
Quality, Japan, and the U.S.:
The First Chapter

A course on management immediately after the war introduced
some of Japan's new top executives to the importance of quality
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T N" u ' t JGn«"C or JA ~"'" At A major world
poonr it .I mo... 10 ' .... ..... tion of . M'W

•y... m o f ' nd n al m.n"'M.m~n' by /.1'0'.......
I'rOOu. 1ion m.n",seA th.n to. ny olM' .
TIl<' ....... ""pa ......,~t wn howd on
A mtrican KIt nd on I."'"....... tr.odition, . nd
pcacl itft. Amrrk.n KIt• • ca_ to J.I'. n in Ihe
I'OS! w. , YI'''' nol " nly from Am.,icon ..pert•
bllt to PC''''''I'S.n~m grT.l., .. tenllrom pc« -
licing Arntric.on ind,,"'rial m TIl<' .... ,-
i". of know-how by A ican ind "oIri.1
m. ....lC"" in I.... JK>5IW.' dcraoo rnh.pcJ thc
wOlld """nomy. Nol only .11.... buI bitt ... cnc­
mies ...... t. ught -.nd turn«! to . llies.

n... roIo of quality in Japan, . n""#...... is wdl
know n. ... "'''' lhor """"" uI ...ly;..,... I,,",, P", ••
Dru. ke,. W. &!w",rJ. DrmiT'4\. • nd I.M. I,,'.n .
W h., i. I"',h.p• •urpri. ing i. Ihc .Iacrity wilh
which J...........~n iJc.. -... adopted .nd
lri<d (me!_ imn rcjcctcd •. An importanl lac_
..... in I.... ral'id . pl'1i.",Hon '" I.... new idc• • on
qu .1i' y ronlrol . nd on m.n~cmcnl in R"ncr.1
w... ro" ,se l' ''' I'...d . nd I.ught by
A"'~ tiu.._ C h..lcs P,otz m.n• • sen ior
""",ufacl~ c ,i.., I..... \AkoOcrn Ele<;lri<:.
. nd Homer Sar hn. • )'011"8 d"""lopm.nt m -
gi,.,..,. who had foughl in lho Panfil: W. , - with
the surt-t of Jhcir supervisor Fran!. Polkinghorn
lrom IlclJ Labor.,,,"" In New .......,.. n...,
counc. bown .. -ccs..' io lill ie 1u>own in Ihc
Wnt ; il .... ' I'.........cd lrom 1.lc 1943 to c" ly
1950 10 lOp """""tiwo of 1.1'<"....... rommunial-

lion cqu ipmml m.nulac lu","---<OO1l'<"ni... liu
Fujii .... Furuk. .... . Hilach i. M.,,,"'i,• . M il·
",bi, hi El.m ic,. Nipl"'n Elcrl ri<:. SanYO. Sharp.
Sumitom" E1«1 ric. . nd Toshib. (", lh . ir
I"cdo<o..." r",ml'<"ni..). Oflered only Jwirc. CCS
pl. yed.n iml"'rt ant role In gelling r.pa_ in­
duOl ry on ito ....... pa lh .

To undonl. nIlhow this came . bout we m.m
m urn to I.... . ilu. ' ion lh"" ..iSlN in I.p.n ;n
194', Im<nr<li.t<rIy allo' 'ho:~nd 01 ' ho war. "" "'y
of the ....' ion·.loI' c""""' i.... ......~ bo<:a"",
of ' hei' p....."mod~Iion with lhe w.nime
"'!lime. The ....e Ihi". h"'l'f'ft\Cd in Germ.ny ;
in Ihal n.lion, ~~,. m~ny of Ih..... " O'CU­
ti.... we ....pp.""'tly .... I'pointcd oul of a b<­
liP! th. , "" one c1.. cou ld do I.... job. In I.p,an•
by contrast. t.... Arncri<;;an. WOI~ under Gen.
Dou.gI.. D. MacArthu, discuowd Ih., KIt. -Ih.1
tho old """"Ii.................nri.l - . nd ",joc>N it.

