas an American suspect is more likely to protest his
innocence and argue with the police, the Japanese suspectis
morelikely to be compliant and cooperate in supplying infor-
mation and submitting to search. This is not simply a holdover
of prewar attitudes when police could bully the frightened
public; it reflects a greater tolerance of surveillance and general
social control than in America, where individuals are likely to

be moreassertive about their rights. The attitude is nourished
by Japanese police, who are likely to apply longer andless

pleasant questioning to those whoproclaim their rights, defend

their behavior, and criticize the police than those who are more

cooperative.

Part of the public’s cooperativeness stems from its general

deference toward governmentagencies. The Japanese are more

prepared to cooperate with authorities than Americans, whose

widespread alienation and tradition of righteous indignation

toward authorities cause them to sympathize more with per-

sons committing crimes against the governmentandbig busi-

ness. In the late 1960s tens of thousands of Japanese protested

against the government, and many remain sympathetic with
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criticism of the establishment, but probably no more than a

few hundredradicals remain committed to physically attacking

the basic institutions of society, and the public overwhelmingly

unites against anyone whochallenges those in authority. To-

ward anyone who departssignificantly from his expectedrole,

the Japanese automatically respond with visible disapproval,

whether by gesture, subtle comments, or very strong, even if

indirect, criticism. Just as the public is less willing to under-

stand and excuse lateness, sloppiness, and laziness than the

American public,so is it less patient with the transgressor and

more willing to cooperate with the police in maintaining the

public order they so firmly believein.

The low level of alienation in Japanese society is related

to the widespread pride of individuals in their work and

workplace. In Japan, as elsewhere, it has been noted that tran-

sient populations have much higher crimelevels than stable

local communities. For example, Japanese government re-

searchers who conducted an intensive study ofcrime in

Kashima found that while many unattached construction

workers were present, crime rates were very high. Once these

transients were replaced by a morestable population, the crime

rate went downprecipitously. Because Japan is a relatively

stable society with strong group membership, people have a

commitment to their own group and to the maintenance of

order that unites them firmly against threats to order. Similar

attitudes may be found in many small American communities

but are unfortunately weaker in large urban areas where co-

hesiveness has declined.

In virtually all of Japan, as in much of America, thereis a

feeling that people do have a chance to succeedif they apply

themselves. Society values merit and work, not manipulation

of the system. The Japanese feel that their efforts will be

rewarded, that their compliance to normswill result in gains

to themselves and their families. Given sufficient stability and
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group cohesiveness, the one who attempts tomanipulate the
group is unlikely to gain, whereas in disorganized societies
there is more room for manipulation and the group has more
dificulty maintaining control over deviants. Although some
American ethnic enclaves may have internal social cohesion,
many American urbanareas haveso little cohesion and such a
highlevel of alienation toward the wider society that deviants
are less subject to the informal bonds of social control.

Because an individualin Japanis identified as a memberof
a group, the group is affected by the reputation of a deviant
and therefore exerts considerable pressure on a potential devi-
ant to live up to standards. The Japanese family, for example,
is judged to be much’more responsible for an individual’s
behavior than in America, and no sharpline is drawn between
parental responsibility for minors and adults. When members
of the Red Army,a small militant radical group of the 1970s,
committed crimes, they caused families enormous embarrass-
ment, and at least one parent of such a youth committed
suicide. When university demonstrations were so much in

vogue in the late 1960s, it was not uncommonfor humiliated
parents to plead with theirchildren not to participate. Tele-
vision graphically relayed scenes where mothers were search-
ing out their demonstrating children, even those of college age
and beyond, pulling them away from the crowd. Any crime
that involves a company member,especially if publicized, is an

extraordinary embarrassment to the company. Whenthestory

of Marubeni’s involvement in the Lockheed scandal broke,

popular weeklies featured articles on the humiliated young

people who had just become Marubeni employees. A school

principal and a school teacher are considered so responsible

for the behavior of children under them that they may be

asked to resign or at least to apologize publicly when a child

under their charge gets in trouble with the police. The effect

is not only to create greater group pressure on the deviant, but
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to inhibit him by emphasizing the potential shame he will bring

to his group by misbehaving. A potential.deviant may even be

isolated and expelled from the group if he has blatantly vio-

lated group normsagainst the adviceand urging of his fellow

members.

Police make use of their areas ofdiscretion in such a way

as to maintain public support. They tendto be slow in arresting

people when there is not. a high level of support for their

behavior. If anything, they err on the side of not being as

severe as most of the public wishes. The calculations of the

police can be seen most clearlyin their handling of student

riots. The police consciously hold off in responding to provo-

cations until the publicmood turnsinto angerat police inaction

andinto demandsfor immediate steps. At that point the police

- movein. Theythus keep the public firmly behind them in their

activity and avoid stepping beyond boundsset by public opin-

ion. Whenstudents occupy buildings, or the Red Armytakes

over villas, or Japanese terrorists hold international hostages,

the Japanese police tend to be patient, maintaining psycholog-

ical pressure around the clock for days to encourage mass

resisters to give in voluntarily and in order to.avoid direct

violent confrontations that might create or increase sympathy

for potential martyrs. They could have cleared the Narita

Airport field early in the 1970s but hesitated because of wide-

spread popular support for the demonstrators.

The essence of the strategy of riot police is to minimize

the dangerof injury, gain the support of the public, and reduce

the threat posed by the resisters. The Japanese police are ordi-

narily quite permissive to demonstrators, and indeed there are

far more public political demonstrations in Tokyo than in

Washingto1i, D.C. However, it is only whenthereis a danger

of violence or when the group is occupying a place to which

the public needs access, such astrain stations, airports, or public

buildings, that the police feel called upon to take control.
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Whenthey doso, they amass overwhelming force. In 1978,
for example, when gasoline was first taken to the Narita Air-
port over the protest of resisters, over six thousand riot police
took charge of protecting the oil from the dangerofintruders.
They failed to prevent damage to the control tower, but
thousands of well-trained, courteous riot police prevented any
incidents in the first months ofthe airport’s operation despite a
group of highly skilled opponents determinedto cause trouble.
In dealing with massive student demonstrations and clearing
an area, the riot police generally used huge shields, slowly
pushing back the demonstrators blocking an area. Thus, the
police have little worry of being hit by flying objects and do
not need to respondprecipitously out of fear. They systemati-
cally move those blocking public access. Rather than individ-
ually shout and yell at rioters or demonstrators to make
themselves heard, the police use large public amplifiers, ex-
plaining what they are doing in a calm but firm voice.

Because gun controlis very tight, because police are well-
trained in hand-to-hand combat, because they amass over-
whelming numbers when demonstrators assemble, and because
they can count on public support, the policeare less likely to
attack a suspect out of fear. Because they feel quite confident,
they can be firm and definite without needingto fight with or
overwhelm a suspect. The policemanis so certain that a suspect
who has done wrong will be punished by the arm of the law
that he can even behave sympathetically to the unfortunate
violator.

The Japanese police themselves may detain a person up to

twenty-three days for investigation without a court order, but

they are cautious about doing so without substantial reason.

Having ample time to interrogate subjects, Japanese police do

not have to act in haste, although they do makeeveryeffort

to conclude investigations quickly.

