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L3NLFHEROFMETH L, T L TIESR, HOBATE
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437 ) EBETY H 25—t goes much beyond a theory and
analysis practice, but a lot is based on practical nuis and bolis
experience.”
HADWEBEORE LI L, ALV AEAXPIEDRELZE
BT 5RO Z2H7BIT 55— three pillars of Japanese Iabor
relations: lifetime employment, seniority wages, enterprise
unions."JEGEH, EWFEIES, AERMEE, LA LILLH
TREFER IS ) eI i THR2 TR b 50 H
0@ B FDPEOOERITEEMY
force is aging”" TH b, TDiFR—"there are not enough

"above all else the work

kacho positions, for example, let alone buche positions, ,,, So
that means that people’s work will not be so interesting.” 4 3
D EDIEBERICES CEH L Ty 3 £E# 45 multinationals
(MNC) »#ft4 2 job opporfunities 77, & H T3 7 OisR,
Fo ) TORETHEBEPELLZENT » EFEBICL 2T b,
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really test his references.” 7z 770 & DEEHEEE 5 & v 9 S ilhs
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Japanese are difinitely highly disciplined employees.”

RHRICZEECESHETASETD 5 2 (v HRE MW
Mize B ZIE, "The best blend, I would say, is to always use
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KHbETEL (RET S, TLTAL X REALD LS ©HEY
I2HNE S —“to call a good labor consultant to

get some more advice”" R R EAL LWHITER (A LT
— BT AT 52,
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Giving Advices on Personnel Probleis

Komatsu: How do you do, dear viewers? Labor and
personnel!) practices are one of the frequent subjects
that we very often talk about with people overseas be-
cause it is one of the important factors that has con-
tributed to? the success, or sometimes oversuccess, of
the Japanese economy.

The rapid internationalization of the Japanese socie-
ty,howevenisboundtochangethantoo,beuumelabor
and personnel practices are, after all, very fluid?, so
today we would like to talk about the labor and per-
sonnel practices in Japan more from the viewpoint of
the recent trend rather than the traditional,
stereotyped® thinking about it.

Our guest today is Mr. Thomas Nevins. Mr. Nevins
is the well-known expert in this field. He is the presi-
dent of T.M.T. Inc. which he himself founded in 1978.
He is a very aggressive businessman. I really respect him
for that, and he is also a practicing® scholar. He has
authored many books in the field of labor laws and prac-
tices both in Japan and in the United States. The most

MRl L]

AZBREOT FARAMR

AR SEE A, AR, HMEAOALEEEETLEE, 2
R UEEERIC O 0, H - AT OMBT Y., Ziud,
HARRBORL), &SRO ETELLEbILETS, I
DEIhE 725 L EELEROD Lo, BEOFE - ABEH
TTHBELLTT,

LarL, 35 ABEITRA L o TLIRBIRE L LD T
Tht, AEOHSFESCEER LT 220 T, bbb %
2EHA, FITEHRINHEBECODWIERLCEbNTER
BREMEZEIFTEE, REOBE Lo BRAr L, BL
S THARZVERWET,

FEHRAOYE I, P—2R2 - REVAEALTYT, FEA3A
i, L msnaZofBoBEMETT, 19788 TMT & 8I5

1) personnel: 27, AR (personnel practice: AFHAT) .

2} contribute to~: ~ BT %,

3) fluid: WEEa L, BN EDb D,

1) stereotyped: Biclk & o7z, [ALED @ (stereotypical & $E ),
5) practicing: %3¢+ 2, B|HET 5.
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recent one is this one titled Labor Pains and the Gaijin
Boss. Mr. Nevins, it’s nice to have you in this program.

Nevins: Nice being here, Mr. Komatsu.

Komaisu: Would you briefly tell us about how you got into
this area in the beginning?

