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1. Thare are tiwes inter-velatad and mutually dependent fundzmsntal
uniis essential for the establishment and continued sucesss and growbh
of tha Japaness commnications networks. These are: '

a. A sound Research and Development group Vo provide progres-
aive improvements in equipmsnt design end proper specifications for
adequata guality and sffective standardization.

b, Hanudacturing Units capable of producing bha reguired
aguiyeent in the quantity and of the yuality neaded at 2 reasonable
sost.

c. 4An Uperations group which is adequately conpdinated,
srainad, and effsctive in assuring proper cperation o the communica-
tione networks with a minimum of eperational and mainienance sxpanse
and a maximum of customer satizlacticn and service.

2. Units a and c, which “ars govermment agencies, have bzen given
congarted attertion and compleisly reorganized for effective organiza-
bisnal and operational functianing under The juidance =nd with the
ssonzration of bhe lsseareh snd Javslopmsnt Jivision and the Yel & Tel
"ivision of CUUS respectively.

3. However, in the case of %, vhich comprisss over 300 campetitive
privasely ormed companies, i% haz been nccessary in the past fopr the
limtted personnel of U308 Industzy Jlvision to cover & wide and diver-
5ified scops of tscitmical and production vroblems whose splubion was
pssentiz]l to meet the needs of the gcrcupstion for incresssd produchion.
This has precluded mors than slenentary efferts te inculeste the finda-
pentel prineinies of quality control and sound =canomic mspsgement at
scatlered indervals tin indiviouzl companiss. Such elforts could nob
e elfsctive in sssurinn adequzle or satisfactory industry-wide
practical applicalion of these: prineinlas.

li, 4= a result, the greatly expanded produetion of thase companies
has not been sccomsanied by & corresponding improvement in product quality,
lower costs, or organizational and functional efiiciency to which the first
two factors are directly related, Thz Tsasons for failure to dmprove From
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Tha manufacturing industry i3 now, and will conbtinue to Le, a canse of
partial nullification of the fains made by ihe govermment agencies and
by C0S unless considerabls improvement can be made,

i1, This improvement can b8 accomplished in dne of several ways.
Fowever, it susl ba recognised at the outset that such improvemant, il
entirely lefi to Lue Japanese, will be accomplished only afiar a long
pariod of econcmle readjustment, and comsany failurss and reorgeniza-
tigons before aporeclable results will :ecome evidant in improved yuality
of equipment or lowered costs. Tnis is due to the wcalmesses 1at ars
pow inmnerent in the industry as indicated in lne survey,

12, To aummnrize, uvhe lollowing courses are open Lo 2CS:

f. Suomit the findings of the industrial survey to the
Japanege and let Them work ond the wliimate solution without further
fuidanes,

b, Present the findinzs of tha survey along with the advics
and midance of industrially trained COS engineers to the govermmant
agencias who would assuma the responsibiliity for implementing correc-
tions and miding Lhe industry,

HOT=: This would plzee gevernment officizls in ihe posllion of wialding
considerable cfficial or unofficial influsnce on the rwwrdng of
privete industrizl concsrs and might encourage the develepment
of Zgvoritism based on soma hidden Temwneration or wnwarranted
govermment control of private énterprise,

C. Fresent, threuzh tite Manuflactarers Adssoclations, Lhe
findings of the survey anc offer bos advice pnd geidance of C0S
engineers in ohe preparation of Lraining progreus designed bo corrsct
present weaxnesses in industry.

A0T2:  In zhis oczse, vhe indtlative wioula be: taken by the esseciztions
boih in ike preparation and implementation of ths sducational
program, It would bz availzble, antamatically, to lthe entire
indusiry on an impartizi basis,

13, Ths third, or c, method appears preforabls from the viawpoint
o the vaiters for several reasons. Among thess sre:

a. Lzck of any egeecy in the govermment vita authority or
reaponslbilily or compelent experienced people 0 effeciively perfom
the necessary Job of tesching mansgament personnel the principles of
morern scientific management. Couplad wdth tiis are the dangers of
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.,cnbva_lvmc any i‘ofn of cirect autnority o control over private
industry in the governnant, amsap whicll e the hazards of Lavoritim
and exploisation inherent in govermment suldance or direction.

b, The impression that the manufacturers would not coopercte
wholeheartedly in a govermment shondorad pm,ject. Thars seem s8vill 1o
aviszt remnants ol susplclon on the part of the buginessren toward
zoveryment based on thelr past experience when they were subject o
stete control and damination.