Japanese police also make every effort to be mild in their
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punishment. In the United States in 1973 about forty-five

percent of those who were convicted were sent to prison,

about forty-one percent were allowed out on probation, and

aboutsix percent morewerefined. In Japan, by contrast, about

ninety-five percent of those who were foundguilty werefined

and less than five percent weresentto prison. In 1972 approxi-

mately forty thousand Japanese were in correctional institu-

tions, compared to approximately three hundred and forty

thousand Americans. Former Japaneseprisonersare, of course,

under the surveillance of the local police in the neighborhood

to which they return, even without being on probation. Since

the local community cooperates in observing any strange be-

havior and the police knowthelocation of the formerprisoner,

they can promptly handle any problems that mayarise.

If one commits a serious crime in Japan, one is almost

certain to be caught, but the punishmentis likely to be rela-

tively mild. In the United States the proportion of wrongdoers

apprehended is low, but the person whois tried and found

guilty is treated much moreharshly. As a result the American

public harbors doubts aboutthe justice of the criminal system,

and the potential wrongdoer has a much greater chance of

escaping detection or, through technicalities or use of skilled

lawyers, avoiding punishment. In Japan, less public dissatisfac-

tion is generated against the system because most offenders are

punished, and punishment is not so severe as to be judged

unfair.

As Donald Klein, comparative political scientist, has said,

the Japanese handling of crime ‘“demolishes some firmly held

theories that enshroud America with veils of pessimism. It’s

simply untrue that massively populated cities are sure-fire
breeding grounds for crime and public disobedience. Japan’s

history is equally if not more violent... Violence is also part

and parcel of Japanesetelevision.” Yet now,violence in Japan

is extremely rare.
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Asparadoxical as it may seem, Japan is more successful in
controlling crime in the highly populated areas than in other
areas. William Clifford attributes the differencesto underlying
philosophy: “Crowding people into cities under a bannerof
absolute privacy and maximum individual liberty as a right
regardless of the interests of others... makes crime difficult to
control ... Japan has kept the citizens within social boundaries,
group allegiance and community constraints... As crime
grows across the world and thecity dwellers skulk in fear at
night in their homes that have truly becomeprotected castles
of guards, guard dogs, security services, special alarms and
double locks, they may wonder whether Japan hasnot, for the
time being at least, found a happy medium of tolerance with
control.”
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American Response
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Lessons: Can a Western Nation

Learnfrom the East?

NTRODUCING BASIC CHANGEis
never easy. But to expect Americans,

whoare accustomed to thinking of their nation as numberone,
to acknowledge that in many areas its supremacyhas beenlost
to an Asian nation and to learn from that nation is to ask a
good deal. Americans are peculiarly receptive to any expla-

nation of Japan’s economic performance which avoids ac-

knowledging Japan’s superior competitiveness. It is easier to
accept such explanations as Japan’s industrial plants were

‘devastated by a world war, and it could therefore build
modernfacilities; Japan copied Western technology; Japanese

companies undersell American ones because they dump goods
(sell below costs in foreign markets and at lower prices than

in domestic markets); Japanese companies succeed because
they are subsidized and protected by their government; Japa-
nese workers receive low salaries; Japanese companies export-

ing to the United States violate antitrust and customs regula-
tions.

It is more comfortable to overlook Japan’s continued
modernization decades after rebuilding from World WarII,

its effective organization, its genius in adapting technology,
its patience in marketing,its disciplined work force. It is more
comfortable not to ask how its businessmen could remain so

225
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zealousinselling goods to America if they were basically sell-
ing below cost. It is disquieting to admit that the Japanese
have beaten us in economic competition because of their su-
perior planning, organization, and effort. To the extent that
our governmentand business enterprises have begun to study
their Japanese counterparts, it is often only to gather informa-
tion that might prove charges of dumpingor antitrust viola-
tion. One wonders at our lack of interest in profiting from
Japanese successes.

THe Costs oF INADEQUATE RESPONSE

The American response to the Japanese challenge 1s per-
haps best illustrated by our abortive efforts to develop a for-
eign trade policy and an industrial restructuring policy. In
1971 when America was acutely worried aboutits trade im-
balance with Japan, the White House trade representative,

Peter Peterson, began to develop the outlines of such a policy.
Withthe first dollar devaluation, the sense of urgency disap-
peared, and key Americanofficials stopped worryingabout an
overall trade policy. In 1977 Americans faced the samecrisis
and again began thinking about the desirability of a compre- |
hensive trade policy. Lacking continuous study and consulta-
tions, new officials had to start almost from scratchand with-

out the broad public and business understanding necessary to
achieve success. Unprepared, the situation became an emer-

gency, as we had little choice but to allow the value of the
dollar to decline in 1978 to about fifty percent of its 1971
value while government officials tried to find short-range pal-

liatives to stem the tide of growing protectionism. They hoped

that traditional market forces would operate: that as the terms

of trade changed and American goods became cheaper, Japa-

nese goods would become more expensive, the market would

find its level, and trade would become better balanced. This

policy, based on conventional but extremely narrow economic



227

American Response: Lessons

considerations, brought some temporaryrelief, but it failed

for three important reasons. In the first place, because Japan

is so dependent on imports of raw materials, the cost of these

imports constitutes about three-fourths ofthe eventual price

of steel and Japanese manufactured goodslike cars; when the.

value of the dollar goes down, Japanese buy raw materials.

much more cheaply, and therefore the change in Japanese ex-

port prices is minor. Japan is now able to buy oil, lumber, and

other American resources so cheaply that it could easily dis-

turb the American domestic market in a number of products

and create new inflationary pressures. Labor-intensive Japanese.

companies heavily dependent on exports suffer with dollar

revaluation, but companies buying materials from abroad pros-

per. The Japanese governmenthelps ease the readjustment for

those industries that suffer; for example, electric powerrates

were lowered in 1978 since the cost of energy resources had

gone down. Thesecond reason this policy does not work 1s

that the Japanese find new waysto respond to the challenge

by cutting costs, while the American companies, temporarily

protected because of improved exportprices, do not feel the

pressure to improve and fall further behind their Japanese

counterparts. Third, Japanese goods with a superior reputation

for quality continue to sell even if prices are raised. If the

Japanese, formally orinformally, face quotas in the number

of items of a particular product they are allowedtosell, they

moveinto the higher quality: market, thus increasing the dollar

value of exports to America while continuing to observe the

quotas—and without contributing to the correction. in the

trade balance that Americans-had hopedfor.

Each round of temporaryrelief fromthe fall in the value
of the dollar distracts attention from basic problems in govern-

mental organization, economicpolicy, and company modern-

ization. Appraising American policy toward Japan, William

L. Givens, business consultant and former Japanese specialist
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in the State Department, concluded, “Like protectionism, the
floating exchangerate is the opiate of the inefficient producer
and the crutch ofineffective government.”