Nevins: Okay. It was basically by accident!). When I was
20 years old I was figuring out? what to do with the
summer vacation. Some of my friends said to me: why
don’t you go to India? So I did that, and then a profes-
sor at Cornell~-I was studying labor relations at Cor-
nell University—she said: why don’t you go to Japan
and do a labor relations project for me, or with me, do
research together? I had already been studying labor re-
lations in college, and so I came to Japan that year and
then I studied Japanese at the university, and then I came
back when I was 22 sponsored by the Japan Institute
of Labor, and I gradually started working in labor un-
ions and in companies and then did quite a lot of trans-
lating and did some odd jobs, my share of odd jobs as
well, and did some work for the ILO¥, for example,
and translated for labor unions, and then began this
company in 1978.

Komatsu: Now, what do you do in this T.M.T.?

Nevins: Qur clients are multinational flrms“} here.

Komatsu: Foreign capital companies.

Nevins: Yes, foreign capital companies, and we help them
with their setups®, for example, set up their rules of
employment® and their compensation” and benefit8)

B R osr iy — 129

, BEFOHEF LTELAEY. BREERYLE D AR
, BLEOELWAALEBNRL CwET, ERNTYET, O
Kt?ﬂUﬁm%Wﬁ%*@%Mm%%fﬁ<?Awﬁ%”w
BhLIET. BEHE, Zod, Labor Pains and the Gaijin
Boss (TEAOEL A ENARZAY TF, AErAEA, FHIEF
IOERICBEL W WwTHN LS I8 nET,
FECARS I BLIT,
AR S EF, BARDE S LTIORFCA LI, O
EEOPLHBILBE,E (S,
FECR /L EIFESRE, BREOTE, 20L&, EffA
EEIMITESHEVENAEEITWETE, hEEAN, 1
FITE 25 FH2NTT, FITA > F~T&F LA, KRiZ, 2
— RN RENRETT, fii I ORETHERGEMEL Tw
DTTH, WL, BEATF-THFRRO 7oL 7205
TAE v, 2 AOLEWIETHR ) Lok, ZEbILEL
Pre FATENEAE~R-TET, RETHFRFLEML L

1) by accident: B0,

2) figure out: £ 5, T 5.

3) ILO: International Labor Organization.

4} multinational firm: %EH MRS,

5) setup: (&) T,

6) rules of employment: Et3HERl,

7) compensation: 5 (A#E LxE—F2),
8) benefit (=fringe benefity: (compensation® & () &4, 4o
1t
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packages, and we also handle such difficult problem
areas as terminations! and staff reductions® when the
company isn’t doing so well. We handle cost-saving pro-
grams, and also union relations as well as other staff
relations in general trying to make sure that they can
manage the Japanese well and effectively, and giving
them the answers that they need and really giving them
the sort of practical advice and plotting® the strategy
and actually getting them where they need to be. So it
goes much beyond, you know, a theory and analysis
practice, but a lot is based on practical nuts and bolts?
experience that the firm has developed over the years.

Characteristics of Japanese Industrial Relations

Komatsu: Well, now when those multinationals or the for-
ecign capital companies try to establish themselves in
Japan, they also have to know the labor practices and
labor situation in Japan. What do you think are some
of the special characteristics of the Japanese labor and
management relations that they have to know?

Nevins: Well, I think they should always know exactly what
Japanese companies have traditionally known and prac-
ticed. For example, they should know that there is a sum-
mer and a winter bonus, and they should be able to have
a choice or an option as to whether or not they and their
employees want to have a summer and winter bonus.
They should know that a traditional Japanese compa-

H g5y —- 127
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DEFHE B VEOHESS ABBIRT FEACHELRN 5O
32 HNET, SHREERTELFESTETL, Eal0E
FAer o, ABRSE—EcoOWT, BARAE I CRIRNCE
HBresd ki igcol), EROLBELZL, BEiho2D,
BV 3icaftzELAHEA~E HTTT. Trs, HEvs
Wi &R PICBARERT, KESSHIREP - THA
BhTE2RERNTERELECLTWELTTY,
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1) terminations: BHZT, BEE.

2) staff reductions: A R HIH.