"The Ame rican, proba bly m.de lheir tJ"'.test
""'tr ibuli"" lio /. ","n·, "W)' cff«li"" new
ma.nagcmcnt when . followill& I pursn of lop
..-..."wo, lhey chose ..pla,:cm " f",m Ih•
..nk. of 0l"'t'I,n~ m. n. I\<'''. By doing .... Ihey
no! only bfOllllhl .blc mm 10 I.... lop. lhey .abo
intl"Odurcd lhe vit. l un iformly prunol. blc k . ­
lu.... of wh.t I lik. 10 call ·d.We'" ....merican in-
du, toi. 1 m.n.llC nl . with it< ro n" qll. nt
..• ..,n. bly unil~ ""'liv.lion..",.... t.... wid th
of I.... rom""n, <I lUctu... .

n... good Am1ic.on com","ny 01 thow da y.
had a promou blo m. ....-"' "' ''''''u''' (i.c.. it
had.ble, highl, plomo' able lunior c""""lives in
. lmos t .......ry i",pon.nl .... of thc busi.....).
Th is w• • in mu kcd ronlr..1 to Iurop" where
lhere ....... "'" only 0<><iaI and opocW educallonal
ftquirftncnlt fa.,h..... who muld ",• •h tho top.
bullM" _'" .1 limil< on how lar m.........
W}" in m.inlena. rnanqmcnl. <DUId n in the
organiza tion .

n........,)1in llw U S. was th. t. l>rca u.. of p""
mol....... tk soodindus/ri..J~h<>ft W OK n

by. groul' of lop c"'!Culive. wh" .•mo"ll..h .
h. d . wide '.rce of ....PC~ in 1M bu. i .
".nil\& at • low level. M.bol Ncwrorncr

JO , , ...



JMc.ihnl llw chid ~-..tiw 0/ tlw Iypic.ol l..rxc
A""""",-n <:t>rpo...l ion in 1950 '" .. cnll"ll" lV. J u.
.I~ wilh .. h.chdor'. dqi:,", who -whi l~ . tilt ...1.·
liwly youl\lI..ond i......~ . . . obl.. i""" .
mi.- pooilion with tlw <:t>.po ...tion th.1 Iw......n·
t....Uy he...w. • nJ , , , lV. J u. 11y wo.k.d ..p.
thro..gh opn. ti<>no o. pmJ .., lion. ,,:' n..
';mil.ority 0/ thi• • t"'ct ..... to th.t 0/ t.... rn<><Jo.m
I..""........ rom""ny i. ",. Ji ly io.knl . n.. p"",i·
..... lOp J."" n..... . """uti"... h p.i.....ry ex·
pc.ie rKl' ••_i.IN wilh 1 0.1 o/ficeof l....i.
z"il'ld l"'>: 11,..;. po.tWdl"~ ....... f"",,,-","
... 10. m.n. !\"... IMlo<)" m.""~ clc .

Th. d ."it: Arnnit:.l n o~nil.lion . wilh ito
.bl• • """..l i"... "",l\lI. l rom f""Mhc. Uyevery im·
po . t. nt co<nc't", h.d h;> imp""'" poo'w. , ob.<-.v·
. .. In. ' h i.li .. ...., h •• the w.y '" m..ny
~_uli olnwn Ie> '1ui t~ lnw I. vel, " ... 1.1 lnot
........ io.lml ity with k'p managcm""l: 10. tlw com·
""....hwly I,", It" w "I inlorm..ho n ri,in~ up llw
.....n"#fO~nl ,h.. in. unhinJ<..c<l by I.... 01•• 1. 0/
tlw w "'I'<'a n orx" ni,.li"n: I" . ,he inl~~...ti"..
Ih. l I.... hod",nla l p"'''''~io.'''' Ih.l virtu.lly .1·
w.~ p"""-'<ltd .. vert it:. 1 promolion broul\,hl
. , ""'" th. wiJlh 0/ I h~ """""ny: for 1M moti·
' . Ii" n Ih.1 . """.. Ii......n.il\ll. sl<>wly th""'llh Ih.
"'1l. ni, ..lion broughl Ie> wo.)"inllllrowp' .1 .11
1......1••• Ihry .......: . nd for II>. nK'l'm.nl Ih.1
"'I"" ~"",uti"... would >pKiali It.. pn'lt y w~1I

Ilwi. ~nh ~. 0 ...... wou lJ m" ..... ink'_.
"",Ii", divi. io lor • yo• • o. two. lh.'n """'" " " .
with I....it " pt'.;"nct' llre. lly wielon..!