¢. ZLack of time for limited COS psrsonnel to dewvelop wnd Lrein
inaxperisncad goverrment personnel in the f{uodamentzls That would be
nacessary bufore tacy could begin bo consider the praparation of tra‘Ln...ng
oronrar..s or coursss neadad by tho indusiry,

d. meourzzement of initiative and intarest of individual
rpapznies in development and application of an educaiional program throngh
tha lanufezcturers Associztion.

ce The urgent, fmmedizte need of the communications sysicm
Zor improved equipment at a cost which will permit economical opsration,
vstnner seiisfaclion, and reasonabie growth,

£, e fact that the 4dssocislions should ha developed into
cemocratlc orgardautions wndch arc leooked to for the mulusl benefit of
the members of the industry fn the solutlons of thsir problanms,

. It i3 recomsended, vherefors, thzab OOS initiate an educational
progran anony ths commnications manufactursrs Lirough Vhe medium of
Lo dermufacburers ASsocizlions, ''he objactives of this prozram would
ta the sasurance of manufzeturing quelity contiol and cosi conirol
waich will provice for the futwre soundness of the Jagansse compuni-
cevions network.

15. Attuched are provosals for a malhod of initiazing such an
educzlionzl progrem. It will be noled that C08 participation will be
J.i::d.tﬁd stricbly to that dagree of advice, assistance, snd friendly

aldance necessary to a sound presentation of the prozram,

Zos”
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CONMFEREES (21 June 1909)

liam2 Companyr

H. Funmeki Tokyo Shi'baura Denki, X. B,
ila dajina Tokyo Shibaura Denki, K. K.
I« Umeda Oki Denlcd

Re Aratsn Oki. Uenki

M, ] HEitashi

K. va i taeht

T. Tomo Hitachi

W. Kordiaa Rusi

2, Kaiwa Fuji

2, Kobayashi Fuji

¥. Talkakuwa Nippon Denicl

Te

T.
1'
b
u.
e
.
; &
Ao
H,

e

K,

OOKFKRELS (5 duly 19L9)

Kaiwa Fuji~Tsushinki, K. K.
Furdisa Fuji-Tsushinlki, X. K.
Komhi msi—TGUShinki, K. Xo
Aotsu O%i Denki, X. L.
Deada Ukl Denki, K. X.
Taursumi Cki Cenmki, E, K.
Fukushimg HNippon Denki
Supasana Nippen Denki

lanzno Hippon Denki

Zbe tippon Denkl

Majimz Toshiba, K, &,
Togashi toshiba, K. K,
lamads Hitachl Seisakusha, ki K.
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ORICINAL AND HevISKD TOTALS

Original
gl 31;515,000%
Hippon 20,165 ,000%
O aly,300,000%
Hitechi 2l ,638,000%
Toshiba 21y, 400,000%

Tobals 125,018,000%
Dollas Value 3 320,000

2) June 1549

BEevisad

15,811 ,300%

22,658,000%
23,140,000
11,868 ,600%

$,230,000%

02,707,500%
3 230,000

5 July 1949
2d Revision

15,810, 300¥
16,700, 000%
17 ,960,000%
11,868,600%

9,230,000F

71,569, 900¥
§ 198,800

FINAL ZSTIMATE ~ PAODUCTION TOOLING

ANDSET
i Kappon Oic. Hitachi Tosbiba

Testing  2,380,000¥  2,731,000%  3,860,000% 3,930,000% 600 ,000%
Dhal 5,282,500  3,B82,000¢ 4,170,000 2,117,000F  1,920,000%
N 4,037,000 4,975,000  L,450,000% 1,851,000%  1,6L0,000%
Houging  1,600,000¢  1,712,000% 2,950,000% 1,770,000¢  L,110,000%
Miscel. 2,431,800¥ 3,397,000 2,730,0008  1,99%h,600% -

Totals 15,811,300% 16,700,000% 17,960,000% 11,86B,600%  9,230,000%
Dollsr
Value % 2,800 $ h6,400 3 50,000 § 32,900 $ 25,500
Fracuctive Capacity (Monthly)
Dials t, 400 3,000 Iy, Lo 3,000 1,000
TE R 4,000 3,000 2,300 3,000 2,000
Sets 3,000 3,000 2,900 3,000 2,000

incl 2
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CUTLINA O PaPOSED LANAGELINT THaTUING PobGidl

The procedure propesed in instiluting this program is:

Sten 1

ae 4 meeting of tae officers of the Federation of Japsn 3lectric
sommunicstzon Incustyisl Associztions shonlc be called. A% this ueeting
J08 would:

(1) dscuss, in general tems, the {indings of the industrial
survey recantly completed.