3) plot: (FHmid: 2 %) 2<%, HHEE2{ 5,
4) nuts and bolts: Az, JEMRAYY,
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ny and many of the multinationals will pay family
allowances!? and housing allowances and they will have
position allowances, vou know the yalkuzuki teate for
kachos and buchos. They don’t necessarily have to be
involved with those practices, however. It may not be
so necessary. After all, one reason for having such al-
lowances is that they represent nonpensionable® salary,
$0 their presence helps to control the weight of pension-
able income or the retirement liability?! that a compa-
ny must pay on an employee.

Komatsu: So those foreign managers usually like those
Japanese payment systems?

Nevins: Well, perhaps on reading my book they may be
predisposed to* believing that they should have them,
and there are some areas in the book which is based on
seminars that 1 have run, for example. It’s a compi-
lation® of articles which have been published in Ameri-
ca and Japan over the years, and there are some strong
positions in there for Japanizing a compensation pack-
age, but as we get more and more experience we see that
as long as a multinational firm is safe in terms of, say,
the weight of nonpensionable income by having just a
simple concept such as a percentage of nonpensionable
income, instead of having all those nonpensionable al-
lowances or introducing a dai-ni kyuyo of just a non-
pensionable salary component, then they are safe and
they don’t necessarily need some of those other al-
lowances, but [ think it’s important if the employees de-

| Ao g — 129
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ELEHoTHLBEFANET, LAL, I3 LlTIREEZ
FNBNER T, EILTHLELLOTRLWOTY., 29
LR/ LTwi 0 E20BEHE, £&5ERENHED
BREECAL T WBIENS S S P LT, IR LEFTT, &
HAORET AHERNERESOBREENEHEEE3 252 8)
TELNTT,
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FEVRSE S TTRBOFRTHEATR) AkiZh b
BSERASHE LD T, OB, B F—THLRE
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1) allowance: F3,

2} nonpensionable: Lo, K—F APEMEOHB L ST,
3) retirement lability: ;BRES (330).

4) be predispesed to: — Lo¥ v, ~®OEAE L2,

5) compilation: L 2L, BHI LD,
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cide themselves in the firm that they don’t want the
summmer and winter bonus and, instead, they want an-
nual income divided by 12, and they feel that they don’t
want family and housing allowances which,
incidentally?, are quite risky now. They are quite a
dangerous thing to get into after the April Ist
legislation® this year which provides that you have to
give equal treatment for the head of a household?
regardless of whether it’s a male or a female, and so
on, and provide those allowances.

Komatsu: Now, aren’t there companies, I mean multi-
nationals, who would rather continue to use their own
practices at home rather than adapting to the Japanese
practices?

Nevins: That is often the reaction that they have, and then
when they talk with me and they see that maybe some
of the Japanese aspects of a compensation package are
not necessary, although I do recommend that they pay
summer and winter bonuses for one reason. The social
insurance contributions* are smaller on bonus than
they are on normal monthly pay, and also there is room
for flexibility because you can have a performance
range’ on a summer and winter bonus, and if the firm
doesn’t perform so well it helps to have that bonus. It
provides flexibility, so I will recommend that they have
that, but sometimes they are relieved to% hear that
some of these other more complicated allowances real-
Iy are not as necessary as they might have perceived that

8 AR it — 132

bl THEELALELREL 2L TTH, BERNIES
WROERT W RABCERLTCWAHEIHLOTT. L2L,
WAWARERTHATE Tah o722 ki3, ZEBEREL L TS,
Fe BEENNERE L LT WELRFIANCEELZ0, F2OD
THEIHSEFMEALLZ)TH L0, ICMELAR, Pl
WAMIADE A% R THEHLHRC LT I L vwEn) Lk
TF, FOE DRSS, TOEPOFRLLEN (kY E
T, LaL, BRI EE, SHORERNERENR—T A
Vi, FORNEMBSERTHES ARl TIIL Y
EWVI T EERENTHERHDLIETHY, FLFEFLCEETSE
BWbHWEEFTEZZIETT. DWTEHFL, THWwIF
BEASTREBZLOE > TrET, [EDTLTEL LY
WiEl, AH1HLITE N KRB LD L, BhreibTi#
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3z &TT.