The deterioration of America’s competitiveness will have
a far greater impact onournationallife than we havethus far
contemplated. As American industries fall behind, television
factories must retrench, watch plants move elsewhere, and
steel plants close down, with fewer jobs for American work-
ers. Although Japanese takeover and modernization of some
Americanplants like television factories will ease some of the
burden, Japanese and other foreign investmentreplaces only a
small percentage of the American industries that do not remain
competitive. With increased Japanese profitability and con-
tinued trade imbalances, Japanese companies in America will
draw heavily on Japanese banks and capital rather than Amer-
ican, thus reducing America’s profits and increasing Japanese
ownership of property and companies in the United States.
The continued growth of Japanese industries and investment
in this country may ease the unemployment problem, butit
is questionable how far this process will continue before it
arouses nativist resistance against foreign control.

As Japanese companies gain larger shares of international
markets from American companies, American companies be-
come less profitable. As the Boston Consulting Group has
shown, a company with a large market share is able to sell
enough to make considerable profit, to keep up research ex-
penses, and to modernize facilities. But American companies
with declining market shares will not make enoughprofit to
finance continued research and modernization, and they will
lose even more of the market, caught in a viciouscircle.

As American companies becomeless profitable, America’s
government incomeis affected. Because profitability is down,
governments mustraise taxes to support the level of services to
which people are accustomed, making it even more difficult for
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companies to reinvest for modernization and creating under-

standable resistance if not a revolt of individual taxpayers.

Local governmentsare caughtin a political bind and must cut

services, raise taxes, or both.

The decreasing tax base is already having an effect on

American aid abroad. Even where we have made economic

and military commitments, the recipient countries, watching

the weakness of the American economy, naturally wonder

about America’s capacity to meet its commitments. Pessimistic

foreign leaders may yet prove more accurate in their assess-

ments than American ofhicals who are endeavoring to provide

reassurance aboutthereliability of American friendship.

Notonly foreign aid but our basic stance toward develop-

ing countries is affected by the weakness of our economy.In

1978, for example, the United States asked some European

countries not to pass on steel industry know-how to develop-

ing countries since the world’s market in steel was satiated.

Japan is not entirely open to imports from competitive third

world countries, but its stronger and more flexibie economy

allows it to concentrate on higher quality steel, an area where

it could still remain competitive, and to pass on to developing

countries the technology for basic steel plants they so greatly

desire. The American stance deprives the developing countries

of the means to raise their industrial skills and can only lead

to greater conflicts between the developed and the developing

countries regardles of our humanitarian intentions.

| With serious trade imbalances, the United States is be-

coming increasingly protectionist not only toward Japan but

toward Korea, Taiwan, Hong Kong, Singapore, and other

rapidly developing countries. Whether the Japanese and Ko-

reans use voluntaryrestraints or America uses formal measures,

the effects of protectionism are the same: even moredirectly

than the falling value of the American dollar, it preserves the

inefhcient producer unable to meet international competitive
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standards, and it requires the addition of sizeable bureaucratic
machinery. Atbest, it can never be entirely effective, for there
are many ways of going around barriers in such a porous
society as America.

Superior foreign competitiveness creates an increasingly
defensive mood in the United States. American company offi-
cials, straining to meet foreign competition, cut corners in
quality and treat employeesless generously,while labor unions,
afraid of increasing financial stringencies, become more deter-
mined to maintain their benefits and to block modernization
that might reduce jobs. Government workers, worried about
the declining tax base, try first to guarantee their own security
and income levels. Lack of competitiveness and increasing
protectionism affect Americanself-confidence, contributing to
internal divisiveness and discouragement about many of our
difficult domestic problems.

The impact of all these trends would be serious enough
if they were anticipated and dealt with in an orderly fashion.
However, Congress, suddenly confronted with a shortage of
funds, slashes aid or military assistance to countries that have
grown to depend onit. National and state administrators im-
pulsively cut budgets when confronted with tax shortages or
taxpayer revolts. In declining industries decisions based on
legal criteria like bankruptcy, dumping,and anti-trust lead to
abruptclosing of plants, allowing insufficient time for planning
the relocation of workers. By the time legal procedures in a
dumping case are completed, for example, it may betoo late
for the injured party to regain a competitive position. When

such stringencies create a sense of emergency, political pres-

sures force trade negotiators to visit Japan to demand immedi-
ate action in dealing with trade imbalances that in fact require
long-term solutions. Foreign nations, like American workers

suddenly confronted with decisionsaffecting their lives, are

becoming understandably annoyedandless willing to cooper-
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ate with America at a time when our declining hegemonyre-

quires greater international cooperation.

It is tempting for Americans, having achieved affluence,

to feel they no longer need to worry about economic com-

petitiveness and should turn their attention to problems con-

nected with the quality of life. Yet in an era of international

economic interdependency,it is not possible to ignore a na-

tion’s international competitive position, as England discovered

a while ago. America’s problems at a national level are rather

like those of a family that purchases a new hometo relax and

enjoy life, only to find that it is unable to make the mortgage

payments andto afford the repairs needed to keep the house

in orderas prices rise faster than income.

If all countries had governments that devoted little at-

tention to international competition, many of America’s prob-

lems would beless severe. But other countries have developed.

a system to achieve superior performance, and America cannot

effectively respond to the challenge with the old system, no

matter how much wedevalue the dollar and no matter how

many protectionist barriers we erect.

A New Basic MopEL

Any country’s practices are deeply rooted inits traditions

and cannoteasily be transplanted,as all developing nations, in-

cluding Japan, have found in bringing Western patterns to

their countries. Even if America borrows fewer ideas and in-

stitutions from Japan than Japan borrowed from us,it is un-

likely that the process can be controlled easily by planning,

and it may well require many years to define problems, discuss

approaches, prepare people to undertake appropriate studies,

carry out research, and evaluate conclusions. There is every

reason to believe that despite our best efforts at sorting, sifting,

and choosing, new practices will turn out to require more

adjustments than originally anticipated. Given these caveats,
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if America wanted not only to profit from individual lessons
in various spheres but to develop an integrated program for
profiting from Japan’s experience, what would be its most
critical features? The following features should certainly be
included:

An industrial and trade policy. In the past America’s eco-
nomic philosophy has been to preserve the free operation of
the market place, and it may be that market forces could
eventually correct imbalances and adjust for the rapid decline
of American industries that are being lost to other countries.
However, the world can no longer tolerate the human,social,
and political consequences of waiting for these market forces
to reach a new equilibrium.

Rather than escape from the marketplaceinto state social-
ism, Japan accepts the ultimate value of market forces, but
aims to hasten institutional adjustment to long-term trends
while easing the human readjustments necessitated by chang-
ing economic forces. Japan provides key research andfinancial
resources to assist key developments in the national interest
when private sources are inadequate. Japan has been a pioneer
in the developmentof such an industrial and trade policy, and
many European countries have rapidly been following suit.
The United States government—despite all its resources and
reserves—can no longerafford notto give morepositive guid-
ance througha trade andindustrial policy if our country is to
continue to provide world leadership and an optimal quality of
life for its own citizens.

Weshould make aneffort to distinguish those industries
in America that can be competitive on the world market and
to support them throughtax policy, monetarypolicy, antitrust
policy, and administrative cooperation. We should make an

effort to provide temporary cushions for those industries such

as textiles that cannot remain competitive. We should not wait

for legal action to show that damage has been doneto declin-
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ing industries but should guide them in reducing their capacity

gradually while personnel are being retrained and relocated.