Th;,; kind "I " 'll . ni.a tion " 'a ' I•• I",m ,,"'
f«l . bul wilh ih lal}\< numbt. 0/ ~ll"1y
_ivated. m"hil., . t. ff, il >ecm<'d invincible I"
..... ny . bro..d . F.. rth••m....... O't1. inly by t....
19s.o., U.S. m.n,,#ment w. , ....." Ivinll in the
di....,li" n' which would now b.-th. ib.rd • • Iap.
"" "" . bul di.....' mn. wh ich .... prob.thly b.'n cr
....n •• di"-'<CIN by the romm"n impc' Jli ..... "I
m<><km ....hnolol<;y m.".l\Cm.nl.

/1,-.......•. " 'hile ...me Am• •it.... e~'m f'dni...
h......"' lK)" ", ..t-bornly .., Ihi. t.aJ ili"n .1 m.n.I#"
menl , m.ny no kmK<"' lollow it , n" l"nll'1" "' l'CU
" pc1'imcr _ I h"p floo . ". in ,.. I lin~ .. P"'P'
• •• Ii,... f". 1..1 k' p . """,Ii""" ..00 .11,_ .....0)"

more poopl. 10 . pt'd.1i"" Ie.viog t.... ....,.J,om
I. ""....... ",mp.>ny t.... m<»t dcdic.oledp.delitit... ·
c. of Ihi. "".lic..l.r1y Amcric.on ,,""'ilmn.

P",hv", I.""........ indu>try. J.....i»l..1t'<l by Ih.
...a. an d led by . """~p 0/ .""' ..Ii....... wa,
u ni~ uc1y oJ'C'l' '" n.... itIo-• •. lnln Ihi• • nvimn ·
m.nl <:;om. the Civil Communic. li" n, s.-clinn
ICCS ) 0/ GHQ SCA r _II>. C...n~ •• 1H••J~u...•
ten ot I.... Sup....... Cc>mma no.l... lut the Allied
ra........ CCS " ,.. "'lI""itcd to., wurk wilh . nd .d­
v;".~ o,..."nuni<;c,io<» """ipmmt """"",M'
I........ 0... ,,/ il. m<»t inn"'," li.1 delivitin w'"'.
cou"",, ..........uy,. ..II..! simply 'CCS: Thr cou"",,
WdO J'n'J'drcd by lwo ........~ in Ihr 1nJu.l...1
Divisi<>n 0/ CCS, CNr\cs I'rolzm"n ""'" Hom..­
s"'a,,, hn. ...ith I.... "'rn<1llb.ockinll 0/ Ihr !WJ'"Yi·
"" , F,. nk ralkind!<..... n.. signifi<:.l..... of lhe
CCS rou,,",,""')' be~ by IIwfdCI Ih.ol lho I. ·
I"'" Inclu>In..I.ond~i<>n.oI T••inir>l\ A_-ei,lIit...

OlVTA). which ii Ihr irnporI.nl t...ining .11iI"'''
0/ lhoNi~ (the "''''' ITclPrati"n of Em·
p~' A;oocialionol,' oI ill l l .... ""'.... in I....
number ..... plo<c 0/ hon"r in it. 1982 Col I.oloK ­
"""' lhot'l\h the <Dune h.l. n,~ bfton p.-.nt.-.:l for
~.