MR SEZAT, BENETICALELWT, BSOEDET
PRELL L) &) SEEBEEIH) AL,

FEXRSFH I RBEFRTELE»EDH )£, TLTH

1) incidentally: &£ Z AT, 2V TLd 6,

2) the April 1st legislation: 19864 4 B 1 BRI L &2 BIcIE B
ERFELRE ST,

3) head of & household: #7457,

4) contribution: v 4y, BIETE,

5) performance range: $85i2 £ 215,

6) be relieved to~: ~ L T&LT 5,
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they are.

Komatsu: So some of those typical Japanese labor or per-
sonnel practices, such as bonus, are advantageous to the
companies from the manager’s viewpoint, so that they
can probably be transplanted in the foreign soils, too.
Is that how they perceive it?

Nevins: In fact, we had a JETRO book which was pub-
lished by JETRO in 1980 which was about American
labor relations for Japanese companies, and Japanese
companies bought that book to help them with their
labor relations on the American side. And in that book
I recommended that Japanese companies should not for-
get their roots, should not forget that they came from
Japan and that there were many things they were doing
in Japan which were extremely successful from both a
macroeconomic point of view, in terms of allowing the
country to have a higher savings rate because so much
of the summer and winter bonus can go into savings,
from the employee’s point of view in that he gets ac-
customed to a certain standard of living with his monthly
pay, and with his summer and winter bonus he can save
that and he can buy consumer durables!! such as
refrigerators or automobiles. So essentially I think what
you always have to do is not just follow Japanese prac-
tice blindly, and Japanese going into America should
not follow American practice blindly, or American com-
panies, when they look at Japanese practice now and
they’re studying many, many books and so on, they

B Ao ) 3 — 133

EELTY 39 B, B5HRD ) Lo AR LIaIE, WD
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AFEEmFeFEilcE b, #EROMY LA, FAD

1) consumer durables: B AEE M.
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should try and even integrate!) some of those concepts
into America.

For example, one of the problems that Japanese com-
panies have when they go into the United States or into
other countries, they complain that the turnover rate?
is very high among the employees, that the employees
quit too soon, and they put investment into training
which is a great strength of Japanese industry, and it
is something that large firms can do here because of life-
time employment® and because they can get their
money back on their investment. But when they do that
in the United States, the people quit.

Now, if you have & bonus and you tell a man, it’s
called ‘“‘golden handcuffs’® now. They have a little
word in America, ‘““‘golden handcuffs.”” It’s a deferred
income® concept, such as if you stay in your job for a
certain period of time you’ll have deferred income and
it will be paid at the end, which is really what the
Japanese bonus is like to a large extent, so it will be
helpful.

Inereasing Mobility

Komatsu: Those practices that you mentioned, like bonuses
and allowances, are, however, key to the more basic per-
sonnel practices as lifelong employment or the seniority-
based salary® system, and these things, I think, are
gradually changing, too, as a result of the changes of

B3

A T—ENEFE L NI Ten b h, K—FARESICTE
HLZY, WEE BBELv-LHANEREE) 2L TE
BEVIHITTT, TTdbh, WOLENTLLEWIEE, 7
AN A0St BEROEITICHEEANCH 5 LB v, TAY A
«ﬁﬁf&aﬁmA&i T AV AZRNRN FeEHMICEITA
N5 kiz EWVWI LT, 2, TA) A0SR EAD
@ﬁ%W%L,y<@$%m&t7z,Eﬁﬁm%m%W<0#
EBL, T AV AOERCHEY A THLNETT,
BlziZ, BROESHFT A3 APFNMOE TEESTHLE
FoPLMEAV L0h, EEENEMEFEE IS, T¢%
HTLEI LI I ETY, HEDEZEDKELBAL, #HE -
ABEICHREETEZETT, BEOREUSINAHNTE LD,
MEERNHEOC, BEFLCLEETEL2LTT, &
B, TANVATINERSE L, AUPEIZRHTODETT,
ETATER-FTAEII L ER, L "HENEH, LWIE
WHETEBTLY . TANATREFIWIEENSLOTT,
ZAUSIER g S, OF ) - E0EIE 2L Foloisso
FWY) 2 2&LOEFL, TOHEIRb27E BICTRWEEIT