In our trade negotiations, instead of spending our political

capital on the defense of small, dying industries, we should

defend the large, strong industries that can beeffective in the

future. We should create enough.awareness of these overall

problems in business and labor circles and provide them with

a steadier, more predictable government policy. We need. an

on-going program, supported by careful research on the role

of various American industries in the future. We should be

bolder in assisting third world countries to develop their own

industry, working toward aninternational division of labor in

light of each nation’s comparative advantages. Weshould re-

duce the number of regulations and regulatory agencies that

operate independently of these overall goals.

A small core of permanent high-level bureaucrats. The

capacity to provide long-range direction to society requires

a continuity of leadership at high levels, a leadership that has

the powerandresponsibility to oversee specific areas of activ-

ity whether they are in foreign policy, finance, energy, en-

vironment, transportation, or regional planning. Great issues

require long time horizons and great continuity before solu-
tions are found;it is not possible to pursue long-term policies

when all key personnel change every two to four years. The
issues are so complex that bright, noncareer outsiders who are

brought in by changing political leaders cannot match a small

core of highly able, dedicated professionals in respective
spheres who have been given the best possible training, have
been exposed to the most progressive thinking of private and

governmental groups in America and abroad, and have been
seasonedas junior officials working on problems they will face

as they acquire greater responsibilities.

The American bureaucracy as now constituted is simply

too large and unwieldly, andits talent too uneven, to provide
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a high degree of coordination anddirection in such basic fields.
The White Housestaff is too prone to influence on the basis
of short-range political considerations. Many people with great
potential are not given the kinds of training, broad experience,
and responsibility they need to play a central role in shaping
these policies. Bureaucrats responsible for the health of orga-
nizations under them have no power over governmentregula-
toryagencies that may beoperating at cross purposes.In short,
there is no substitute for a select group of highly trained pro-
fessionals, small enough in numberto haveeffective communi-
cation with each other, who are not burdened down with the
details of management and administration and can work effec-
tively as a unit to give overall guidancein specific areas.

In the beginning, to start the core group of leading
specialists, some of the ablest midcareer bureaucrats and non-
bureaucrat specialists prepared to make a long-term commit-
ment would have to be recruited. But a system should be
established for recruiting and training a small number of the
ablest young people of their generation. Along with extensive
training and experience, they should be given broad responsi-
bilities and monetary incentives to remain in these positions
until they retire from this service at a moderately youngage.
They should begiven enough leeway to develop and guide
the implementation of long-range programsin their respective
spheres. White Houseaides in these respective fields should be
restricted to members of this group, and the group should be
encouraged to maintain liaison with Congress andprivate lead-

~.. ers to gain the level of understanding required to make policies

effective. |
A communitarian vision. In bygone days of more genu-

inely free enterprise, the model of the independent trader or

businessman,like that of the cowboy, was not only appealing

but appropriate. As George Lodge has noted from his study,

business leaders now recognize that this modelis no longer ap-
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propriate in an era when large organizations confront complex

problems, but they nevertheless lament the passing of our

individualistic past. Americans at large seem to share the same

predilections, for charismatic critics of organizations are

cheered while hard-working executives who exert themselves

to hold organizations together arecriticized. Organizational

leaders are constrained by an enormous numberof regulations

and excessive red tape, and yet we wonder whythey cannot

make their organizations function more effectively. We clamor

to protect the academic freedom ofintellectuals, the free enter-

prise of business, the rights to confidentiality of.lawyers, phy-

sicians, journalists, and clergymen, the rights of the accused,

the privacy of the individualcitizen. These are all values worth

preserving, but they need to be balanced with equal concern

for public responsibility, the interests of the groupor society

at large. In the guise of pursuing freedoms, we have supported

egoism and self-interest and have damaged group or common

interests. We are often more concerned with the rights of the

deviant than the rights of the responsible citizen. Thus crime

control, high educational] standards, and effective organizations

have been difficult to achieve, for they require that groups have

the leverage to give moral approval to the member whore-

strains his self-assertion andis sensitive to the needs of others.

The Japanese have been on the forefront of making large

organizations something people enjoy. Americanstend to think

of the organization as an imposition, as an outside force re-
straining the free individual. Japanese from an early age are

taught the values of group life. They learn to make schoollife

and the life of work organizations morepleasurable. Japanese

are uncompromising in requiringindividual performance, but

they can then take this performance for granted and concen-

trate on camaraderie, games, ceremonies, parties, and celebra-

tions. Employees comein to their workplace on vacation and

weekends in large part because they enjoy the camaraderie.
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In contrast, while Americans acknowledge the need for large
organizations, we have yet to tame them; the communitarian
values so essential for successful group living which we ‘once
treasured in our villages and towns have not beenrevitalized
in moderncities and complex organizations. |

At the organizational level, we need to give more flexi-
bility to universities, companies, and governmentoffices: re-
sponsible people in these organizations are now more often
concerned with satisfying scores of special regulations or
avoiding lawsuits than with accomplishing the overall purpose
of their organization. To achieve the purpose for which regu-
lations were created, Americans would do well to follow the

Japanese model and rely on moral suasion, on creating a con-
sensus of concerned people who can exert their positive in-
fluence. The use of specialized regulatory agencies not respon-
sible for the overall health of the organizations they supervise
leads to legalistic rigidities and adversary relationships, thus
weakening the force of the moral community. Withoutthis
moral force, regulations cannot fully accomplish their original
purpose. At all levels, from the individual to the highest
governmentoffices, we must restrain the use of adversary re-
lations if we are to avoid the divisiveness that makes coopera-
tion for mutual benefit untenable.

Aggregation of interests. Complex problems of interna-

tional trade negotiations, energy policy, pollution control, and
readjustment of declining industries now require high levels

of cooperation between companies within a given industrial

sector and between the companies and the American govern-

ment. Antitrust legislation should be adjusted to encouragethis

cooperation, and flexible administrative rather than rigidlegal

procedures should be found for dealing with the dangers of

monopoly and oligopoly not in the public interest. The legal

risks of working together now encourage companies to make

individual arrangements with the bureaucracy andpoliticians,
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thus weighting down the government withspecial concessions,

and it makes it impossible for any group to represent common

purposes against a single well-organized group not acting in

the interests of the majority. Branches of government in vari-

ous sectors should welcome the cooperation of independent

companies under them and should work with these associations

on issues of overall public interest.

Aggregation of interests works well when representatives

of different groups meet frequently without immediate busi-

ness in order to build up friendship and trust which become

invaluable at the time of difficult negotiations. The representa-

tives must not only have the trust of their own members but

must also know thoroughly the interests and inclinations of

their constituents. This in turn requires frequent meetings of

persons in the same group,sufficient-discussion and “root bind-

ing” so that there is a consensus which can be represented in

higher level discussions. American labor leaders and manage-

ment seldom see each other except in confrontational situa-

tions, but in Japan the frequent informal social gatherings

between them creates a better basis for understanding and

reduces the mutual antagonism. Whenvarious groupssendrep-

resentatives to negotiate, they do not use attorneys but “go-

betweens,” intermediaries who are known for their capacity

to gain the trust and confidenceofall groups because of their

personal reputation andsocial position. They are often chosen

by one group for their special connections with the group to

be negotiated with or at least for their capacity to relate to

people in that group. American mediators are often more

skilled at articulating a position, but the Japanese have de-

veloped the ability to be sensitive to the wishes of the other

parties and to win their trust. Americans may moreeasily win

an argument, but the Japanese more easily win an agreement.