(2) Develop, in some detail, the need for uzlity Control
and Cost Comtrol in industiry.

(3) Outline to tha meeting a sugpested fora of mansgecent
training program (sse telow),

{L) If the Assceizlions are interested in such a project;
suzzest that member companiss be contacted. The purpose
of thid conlbzed would be:

{a) To outline %o them the industry-wide situation
25 developed &b this mueting.

(b) To seek their approval and participation in
the sugpested management traiming program.

Step 2

&, Assuming a favorable reply from Lhe membership, it will e
suzgesiad by CCS thai a general meebing of coumpany presidents and
directors be called by the Assocations. A madpum two-day session
showld De adefuate for Uhe preseniation to this group oy CCS of con-
vinging arguments for ihe need of Lheir establishing same ferm of
menazement Srailning prograu.

'

8. Turing this session, four points weowld te covered by CCS:

(1) Z2xistinz conditions ¢F management—as revezled by the
industrial survey (whal Lhay'we got).

(2) Fund=mentel wenlmegses of manzgemsnt—as outlined in
the survey summary (what they lack).

{3) Corr;cbions required for improvaed mansgemant (vhia% bhey
nesd)e
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{4) The training projsct as « mesns of acquiring Imowledge
of the fundamental principles of Selentific Manzgenent
(how to get it).

¢. 1II there is general accoru, Tha Assoclations, based on the
mcoomendalion of tue group abiending Lhils meebing, should selact a
wvorking committes of spproximately 15 membars with whom 203 would
ceoperate in an advisory capacity in the preparation of the materdszl
%o be oresented in the managemsnt indpotrinstion courss,

Stap 3

g, The mutias of tais Working Commitiee ure visualized Lo
include:

(1) Acrange meeting places and meetings and atiend to
business matiors connected with the project.

(2) Establish 2 program cutline with cooperstion of 028
nembers, 7

(3) Develop a braining program in cooperatien with SG6S
members,

(4} Arranze for translstions, printing, etc.

(5} agree on selection and scheduling of personnel From
the various campaniss wiho will participate in the
gpecialized iraining courses (see bulow).

(6} Issue invitztions to groups (e.g., Universitics,
Covernment Agenciea, and others) wihich msy be intersated
In tending observers to attand tée bLraining courses,

{7) Inctitute she courses in zll interested companiss in
every loecalliiy.

Step g

as I delermined by the comuities, the manzzement indoctrination
course would be prezented first Ly tha Working Committee members Lo
a pilot group {with OUS zdvice and assistanco) to insure that the
menbers of the comnittes can present the cosrss in zn understandable
nmanner, 1nis would also perait checking the.wsefulness of the subject
@iterdal in aclual application. (The composition of the pilob group
can by decided laisr in &n appropriatle manner,) '
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b, Subseauent to this, the courdgs could be presantod to the
irduotry &s & wmhole bthrouth as many inlerwediate instrucidion groups
53 is dedermined o be adwvigabls.

., Following iz 3 tentative outlina of subjects which may he
considered o be desirable for lmcorperation in bhe first course—
menagement indochrination. These are, of courss, subjeci to coo-
*ﬁo“a.,_o.; ascepsanse or revision by ths Worlkins Commities mhich
will be vhe azeucy that wl.l’ actually prapare and prosent the written
LONrs

(1) arganlsatien

26) Adminisneasive
V) Operaticnal

(2) Fopressntative American Organizativng with somnntarins
thereon

{3) Fuwctlons of

iag Administration
) Operations

(L) Pundamental conbyrol lumotions

(ag Quality Control
(b) Cost Control

-
L
.-

Relation of structural organization teo

(8) Quality Cenmtrol
(b) Cost Contrsl

(6) ¥Management fonctions in ~ehbion o
2&) Administrative erntrol of Qunl_ty and Cost

©) Supervisory control of Quality Cosd
(e) Enginesring control of Qua]ity ancl Coat

Step 5

3. Rapresentative subjects worthy of dstaslasd develomment,
which will emerge from the preseéntation of the shove, and whish
it 1s proposed to expand infe spsclal coursss te bs ziven Yo



Outling of Proposed Vanagemont Training Program (Contd)

specialized groupz hsving particular intarast, are indicated belew,
This phase of the projsct can be earried on altsr tha completion of
the forggoing stens and CCS membars weould sct only in a consulting or
sfivising capacity. A teniative progras for infrodoction @f thuse
sourses is aitached.