11 w.....~ iUS! Ihrough l ~ .........
Ih.ol thr S«h.... innucnccd "''''' qtJoIlity. Thr
Amo'tic.cn . uth" " I;'" lrom 1M ..r1y d.oyo of I....
Cl<J;upotlion .... lind lhil lhe """'....... "",>pic- m"'"
h.vc ..Ii,f"" to.>ry cnmm unic.olions. n.. J. ...........
h.Id"""" lhin~ 1M Arncric<LnI wilh lheir
abilily 10 """'" Ih.....w. 1M " oIclfie i<4ndo. SCAP
w• • •"'IOUS Ih.ol mKut>drrst. nJi Ojl;S mWIt 1.d<1 to.,
civil"""" ""'" imunKtion. Acnu-.lo' .......... ;1 w..
~.Iiled. not .........., w. , Ihr ky 10 ham-.-,.. Th
tlw Ocn.p.Mion f'>r<n it w• • Ih':n1ore a lmost ..
imporl...l lh.1 I..ra ....... civili............ lI<>"'d com-­
muni<;ctions a. tM I lhey h.vcfo"d .nd ;.hcI .... In
.oJJil Mm. lhe Ocnt"" lion . .. ,h,," I... cIrpmd..l on
ttw "'''''........ communi<;c, io<» "Y""'" for their own
...""" n... impli<.ll ion>oIl1<>"'d .....Iit y ........ v...-y
wi<lc<proaJ in thi• ...,.. ,
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Thr.. .., n bo link- clout>l tNt lhe CCS and il.
COlli ""'0.1.. ... import"'l ronIribulion '" Jap-
• ~Udlily. r..n.". 1M bcoI dc>ntmenml .....i·
J .: rKl' 01 ces. conlribulio.... <:;0"'" in I.... 151h
. nni........." tdition 0/ QaooJily Coottml lI9trSl pub­
lished by lhe Union of I.oJ'ol"C"" Sci.... I"' • • nd En·
l\iIl<'mo (JUSEI. Qrodlily Com"" h" ...,rcd five
pi<>""," 0/ 'fUdlity conlrol in lapotn , All hve. ci-
It>r-r in Ih;,; ..... i"" '1 i..... or . I>cwhr-rc ........
rct..fftl 1O CCS n ... Iy SOIl"" 0/ their q lily
;"",ital ion or in'>l1\l<Ii" n. All fi Colme lrom lhe
M lric.lI ,,'mm..n"'l it,... ind ry wilh which
CCS w.os "" d ,_ly inv<>lvcd. Th<-y "...., B. t........
0/ Sum ik,mo Elr<l ric": K. "'*'oy.o>hi 0/ Nipp....
Ek<tri<:; T. K.ot<> 0/ IM'I...bKhiJ Nippon 1<mte1"':
K. Wdk 0/ Furuk.ow. : .ond E. NKhibori 0/ Nip­
pon T. iclV-. ph ..-.l1Olt-phc.... . Th,.,.. 0/ I...... five
(Inoue, K.oto. .no.I w.I.r) .1 lft1<lcd the fi..t CCS
.....,"".

, , ..., 1\
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Niohhori MOd~ J'I<"'idr ~
on .Iw Inlnpl.ly of inn~ N ibori. wloo wn
I~~r <lA'tt>l "I J~l"n', ......,~r<1ic ..podi' ion .
wp<'flrJ th~l S.,~""hn ~.aJ " 'f"'I"'d my.,.....· 10
QC with ~ f"'I"OI\oIll..o.on ~l SCAP he.>Jq...rt.n.
.w>d IN ' Iw. N....i!>ori..ond K. Koy~ <J1 1USf
Iwd "'NqUl'fl'1y di-ol,...r ,.... v.l..... 01 tulo... 1rc­
tun.. 1'1' DnrtinK. AI_.nl>, W";'O'<h"""",,,1with
the ,. "' Mini>l 'Y oI lnk-rn.tio n.o1 T,.oJ.- .nd
lnJ ry t ......d lor tNt "'l\oIniution k>>ludyr."" li'y.

Fn bout t"" ....J 011040, ITS w'"' -ny ""-
Ii..... in """',"", i"l( qu.lity.' s" ,."""n, on hi.
""';~.I in J.>p.m in F<bnwry. 1940. lound tNt~
Civ~idn Commu.....tionl Sr>trrn ....whic~ """'Y'
"""_ indudirlll SCAr~ __ .dw.ryo t-lk­
i"ll ,"-n, n...~ "'luil'f'l'"lll "'" wt"n' ~Ii"ll

fm", 1M J.""""". milnul.><lun-n w• • <>I po",
.. .....lot}.·

PrnlzmMI h.od t-l in>Irucll'd b.l"... "" lttt t""
U.S lh.lt . wilh his ..b>l.nti.ll knowltdKo' of
m..nul.t<' uring. ...,.. '" ~is pri"", dutits would I><­
10 ""II' imp",,", .. .....lily, WhnI .....ni.....J "' r. J'lln
in 1'I4ll. "" o>ndu<lod , io.u wM .. "In ..,.,.. lnoJl~1-