Japanese make full use of informal consultations and social

occasions at the golf course and the geisha house to create the
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kind of mood where people can achieve agreements. Without
importing geisha houses, Americans have ample social mecha-
nisms that should be used to create and maintain trust between
key groups so that, when necessary, important matters can be
negotiated under optimal conditions.

Costs AND DANGERS

Some of the most serious problems likely to be encoun-
tered in importing Japanese patterns are the following:

Smothering individualrights, individuality, and creativity.
At the national level the United States has many safeguards,
legal and customary,to protecttherights of the individual and
the private group. Japanese people, private organizations, and
local governments are more at the mercy of central govern-
ment bureaucrats and politicians because the traditional atti-
tude of kanson minpi (respecting the bureaucrats and looking
down onthe citizenry) has not entirely disappeared. Firms
that do not cooperate with central governmentofficials en-
counter greater difficulties in dealing with bureaucrats than
those that cooperate, and firms that are punished for nonco-
operation have no real appeal. The leaders of the Japanese
Teacher’s Union have been frightened of granting power to
educational officials to establish merit ratings because they fear
this could be used as an excuse to fire teachers with deviant
political views; and indeed it was used in this way in 1949-
1950.

In Japan the deviant in a group canbe isolated, ridiculed,
ignored, and banished (mura hachibu) from the groupas in
the traditional village. It is difficult for a deviant to stand
against a group or for a creative misfit to gain the support he
would gain in America. Those who do not conform to narrow
guidelines are criticized and pressured until they fall within
those guidelines.

In Japanese schools there is almost no flexibility in the
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curriculum during the years of compulsory education that
could encourage the development of creative imagination.
One should not underestimate Japanese capacity to engage in
original research, especially in projects requiring group co-
operation; indeed, this capacity has begun to increase. Yet in
basic research that relies on individual creativity, the Japanese
achievements lag behind those in otherfields.

Ignoring the variant, the opposition, and the little man.
Although Japanese do make an effort to give all recognized
groups a fair share, in fact Koreans and small numbers of
Chinese and Westerners, even second and third generation,
are not treated as full citizens. Burakumin, descendants of the
outcasts from the Tokugawa period, are citizens, but most
desirable employers and potential marital partners take great
pains to avoid taking them in legally and socially. While one
cannot exclude the possibility that the growing awareness of
these injustices will lead to progress as it has toward blacks in
the United States, Japanese are less willing to absorb foreign-
ers than European countries and America.

Although opposition groups are given some shares, their
shares are distinctly smaller. Opposition parties, labor unions,
consumers’ groups, and radicals are often ignored or given
conspicuously less prestigious positions. They may be excluded
from private meetings and treated as outsiders by those in the
dominant powerpositions. There are even gradations within
the accepted group, and members of the newlyrising group,
like the newcomerto a village or club, are treated as con-
spicuously less than equal by old revered members.

The elite bureaucrats who are so busy solving the larger
problems of economic development and local regional con-
struction often ride roughshod over opposition, as they did
over the protesting farmers at Narita Airport before the public
became aroused. Because of the intimate contacts within the
inner circle, those aspiring groups that are left out, such as
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student protest groups, some consumer groups,andlocalanti-

pollution groups, feel a kind of social exclusion absentin less

cohesive society like America. Over a long time frame, new

groups are admitted to innercircles and able individuals from

protest groups are absorbed into the networksof friendly re-

lations, but there is a real danger that bureaucrats with a firm

powerbase might becomeinsensitive to popular pressures. The

problem may be moresevere in France, butit is not absent in

Japan andit is a problem that could prove divisive within

America if a powerful professional elite were created, especi-

ally given widespread antielitist sentiment.

Condemning the misfit. Because there are few opportuni-

ties for individuals to change their place of work, one who

does not get into a place of work that heor his family con-

sidered desirable suffers from an enormoussense offailure. By

_ extension, the student who doesnotenter a desired high school

or university may be equally miserable. Suicide rates are high

among Japanese youth, and those whoare discouraged by not

making the proper organization may be more depressed than

their American counterparts, who will have a variety of later

options open to them.

Japanese whoentera place of work are nottotally devoid

of opportunities if they were to leave, but given the difficulty

of obtaining a secure position with comparable benefits, most

havelittle real option but to endure. Those who mightbe able

to start a new life under different surroundings find that it is

too late to make that kind of change. Those not valued highly

by their peers or superiors have no place to turn. They there-

fore remain in the same organization, without particular

satisfaction until they retire and go elsewhere.

The unhappy wife is often subject to the same fate. Offh-

cially, there is no problem in getting a divorce, and the pro-

cedures are not difficult. However, the weight of social pres-

sure is on the wife to make adjustments to avoid divorce.
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Courts may require the husband to divide property with his
wife upon divorce, but there is no alimony. After years with-
out employment, the divorcée or widow has difficulty mak-
ing a satisfactory entry into the labor market. This forces the
wife who is unhappy with her marriage into making the best
of it. The system causes great economicandsocial hardship on
the unfortunate widow or on the unhappy wife of modest
means who proceedsto geta divorce.

Stimulating excessive nationalism. In an effort to stimulate
internal cooperation and consensus, Japanese leaders have a
way of publicizing international developments so that Japan
is seen to be the victim of foreign pressure. One often seeks
in vain for articles in the Japanese press that fully give the
foreignside of the disputes.

Whether officially violating the General Agreement on
Tariffs and Trade (GATT) or not, Japanese bureaucrats use
a variety of ways to support Japanese products that are not
competitive on the international market. When foreign cars
were more competitive, the Japanese required that foreign
cars off the assembly line had to be inspected in Japan before
they could besold there. It was not enough to senda model
of the car, althoughit is safe to assume that Japanese automo-
bile manufacturers had close working relationships with the
necessaryofficials. By the time foreign cars arrived in Japan,
the new model was so far along in production that it was
extraordinarily expensive to make adjustments, and Japanese
inspectors could find problemsas small as location of mirrors
or doorhandles.It thus was difficuit for the foreign car maker,
subject to such tactics and sometimes delays as well, to enter
economically into the Japanese market. Japanese public corpo-
rations, although notofficially part of the government, gener-
ally do not buy any foreign-made materials, even if they are
cheaper and superior. The Japanese Telephone and Telegraph,
for example, refuses to buy foreign computers whetheror not
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they are superior, as a spur to the domestic computerindustry.