1} integrate~into ...: ~%-l2 L D wiitd, MAVNES,

2) turnover rate: EEfikaz,

3) lifetime employment: # 5 &M,

4) “golden handeuff™ "H&nFi | (TRHL LRI 2»PERE A
WHET B L),

5) deferred income: JE~E LS5, JEMIS Lzl A,

6) seniority-based salary: £IFFIE 5.
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the Japanese economic situation and so forth, and then

" that will also have the effect of changing those payment
practices also. Don’t vou think that kind of change in
the basic trend is taking place?

Nevins: Sure, I guess some of the changes taking place in
Japan, above all else, the work force!) is aging, and
that means that there are not enough kacho positions,
for example, let alone? bucho positions for Japanese
managers to take, and it’s very rare, it will become more
and more rare for a man to be able to get a line manage-
ment position. So that means that people’s work will
not be so interesting. They will be put over in the side
into specialist roles which may or may not be interest-
ing, and people will begin to look to the outside, and
there are firms, in fact, that are and have been, to some
extent, pushing older employees out. In fact, one of the
characteristics, more unpleasant characteristics perhaps
of Japanese management, is that there is really even a
concept of first-hired, first-fired?. So although there is
something called seniority wages, in reality on a staff
reduction, you know, jinin sakugen type reduction where
you get rid of employees, older employees are asked to
leave first, whereas in the United States and in Ameri-
ca, both by unions or even in nonunion situations, to
prevent unionization® they will always make sure that
they have the greatest loyalty and commitment to the
older employees, and they manage to maintain their
jobs.

~

B oy — 137

LEviafrEZRT, AROKE—FRIZVhiE, ZHkhizdh
b, EREtboTT,

B 5 B HEREE

PR LSBEB o Lo foB—F 2R Y L K oiiTE, MR
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LALZ 3 L AEREITY, SRORBELsrEBILTo0cH#-
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FEVR LA RRICEE I ol 2Tt RET
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1) work force: %if.
2} let alome~: F L T~%Vvy, ~3HAANI & (=much lessk [
Ll
3) first-hired, first-fired: %IcBRAES N LNISETEEE NS
(first-in, first-out=FIFQ fcAdit).
4) unionization: A&k, ME-&#iH.
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ButtheJapancscapproaghisexcenentﬁxnnznanage—
ment’s point of view because, in fact, the oldest em-
ployees have the most expensive salaries, and if you can
get them out of the firm, you know, they are the least
flexible in adapting to technology. If you get them out
there is a tremendous savings there.

Now, basically the closed labor market is really the
secret to Japan’s success. It hasn’t been really stated that
way.

Komatsu: What do you mean by “‘closed labor market™’?

Nevins: Well, it’s usually said the three pillars of Japanese
labor relations: lifetime employment, seniority wages,
enterprise unions?. But the reason why a Japanese em-
ployee up until recently generally stayed in one of those
large firms was because there was no mid-career
hiring? in an equally large firm which would pay him
the higher salaries because small companies don’t pay
as well in Japan, and would also guarantee him a job.
The job could be guaranteed because of the contract em-
ployment in the second tier® of the Japanese economy
or because of subsidiaries? and so on.

Komatsu: But that situation is changing, as you mentioned,
because of the increasing number of aged workers and
also because of the increasing number of foreigner com-
panies doing business in Japan providing opportunities
to the Japanese people.

Nevins: Indeed, they are providing very exciting opportu-
nities.
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Komatsu: It is much easier these days to change jobs for
the Japanese.