du.d."."...good lity Infts h.od t-l . K.inrd;
in grn...' ·it w Ol in f.. bdow ....~ ".n-
o1.>rd. : In . 1'150 ""PO" on ~I. ' tl u, n III Wt>k',n
Elrelr ,," Prol' miI n «>n~nnt<.l th. t, t" r ITS, "th..
....,.j tor i mp"",i n~ prod uct qu.l ity. whi<h h. d
b<-<n tor ,"" bor.t I'd"....-.-l Hoy ., u. 01 • ., _
dord. , b.l......t"" w. r .nd n wo ..... Iltr-
w. rd" w• • srcond.ry only 10 buildinK 1.11'
prod uctl'" c.lj>dCity:

It i> ..... ~rpri.ing . ~..., bK..ou~ '" thC' ....."i....
.....nU .>l SCAP. ...nd 1hC' drdic.ltion '" its ",­
Ki"""rs. , h" "",.11 CCS Indu m i.1 Divl"on h. d
• siKnili... nl inll"'·..... on qUdlily dmong 111" o >m-
mUnK..oI;"n. m nul.><"' '''''; ~ .nd f>rnn, " \<fl>tu_
.lly '" J."" Indystry who " l; il is
surpn';"t!, t..1 i, """u1d h. ", n Impo,un' in-
f1 u"n", on 1.l""n"", ", . n"'K..m..nl I' ,...cti.... . , •
whol" yd this h... pp• ......J .

nor ITS ......In.' .. . s ...tf.,nl ' w i« , ." ,,'" in
Tolyo .nd one< in o... k• . E.<h I.,;ttd riIIh.
Wft'k.. fou• • tl<-mor>n, . Wft'k.•nd w.s . tlfll<lt<.l
onl y by '0 1' lm'<'uti..... from Ih. ""mmuniu lion.
comJ'lln;"', En,oll"",n' w• • volunt.ry but tht....
. Iit'•. no substituh..n. by 0'..... ...11 _ 1-
1.-..1, nor ....... ............ dCR'pIrd 1m Ii oIf.

SI> .....ion< '" I"" CCS ... mln. ,,; ......... on qu. l­
ily ",>nl'ol_ mo'" tim. thdn w• • d.:vo,,'d t" . ny
n,he. suhjrct.

T hor CCS ... mi.... ,,; st.rk'd 01.1 1 wit~ • d "• •
" . ..........., 01 ,M ....,.j lor .romp'ny ph~osooploy.

Now....t..ys, w" .""."',. f" ,m . 1 ".",.,,,nlO 01
coml'dny phllo. o phy WIth J. p. n. In 19-19, I.m
told. fo- l. p' ''''''' rom p'ni... h. d , ,,,,., ; m.ny
Am..ric.dn ""mpolni"" Sd. Snmr JO)'t . ,,;L>_. M.
M.t" ..hi'• . ch.i""•• 01 M. , ,,,,"' it. EIKtric,
'I"'• • i"ll to hi<; Ollmpolny's . nnu.1worldw iJ.. st.lU
coni. ........ ",", inl"Cl'd th.t Ih.. CCS ."'I':in....,,;
had •.kJ if . "l' a>m", ny 1'........, h..J . lonn.1
"""'pd"l' pl.il""'f'hy Hr lound ,....., only hi<
compdny hdd . "I 1..11 "try proud: he . <kJrd .

Ii i. ink'..... lnK ~' nol" th• •t,,·nKlh w'lh wh ich

SlI"Olfely yolXS ,

George L Back
Brigadier General. U.SA
Chiel, em Cormu'1ications Section
General Headquarters
Supreme Corrmander 10' the Allied PoNers
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.. . the difference between success and failure • ••"

Dear Mr. Protzman.
. .• Your recea~ in panrlng.
prep;:l . ing and oivirQ the Managemert Training courses
to the Japanese telecommunications manufacturers
have oeeoosrereo y(M lIl'lU9.JaI ability 10 analyze ald
solve ee unique telocomn'1lJ'1cations Pfoblems lacing
us in Japan. Vox achievements in !his feld may well
set the panem !of a truo/ democratic system o!
maf\CtQE!fl'lel'1 and may prove the d,Nerence bet.(>.~~"
SI'lX : 55 rx taue d the teleco .. ,....licatiOlls
manulCdurers. Fl.I1hermore, your ec-ce and guidance
on nuJ1'le"OUS and vared problenls has contributed
malefiaJ'y to ire ao:ornpIistYnen aI Ovil
Corrwrouncations secece's lllissiol.