Whena foreign kidney dialysis machine began to take over

the market because it was able to do in several hours whatit

took Japanese-made machines fourteen hours to do, the Japa-

nese health service changedits rules to pay for use of dialysis

machines on the basis of length of time machines were used,

so that Japanese health facilities again began to buy Japanese

products, subjecting patients to fourteen hours of time for

what could have been done in several hours. When foreign

pleasure boats began to penetrate the Japanese market, the

inspector was granted the power to drop them from several

meters high andthen subject them to lengthyexaminations,

the expenses to be borne by the foreign company. Japanese

pleasure boat makers simply submitted a model for approval

and did not need to enduresuch testing. When an American

soft drink maker began to expandits share of the Japanese

market beyond what Japanese officials considered proper, it

was required to use noartificial sweeteners while Japanese

competitors could still use artificial sweeteners. When an

American company wished to erect a caustic soda plant in

Japan that was far superior to Japanese competitors, it was

given one delay after another for well over a year. Because

foreign drug manufacturers are often such superior competi-

tors in Japan, when a Japanese company develops a new

product, competitors are not allowed to enter the market for

three years, thus effectively keeping out manyforeign firms.

If a foreign firm develops a new product, it may have such a

right for only oneyear.

Somesuch practices are finally terminated after several

years of foreign protest, but Japanese officials use bureaucratic

haze to create delays, without full explanation of reasons or

standards, thus further discouraging the foreign competitor

and giving Japanese competitors a chanceto catch up. Notall
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foreign complaints prove to be justified, but many such prac-
tices continue, though virtually unreported in any Japanese
medium despite foreign objections. The problems of thefor-
eign firm are generally known only in a narrow circle of
officials and business leaders responsible for such policies.

Japanese children who study abroad and learn foreign
languages are given virtually no recognition for their achieve-
ments. Even Japanese children who havestudied abroad and
becomefluent in English may be required by their teachers in
Japan to go through various archaic exercises to prepare for
English entrance examinations rather than encouraged to con-

_ tinue to developtheir natural fluency. Japanese employees who
serve abroad for a very long period of time havevirtually no
chance torise to the very top positions in their firms, for they
are considered a bit too gaijin kusai (contaminated by foreign-
ness). Employees with foreign experience who do rise may
first have to prove their superior loyalty to Japan evenif it
means rejecting part of the foreign experience.

The major universities in Japan are national universities,
and since foreigners cannot be regular government employees,
no foreigners are allowed to becomefullprofessorsin Japanese
universities. This is beginning to change, but the number of
foreign faculty is unlikely to grow substantially. In most Japa-
nese companiesvirtually no foreigners are allowed to enter the
regular managerial career route even if they can handlethe
language.

Foreigners are generally excluded from Japanese press
clubs and from briefings of the press by Japanese officials, ex-
cept at special press centers for foreigners, even if they are
competentto speak Japanese.

In international economic aid and in international orga-
nizations Japan has generally exerted itself in matters of im-
mediate nationalinterest. Although generally taking a respon-
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sible and cooperative role in developing an international order,

the Japanese have taken little initiative in matters beyondtheir

ownnarrowself-interest.

Although foreigners are generally treated with courtesy

and kindness, Japanese groupsrarely accept them in their inner

councils. Many large organizations have “managersof foreign-

ers,” people skilled in English and foreign ways, who mediate

between foreigners and regular line officers. Foreigners may

be taken as true friends by many Japaneseindividuals, but with

some notable exceptions most Japanese organizationstreat for-

eigners as honored guests outside the innercircle.

Becoming immobilized. One of the most troubling prob-

lems within and between Japanese groups is the deadlock

brought about when one importantpartner refuses to go along.

It is generally not considered proper to force a decision on an

unwilling party. Narita Airport was long delayed partly be-
cause of the deadlock between the bureaucracy and the pro-

testers. Universities are unable to progress because the Minis-

try of Education and faculties at the various universities are

deadlocked over how much governmentcontrol to permit if

there are to be greater government expenditures. Because it1s

sometimes so difficult to resolve internal problems by means

of consensus, a sense of ‘outside pressure must sometimes be

used. At other times when groups remain divided it may be

that no one has the authority to resolve the dispute since

everyone’s views must be considered and no one wants to push

through something when one group does notagree.

The Japanese have achieved success at a considerable

price, the price of strong pressure toward conformity and

consensus, sometimes at the expense of the deviant, the op-

position, the little man, the outsider. These are excesses that

Americans who may wish to copy Japanese patterns will have

to consider seriously and devise ways to avoid. At the same

time, it may be suggested that America is in little danger of
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going to Japanese extremes in any of these spheres. America’s
problem is rather that American groups do not have enough
power to maintain their own standards, that they do not have
the confidence to carry out the will of the majority against
the egoistic deviant. It may be suggested that America needs
all the help it can get in moving toward group cooperation.

CAN THE JAPANESE MopE. Survive SuCCEss?

Before Americans begin studying the Japanese model,
they need to consider the question raised by many Japanese
and someforeigners as well, whether the Japanese modelof the
last twenty years will remain effective, even in Japan. The
Japanese model, so the argument goes, was appropriate to a
period of very rapid growth when Japan had many compar-
ative advantages and a receptive international economic and
political climate. It worked when there was a high internal
consensus about growth, but this consensus is now drawing to
a close. Ordinary citizens are now moreinterested in social
benefits than economic growth, and the new generation of
youth reared in affluence have verylittle interest in economic
growthatall. |

Thepessimists note that growth has already slowed down.
‘During rapid expansionthe banks hadhigh leverageoverfirms,
and banks were in turn dependent on the government to help
providefinancing for new investment. Now companies have
accumulated more capital and will undertake less new invest-
ment. They therefore have less need for the banks and the
‘government and are more prepared to go on their own. The
domestic market was lively when one product after another
was introduced into Japan, but now Japanis satiated with all
the basic electrical and other equipment, so the market is
limited only to replacement of old goods. Many Japanese
goods have already begun to saturate other world markets,
which will no longer be able to absorb products from rapid
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expansion of Japanese industry. Manufacturers are fully aware

of these trends and no arnount of government encouragement

can make them continue their rate of investment in modern

facilities.

Korea, Taiwan, and other countries with lowerlabor costs

and new plants sometimes more modern than Japan’s will be

able to undersell Japan on world markets in a broad range of

products, enjoying the comparative advantage that Japan once

did. Japan will therefore give up manyofits labor-intensive

industries to those countries, and the high technology sector

where Americastill has strength and the service sector toward

which Japan is moving do not provide the same growth op-

portunities that Japan enjoyed during its heyday as a heavy

manufacturer.

The Japanese system, as seen by suchcritics, is in jeop-

ardy as the growth rate declines. Companies are heavily 1n-

debted to banks, but when growth washigh they could easily

repay loans. When they were expanding rapidly, they could

hire many young employees at low wages. Now that growth

rates have declined, companies have trouble repaying loans

and, with permanent employment, theyare stuck with a highly

paid older work force. With less expansion, they often do not

have enough work for everyone, and disguised unemployment

is rising rapidly. Firms are so strained maintaining the perma-

nent employment system that the whole system is beginning

to crack. The population over sixty-five has doubled in the

last twenty-five years and is expected to double again in the

next twenty-five years when the proportion of old people will

reach European levels. The nation will be confronted with a

smaller work force and a larger welfare bill, increasing com-

panies’ tax burden, reducing the growth rate, and creating a

vicious cycle.
In the past, younger workers, workers in small and me-
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dium enterprises, temporary workers in large enterprises,

womenand other underprivileged groups could be kept under
control by the governmentand big business establishment be-
cause they stood to gain some benefits from rapid growth.In
difficult times these groups will be the first to be sacrificed.
During rapid growth the large number of rural youth who
entered the urban industrial work force were willing to endure
low wages and difficult woking conditions because it was an
improvementover earlier rural conditions, but now that the
rural-to-urban transition has been essentially completed, ex-
pectations are higher, there are fewer opportunities forrising,
and consequently people in lower positions are less easily
satisfied. Those who once took pride in their work in middle-
level specialties are no longer as content to remain subservient
to thosein theelite track.