Nevins: That’s right. But still, you know, a great charac-
teristic of Japanese recruiting and manpower planning
is the April 1st shinsotsu,you know, the entry of the new
graduate, and this is very important and it’s a great
strength and it’s something that Japan should not easi-
Iy eliminate. In fact, everyone joins not only the com-
pany on April 1st but they also join the union regardless
of!} whether they’re white collar employees with a tie®
and jacket.

In America employees Iike that do not join the labor
union and they’re never paid overtime, whereas in Japan
in a large firm all employees are paid overtime, for ex-
ample, and are in the same labor union as the blue col-
lar workers. So this is really, to a large extent, a company
union® rather than a trade union in the Western sense,
and that has also been a great strength to Japan because,
to a large extent, the union is an appendage of the
personnel department, and we know that often the un-
ion leader becomes personnel manager and so on.

Komatsu: This practice of hiring young people on April
1st at one time and those people will remain with the
company for long I guess is also changing because many
of those young people are getfing impatient about the
slow pace of promotion, and when they see that many
job opportunities are available outside, 1 guess, they
don’t want to stay in the company as long as their

B AR o5 Wi — 141

HTlEF A GITE VBRI W E A, BORIEEXH 5D, B
FRFEOTOEOBHEANRPTFEH LA b H L, LTT,

g S L, BB Lo BNEBRIEL,TET
wE T, EHoBEESE LY, —F, BRTERELTHHE
DERFHITET, BFACBAMERSEREL T T,

FEPR LA, TS LwiedREL TwEdih,

MRS EAT LI THEAIREEZ 2005 T 2 L1209 (2
> T&F LA,

FEP RS FOR) T e, TYH, BAEDEME L HEIEERD
A ELAFEE, 48 1 H0IRERBTE, FILLANABELR S
T, RELBATTHLARIEBCINLERHLENETIED
DFdA,. 2ENHEZLAIBRSHICALZTTE (, Hil
Al bmALETY, HEEELRTA P T—2wn i ELHH
TitH 9 FAHA,

TAVHTH, 774 FHT7—i28a~3MAL A LG
FLLFEMENTVA, £ ZAWHERDRESHTIE, HEELE
CBEFLAEEESN, TA—A T tRLESCANET. T
Fir b BB ECREMEASMAS Tl Y (, EFIHAHEE
EEoTwwTLyr I, TALEREROKRELBALZ 1D
T§. 2% N, VWHARABIOIERE T, EeniElEirA

1) regardless of —: ~{ZBERZ (.

NDteeArF A,

3) company union: £33 (enterprise unionk N &3LEF Y IR
).

4} appendage: TE%, FEE.



142 The Labor Markes

elders?) used to.

Nevins: That’s right, There is a lot of truth in that, plus
they just look at the percentages. They look at the pos-
sibilities of getting on? the board of direciors. That
was a traditional carrot? that many people would work
very hard for, and as you got older it would become
mere and more clear that you would not be able to reach
that kind of a position, and then in Japan, even in the
past, all the workers became comparatively less moti-
vated, and I think that that sort of thing will be hap-
pening more and more, and then in Japan it has always
been changing very fast, and | would not say that it is
going to change any faster, but certainly certain mar-
kets, such as financial markets, are changing dramati-
cally, quickly, in Japan, and even your traditional trust
banks* in Japan. You know, vour Japanese trust banks

have gone out with newspaper ads to bring in mid-career

hires, for example. That happened a few month ago.
Komatsu: Yeah, that’s a marked® change, too.
Nevins: Right.

Multinationals in Japan

Komatsu: 1 would like to ask you what kind of people those
foreign companies look for. Are they the same type of
people that the Japanese companies value®, or a differ-

ent kind of people that those foreign capital companies
fook for?
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Nevins: Well, 1 think that basically they are the same types
of people. They may be wrong about what they’re look-
ing for, but what they should be looking for are people
who can do good work. So we also have a very large
executive search!) business now, In fact, that has be-
come our main area of activity, and I guess we have
about at this point 17 head hunters? now in the firm.
In one sense, head hunting in Japan is quite easy be-
cause if you identify? a man who is a line manager in
a major Japanese firm and if he has never changed jobs
and if he is in fact a kacho, a bucho, a jicho with line
responsibility, you don’t even have to really test his
references®. You know that he is a very good, solid
man, and it makes it quite easy.