(8) DOrganization contrel
(b) Supsrvisory Development
{¢) Enzinearing Contrel
{d) AQuality Conircl

(¢) 3udget and Cost Dontrol

Sten &

Tt would bs desirabla for 003 persomnel to maks spob cliveX visita
to o fow individ=zl planta as a follow-up to thia progra= in snder %o
abserve the effsctivenass of ths local treiming courdes and o advise
the industry, through tha Assecistions; on ihe effective applications of
thg principles of soisntific management in aciusl practice.

Att #1 .
Tentasive Program 7
C. W. PROTIMNAN
T=liephons Zgripmant
‘Engimeering Adviser
A p
. S R T —
H. M, SARASORN
Hadio Zquipgment
Snginearing Adviszor

I



DUNDLTIVE: PROGIL. FOR MANACHERIENT TRATRING COUR

e T

ey

dard BINTTG

PR
duls

ar |z

T

1

u

R B

—

CoT

O

u

1l 29

aoy

n

20

39
-7

2

g
16 24
U -

L..n Mn

L‘ h E
2%

4 2

FTiR
Lo 18
1

=

<5

JUN
10
17

w9

p ME
=

v

-5

)
A -
40
=

Step

s}

weet Cfricinis
af FJLCTA

Gen reeting
of FJuCLL

Lstablish York
Conndtt=e

Developnent of
Lgmt Course

Specicl Jouraes

Qreganiss Lionsl
Consral

Supervisory

Developmant

Enginsering
Gontrol

aniity
Lontrsl

Sudget ard
Cost Conbrol

Onaevryotion &
Ulont Follovers

000

EREE S e &

XE Toigro

OGO

1744

T

(22 e}
Osala E

X (4

gL

Wks)

ko)

LoTK (3

ics

e T

’4 nm .ﬁ.bnMH

/11

(3 s
LORK €

L1

5

e

ks )

111111




HEMARKS OF TENTATIVE PROCGRUK SCAEIULE
MAFACEMENT TRAINING CGOHSE

Step 1. A meebing of CCS parsonnel with Presidents; Vice-Prosi-
dents, and Secrebariss of the Federation of Japan Eleciric Camnunications
Indusiria) Assoeiations was held at Hippon Denki's ¥ita Plant on 5 August
1949, Two officials of the Ministry of International Trade and Indusiry
zlso zttended, The propesed training course wzs discussed at this
azating.

Step 2. A zspersl mesting of the FJECLA will be held on or about
27 >Fuémm In Tokyo and on 2 Saptember in Oszkz, The entire matter of
the Training courses wlll again be discussed by (0S psrsomnel zt these
meetings., The members will be zsked to indiczts their finzl zpprovel
of this project.

memw.\.aodabmoaﬁw.ﬁmmﬂ.pwg_oﬁmmﬁnwaaoﬁno.»ﬁhudannm
_...wu.mogow the firsi course, Hanzgement Indocirination. This group will
also make preparations to subssguently present this course to Japenese
tep manzgement personnel.

Step L. 3. The Comrittee should be organized by 16 Ssptembar and
the presentation of the training course should begin immediately after—
ﬁmkzmo

0. This course will run for twelve wseks, eight weoks
bteing tzken for the presentation of material, Two weeks will be allowed
for the completion of translations and another two week period will be
used by members of the commiltiiee who will present their version of this
course under the observation of UG5 personnel to a pilot group selected
Lrom industry.

Ce &b the end of the first efght week period, the indog-
trinction course will Le repeated in Osgka with a working comnittee
simil=rly organized as the Tokyo one. The Osaks presentation will not
inelnde the four weeks allowed in Tokye for translation and pilot
ﬁuslgﬁ.ﬂmﬁmtgo

Step 5. Special courses will then be glven 2s indicated in the
schedule and the foregoing memorandum, 4 one week interval will be
allowed batween the end of ons coarse and the beginning of snother.

3%p 6. Observation w411 b= made by visits to plants to check
on the success of individual company tralning efforts.



Zamarks on Tentative Program Schedule Mgwt Uraining Course (Contd)

NOTE: This schedule 1s subject to 211 the vagaries of Japanese-English
interpretations, translations and the attendant difficulties and
slomness of putting the course materizl int & formm suitable for
assimilation by Japanese minds, For that resson and also because
of other contingencies, which at this tims can only be guessed at,
this sehednle is subject %o change, WNevertbeless, the courss
outlines will be desipned insofar as possible to provide the
paximum of wsable information in the most quickly assimilable
form and still stay within the time limits Indicated.