With a slower growthrate, political leaders must make
more difficult decisions that require some groups to pull in
their belt. Social cleavages will become more severe and the
broad-based support for the conservative leadership will de-
cline. The Liberal Democratic Party in the Diet is already
eroding so that a coalition governmentis likely. As opposition
parties and the disadvantaged groups they represent gain
power, the great triad of leading politicians, elite bureaucrats,
and big-business leaders will be unable to rule unilaterally.
With a broader and morediverse base ofrule, leaders will lose
their capacity to achieve the consensus needed to act quickly.
Governmentwill be less effective.

Until now, Japan could selectively control imports of
foreign ideas and customs, maintaining a tight national soli-
darity. With stronger foreign pressures on Japan to further
open its import market, with increasing foreign contact and
internationalization of Japanese companies, Japan will have
more difficulty controlling foreign impact. It will become in-
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creasingly difficult to preserve the strong distinctive features
of Japanese society and to prevent the spread of some of the

less attractive features of Western society.
Japan, always fragile because of its dependence on the

international system, faces even greater dangers than previ-
ously. Raw materials like oil could be cut off, European and
American markets could be curtailed by protectionism, and

the productivity of rising countries like Korea, Taiwan,
and Brazil could destroy Japan’s comparative advantage. Japan

profited from a period of great stability in resources and great
receptivity to its products, but this era is ending and future

crises could have a devastating impact.

During growththe grandvision of catching up with and
overtaking modern, affluent countries gave the entire society a
sense of purpose. The victory won and thevision achieved,

Japan no longer has any clear direction. The optimism, dis-
cipline, and hard work that resulted from the pursuit of these
visions, according to the pessimists, will now go the ways of

affluent Europe and America. |
The above arguments embody very real fears and they

are not without some foundation. Americans who are hope-
ful for an end to Japanese competitive power as well as Japa-

nese spokesmen whoaretrying to counter foreign pressure on

Japan to further relax import controls and to restrain exports
are likely to repeat them often in a variety of forms. In mak-

ing estimates about Japan’s future, informed reasonable men

do not entirely agree, and a scholar can do no more thanoffer
his best professional judgment.

The Japanese for the last two decades have been caught

up in a series of crises, shocks, disasters, and so-called ‘“de-

pressions” when growth rate goes downas low asfive percent.

Each time there was a wave of panic, and each time Japan

rallied to astound the pessimists. According to the best esti-

mates of Japanese and foreign economists, Japan in the decade
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ahead will still be able to maintain a growthrate of perhaps
five to seven percent a year, substantially higher than the
United States’. It is true that companies must repay loans to
banks, but manyare already finding ways to pay back some
of their debts; and because of the policies of the Finance Minis-
try and the Bank of Japan, interest rates have already gone
downfar lower than during the rapid growth years. Thereare
bankruptcies, but enough companies do well for the total em-
ploymentto continuetorise; official unemploymentis unlikely
in the foreseeable future to reach three percent, and companies
have expanded new productlines and further rationalized to
control disguised unemployment. Companies have decreased
seniority pay differentials and increased incentive pay systems
without sacrificing the seniority system. Small and medium-
sized enterprises are sometimes exploited by large manufac-
turers, but productivity andsalary differentials between small
andlargefirms continuesto decline, and the small and medium-
sized sectorstill continues to grow. Many large manufacturers
want reliable subcontractors and therefore help modernize
smaller companies; the result is that subcontractor workers
are increasingly brought into a regularized employmentsitu-
ation similar to that of workers in large companies.

It is true that the service sector has grownrelative to other
sectors, but Japanis likely to turn this stagetoits advantage as
it has the stages of light industry, heavy industry, and high
technology. As information processing becomes more impor-
tant, Tokyo has the potential for becoming the information
capitol of the world.Its six largest trading companies are prob-
ably each superior to any foreign company in range of eco-
nomic and political information. Telephone facsimiles are al-
ready much more widespread in Japan than anywhereelse.
Becauseof its rapid advancesin puttingall published material
on tapes and arranging patent and other laws to make this
feasible, Japan is further along in having all library informa-
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tion integrated into a single system than any other country.

Althoughpart of its computer capacities still lag behind IBM,

the national government’s commitment to making Japanese

companies superior in computer and telecommunication sys-

_tems gives it distinct advantages over other countries where

there is no such policy and whereantitrust suits threaten to

break up the strongest multinational companies of American

origins. Meanwhile, Japanese investment overseas will bring

Japan new opportunities. The Tokyo-based economist Tait

Ratcliffe estimates that in 1980 Japanese investment overseas

will have tripled infive years and will continue to expand.

Purchase of foreign firms with high technology is growing.

— It is true that the proportion of voters supporting LDP

had been declining, but the decline now appears arrested and

in local elections the LDP has been regaining power. Every

opposition party that has grown in recent years soon peaked

far short of a serious challenge to LDP supremacy. Since

coalition government came to be considered a possibility,

bureaucrats have become increasingly cooperative with key

opposition Diet members, in preparation for working together

if a coalition governmentis necessary. So many moderate op-

position leaders are preparedto cooperate with the LDP that

even with a coalition, the governmentis unlikely to be funda-

mentally changed.

It is true that young workers had been less enthusiastic

about subordinating themselves to the group, but the fears of

petroleum shortagesafter the oil shock and of foreign protec-

tionism after Europe and America complained in 1977 has

greatly strengthened discipline and has kept groups from dif-

ferent circles united.

It is true that Japan would bein great trouble if natural

resources were cut off, but wise Japanese bureaucrats have

managed to keep open manypetroleum options (between the

Middle East, Indonesia, Russia, China, Australia) and many
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coal and atomic energy options,all of which are supplemented
by an excess supply of tankers and approximately ninety days
on-shore petroleum storage capacity. With these efforts and
their vigorous conservation program, the danger of a serious
energy problem in Japan seems remote. With dollar devalua-
tion, Japanese can now importoil so cheaply that some of the
previousplans to reduce energy-intensive industrial production
now seem unnecessary. As for internationalresistance to Jap-
anese products, this will undoubtedly cause problemsin certain
selected industries, but the flexibility of the Japanese govern-
‘ment’s guidance,the capacity of the Japanese system to rapidly
absorb information concerning trends, and the responsiveness
of Japanese firms gives Japan many options. The fact is that
the Japanesearelikely to remain extraordinarily competitive in
the world markets for a long time. What they reluctantly give
up in labor-intensive industries like textiles and low-level elec-
tronics can more than be replaced by their rapidly growing
capacity in new high-technologyfields such as copiers, com-
puters, and.telecommunication equipment—acapacitythatal-
ready threatens to weaken some of America’s few remaining
areas. of competitive strength. Not only do exports of con-
sumer. goods continue to increase, but huge integrated Japa-
nese construction projects in many parts of the world are
growing rapidly, providing an outlet for Japanese production
withoutattracting political reactions as do consumerproducts.
Japanese investments throughout the world are already catch-
ing and surpassing American investments in manyareas. Al-
though investments'in America have begun slowly, they can
‘be expected to increase rapidly in the yearsahead.