Komatsu: So whoever is good in a Japanese company is
also good in foreign capital companies, too.

Nevins: He generally is. He generally is. Now, one thing
that is often necessary at a high management level like
the bucho level is English, so that is something we must
find. But there are so many Japanese now in Japanese
firms who speak English, and their quality of English
EjumasgmxhorbamnthmzmﬁunRyofmeEng
lish of Japanese in foreign firms. There is no differ-
ence now. Japan has become that internationalized.

Komatsu: How about this loyalty thing? The Japanese
companies tend to value loyalty above other factors,
above other ingredients® in personnel talent. How
about the forejgn capital companies? They do the same?
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In fact, my father, for example, worked in one com-
pany for some 37 years, and that’s quite typical, so you
read a lot of articles in American magazines and
newspapers about someone at a very high executive level
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Americans are not moving and changing jobs as quick- %EH5TLL I,
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ment on April Ist to people and where they have to hire
aman to do a job somewhere during the year, and there
the employment patterns and the labor relations in those
firms is not that unlike the employment practices and
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Komatsu: Do you think the Japanese are becoming less - BB ah D B,

loyal these days as a result of this sort of increased avail- :
ability of jobs or increased mobility in the labor market? e
Nevins: Yes. You know, loyalty, I think as we use the word, 1) turn over: (M%) b 5. (turnover rate: BiH).
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is a symbol which represents a lack of job change, but
that’s about all there is. When it becomes possible to
change jobs, then we have to say that there is more job
changing, which means that there is less loyalty. But I
wonder if people were really ever that loyal as much
asD it was that there were no other good opportunities
in an equally prestigious firm, and now they’re willing
to trade off? a more rational life style, be able to spend
more time with their children, with their families, hav-
ing more control on their work, having to play less po-
litical games in the workshop, and have a richer personal
life, and this is something that even wives, I think, will
learn to enjoy. As more people do it, and then Japanese
are not so confused or upset” or embarrassed by show-
ing a rmeishi which has the name of a company that peo-
ple are not familiar with, although even these
multinationals in Japan, they may be small in Japan,
but some of them are obviously very large, but they are
very large throughout the world, and there are a lot of
opportunities, good opportunities, there.

Komatsu: So in that respect you say that the Japanese are
the same as human beings, not very particular from the
viewpoint of loyalty also, and I think you know both
sides of the ocean, I should say, and how would you
compare Japanese as a labor force?

Nevins: Oh, they're good, they're definitely good. 1 mean ‘

you can watch a Japanese at a McDonald’s or in a
cabaret or any place, you know, the waiter there, the
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way he moves with the pride that he takes, this sort of
thing is really excellent. I mean Japanese are definitely
highly disciplined employees, and that’s especially true
in Japanese firms where they see directions and instruc-
tions and guidance coming within sort of a guise?’ of
legitimatized® authority. Now, sometimes that breaks
down a little bit when they work in foreign firms, but
maybe that’s all right, too, because they have some other
tensions that they have to deal with.

Komatsu: Do you think those things will stick®, that the
Japanese will continue to be good quality workers?
Nevins: Yeah, but I think it’s comparative. Just last night
I was in a restaurant with a Japanese who has been in
and out of Japan over the last few years. He comes in
once every two years or so, and he lives basically in
America, and he said that the has noticed...and when
he’s here he stays for maybe one or two months and
he goes to restaurants every night. He says that he has
noticed gradually service has been going down in
Japanese restauranis, and it’s simply a product, I think,
of prosperity. You know, some of the things that were
deemed® to be very important and critical in life be-,
come a little bit less important, and the Japanese travel
more and they see how people work and they see how
they’re served in restaurants abroad, and they loosen

up® a little bit and they relax a little bit.
Komatsu: Do you mean to say that it is poverty that is be-
hind this high guality of the Japanese as a labor force,
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or is there any other factor?

Nevins: That wouldn’t be accurate, either, would it, be-
cause if you go to various underdeveloped countries the
service is not at all good, is it? So it’s much more than
poverty. But I think it’s authority and, to a large ex-
tent, I think it comes up out of the school systems. No,
the word cannot be poverty because you don’t have that
sort of discipline and that very crisp approach to your
job and responsibility in underdeveloped countries. It
can’t be poverty, and it’s not going to change that quick-
ly, and a good businessman who’s managing a good
business and is watching out for these things can con-
tinue to keep his work force, I think, doing a good job.

Komatsu: So you think it is well-bred? in the Japanese
society and it will not change readily.

Nevins: Not that quickly. We're talking about change here,
but everything is comparative. Compared to other coun-
tries outside Japan, Japan will still continue to be do-
ing just fine and, you know, the discipline will be there
and [ think they will be very careful not to throw the
baby out with the wash water? in terms of maintain-
ing some of their good practices that they have carried
out over the years.

Of course, so many of these traditional aspects of
Japanese labor relations are really postwar phenome-
na, anyway. For example, the enterprise union, the un-
ion organization rate® before the war the highest point
was only 7 percent, and then after the war within just
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one year in 1946 it went to its highest peak of 39.5 per-
cent. The main reason was it was externally %?\posedl)
by MacArthur because MacArthur’s occupation policy
was to have labor unions, and he said you will have labor
unions. No one was about to oppose that, so the easi-
est place to organize was in the company, say, the com-
pany cafeteria on the company land. There was no
opposition, and so what you had was overnight you had
an enterprise union, and it didn’t go through that bap-
tism of fire?, you know, so it’s rather, anyway, a un-
ion which understands management’s needs very well.

Toward Optimum?® Blend '

Komatsu: So for those multinationals, they have good, high
quality Japanese people as their employees, and they
have rather advantageous management practices which
they can adapt from the Japanese tradition. So, rela-
tively speaking, it is easy for them to have a good per-
formance in Japan.

Nevins: 1t’s not that easy because one of the problems that
‘a multinational has is that the top management changes.
I mean it is necessary for someone from that country
to manage an enterprise. I think that’s very important.
But when you have top management changing every few
years, there are changes in policies, for example, and
the roots are not here to the same extent that a large
Japanese firm will have them in terms of subsidiaries
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and the ability to hire people on contract or to farm!)
people out into subsidiaries, and you have to have very
good back-up in sales support on your product, so it
still is not that easy, but if they work hard and if they
do their job right I think they would be very successful.

Komatsu: 1 think, after all, what they aim at is the opti-
mum blend of the Japanese practices, good Japanese
labor force, and some good, interesting Western
practices....

Nevins: Yes.

Komatsu: ...and mix them together in an optimum way.
That should be the success formula.

We only have one minute to go, so would you say
what would be the best blend of two practices to be suc-
cessful in Japan for MNCs?

Nevins: Yeah, that’s a difficult question. The best blend,
1 would say, is to always use your common sense. You
must not believe that it’s the same as it is in the United
States or in Europe, but you also shouldn’t believe that
everything is different. You should believe that if you
know how to do it and you do it in the right way, you
can achieve whatever you want to achieve. Okay? But
you just have to sometimes do it differently, so it’s im-
portant not to feel that everything is different but also
not to feel that everything is the same and to look at
what you’ve done in other countries and see what was
successful about it, and to look at what the Japanese
are doing, and then 1 think it’s probably also helpful
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to call a good labor consultant to get some more advice.
Komatsu: S0 use your COmMINon sense.
Nevins: Yes, | think common sense is important.
Komatsu: Thank you very much. It was very interesting.
(April, 1986)
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