Within Japan, female temporary workers are generally
the first laid off in times of economic difficulty, but in the
“recession” year of 1977, for example, the number of women
in the labor force increased almost two percent, far more than
the growth of womenin the population. The much heralded
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cleavages in Japanese society are sufficiently quiet that leftist

political leaders still bemoan the low level of consciousness of

Japanese workers. The Japanese fear of inundation by foreign-

ers has receded as the value of the dollar has fallen because so

few foreigners canafford to live in or visit Japan. In short,

within the next decade at least Japan appears to have the

leadership, cohesion, and group support necessary to maintain

a highly effective postindustrial society without any great

changesin its institutions.

CREATING AND BORROWING

Can the United States, with its strong tradition of indi-

vidualism, acquire a system, however admirable andeffective,

that is based on very different premises? When Japan began

borrowing from the West in the late nineteenth century,it

had hoped it could get technology without giving up the

Eastern spirit. In the end Japan had to change its ownspirit

and institutions far more than originally intended. Japan’s

ultimate success should not mask the turmoil of the process,

but Japan foundthatit could effectively transplantinstitutions

that, with its tradition, it had not been able to create. It is no

accident that the early, basic discoveries of modern science,

technology, and industry originated in Western Europe and

the United States, where individuality and creativity flour-

ished.

The first generation of industrialists in Europe acquired

their skills through their own experiences, but the first genera-

tion of industrialists in Japan spent marly years in training

programs acquiring the experience of others. In the turmoil of

the early Meiji period some great individual entreprenurs and

charismatic leaders played a crucial role, but the dominantpat-

tern for catching up was of central government planning and

guidance, close government—business cooperation, and rapid

creation of large, private institutions through centralized capi-
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tal accumulation and formal training programs. As Ronald
Dore put it, Japan, even more than Germany,is a “late mod-

ernizer,” with a particular set of institutions designed for
rapid catching-up. In the later part of the twentieth century
these institutions, originally developed for providing central
direction for rapid change, turned outto be better adapted to
the complex problems of postindustrial society than the insti-
tutions of Western countries that were developed for creating
industrialization. In the current era of rapid change, a highly
politicized population, environmental pollution, and shortage
of resources, the Japanese have found thatinstitutions which
provide more central direction, moreflexibility, and more con-
sensus outperform those whichlack these capacities.

Until a few decades ago America’s institutions, which
grew out of the Western European experience, worked
extraordinarily well. Doctrines of private enterprise, civil
liberties, and states’ rights allowed creative individuals and
institutions to adaptto local situations. Withits scientific and
technological inventions, America was on the forefront of
world creativity. Laws developed in response to European
tyranny gaveindividuals their highly prized personal freedom.
Benevolent charities and academicinstitutions provideda level
of humanity and decencylacking in many nations. Whenthese
institutions wereat the height of their success, Americans were
proud of and devoted to their country.

By the 1970s, however, institutions that once served our
country effectively have often been found wanting and have
been strained almost to the breaking point. Organizationslost
the power andflexibility to function effectively. In a loosely
organized urban society, ordinary citizens are defenseless
against crime andlicense. Government regulations have multi-
plied, creating endless litigation that burdens society finan-
cially and organizationally. Commitments made whenresources
were seemingly inexhaustible have created expectations that
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cannot berealized. Benevolent impulses and government pro-

grams have proliferated in a mass of confusion without ade-

quate consideration of the financial burden on the taxpayer, of

the divisiveness between taxpayer and recipient, of the motiva-

tion of the low-paid worker, and of the self-depreciation of

the recipient in an achievement-orientedsociety.

The pace of economic change hasaccelerated and foreign

trade increased, but America’s institutions are not strong

enoughto guide these developments or to respond effectively

to the problems of its declining economic competitiveness.

Whensudden dislocation can cause enormous human misery,

as in the excessive migration from the rural south to northern

cities in recent decades, the United States has had no migration

policy. Ourinstitutional practices promote adversary relations

andlitigation at a time when the complexity of our organiza-

tions requires greater consideration of overall goals and when

divisiveness threatens to disrupt the society. As a result, judges

are called upon to make complex rulings concerning social and

economicsituations, a task for which they are most often pro-

fessionally unprepared.

Japan, with its greater sense of group orientation, more

recent emergence from feudalism, and government-led mod-

ernization, has developed solutions for many of these problems

that America, with its more individualistic and legalistic his-

tory, might never have invented. America’s transition to in-

dustrialization did not require the central direction nor the

high level of government and business cooperation required of

a borrower. Now that postindustrial America, too, requires

higher levels of cooperation and more central leadership or1-

ented to a modern economic order, there is no reason why

America could not borrow and adapt Japanese models which,

with a different tradition, it could not have originally created.

Noone should underestimate the difficulty of pulling out

specific practices from their context. Nonetheless, while Japa-
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nese practices are in many wayssignificantly different from
American ways, they are surprisingly consistent with Amer-
ica’s basic values. America values free enterprise, and even
more of Japan’s gross national productis located in the private
sector than America’s. America is committed to freedom of
speech and freedom of the press, and so is Japan. America
strives for a more equal society, and although the Japanese
have higher requirements for performance before granting
underprivileged groups equality, they have exerted themselves
in reducing differentials of opportunity and have achievedin-
come differentials smaller than America’s. Japan is group-
oriented, but as George Lodge points out, communitarianism
is an integral part of the Americantradition, going back to
the early New England village. America’s many voluntary
associations, its history of community organization, and the
positive value it attaches to teamwork suggest that group-
oriented activities, if not dominant,areat least not alien to the
Americantradition.

America’s problem of recreating a sense of community
now that group ties have been attenuatedis infinitely more
difficult than Japan’s problem of maintaining groupties that
were neverdissolved. But there is no reason why, withgreater
central direction andsensitivity to the needs of various groups,
to the mechanisms of maintaining solidarity, and to the prac-
tice of broad consultation, America could not adopt policies
more suited to the postindustrial age and recreate a sense of
community in a form adapted to postindustrial society.

It is not clear that Americans are ready to respond to the
challenges now posed by Japan’s success and that will soon be
posed by the success of Korea and other Asian nations. Unlike
other nations inundated by Western dominance, the Japanese
beginning in the late nineteenth century moved with eager-
ness and speed to bring in foreign patterns rather than have
them brought in; thus they became the masters of change
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rather than the victims. Other countries were devastated by

foreign influence, but Japan was invigorated. This work 1s

written with the hope that America, like Japan, can master the

new challenges, that we will respond with foresight rather

than hindsight, with planning rather than crisis management,

soonerratherthanlater.
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