Please accepI my best wishes lor wnIlnued 51. ' : S
and happiness.
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From the Ground Up
II "'" bornI..-guood 1"'1~ would ...... btntfittd from "n ...orl....

inlroduclion ol SOC. 5.0."""'.. tlis,ognn oIrond.,. ..... .~ 1"'1
'hrno ...... 10 bor ..hlt.-uaJlivn in .. !IUil.w.. ""'.. i, "'ti" 01"",1"",
borfOf'<' SOC rould bor .-d.

5.o.-.hn ..........be-n" """"'i1.... N.h1iohrd in M..-d> 1948 by
lhor l.Jnoon '" ,............Srirnli>I$.and EnFr-n 10study SOC. 1 m.odo­
mywll unpopui..o. by "'yin& IIwy ........ I"k ,ng too 1"""""",,,,1 .1'1 .p-
proood'I . F;",.I'" f"""oriro 10bor~ ..p 1o. m......."'" .......
d.onI . And I told lhom tIwy Iry,1IC t ........._ wool .oI",.ody
dc>nrby~ lil. W. Edw.udo D<-mincin Now YM.- "".......u..:t.
suilJlnl ,,,. lo lhor «OfIOIl'Ii<: .and orionldic >«lion ol SCAr' I.... Dmt ·
ina; rnq.hl bor invi'td 10 ...r.-n.. l.op" Indust ry.~ piocl .d ..p
I'" 1>.011. .ntI I wml """"I my hu ...

5.0' • ....,0~ind ''''1 SOC 10 u l •• b.>d .... 11o >r~

'uOO~.....o,.1 ......d 10 imp'ov~ l ing vironmc-nlO. H~ Y' .
"\'<htn you phootOjl1'aph. 01 00.-' 0 J.p f'lfr:lrooic f",,·to_
'iC'S wilh ..,,'l in cle,,".rnod<~ .I" not Ikink wor!<"""'" Ihr-n,.,......
Jnylhilllt lilo Ikdl . They w,... t1irty. Th~y w<>uld h"ve .. mJn w ith
some .trip' "f d"lh liro '0 • k" "dle which Iw wh i. k.-d ov~r I h~
Ilt'"ch... [ ,hink his job 10 lt~·p Ih~ . Irn""phc,~ dusly .

He I,ll. 01 vi.i1il'l3 11 comp..ny CJ lltd T" k.,.. T~leco... m... "i ·
U li.,n•. hsli-.led <.pil.l S6OO: lho rnioi.., ..~ ".011 w ho -.l...d
in hb y ....d ... ...hor... in. uinolo,m ~'r'Olti~.. h.od to k w ,lh
u bt,II•• OVfl' Ihn.dc-..b . '11>i.co"'p.>n y h.>d hrm 19'<ft1 .
lor ........h~ly sop/Iislic.ltd ftl"ipmrnl ... I ..... llwy pt~.....

Iw. but I h'It 1h.od 10 11"1 . "" 'olIO" ....- .aboul thnr IKlory·. -'.
....vironmc-n' . .., I did _hi"tl ",hirh IlMW ...... WI)' rudoe in l.o.
p.on.1 p>l up '......" ins ...ilh Ihnn on Ilwir~ity.~ ...Il td
...., withoul rv..n ying ~ye. 1 n".. ",horr iI ....0.

Sorrv 30 )........ .011"', ...... '" I""' .........'.' • ot I.... IIliy """""",.,
"Iso~ il -0. Wh.... I"" incidrnt h.>d hrm rqoorIod '0
him, ho ,,--..I,..., I.... .-omp.ony m ih ...onh, .ntI IIwy
did in<Wd pto>dun- " 1'1 nulIrnI mi console. .and IIwy produ.~

it .... " ..... . n.. ",,"pony t»ow. phy oII«ts 1"'1tho Americ"..... ·
11;''-'' "'.. •............· .-ntI in,.;,.ce<! 1"'1 hoi"... ordm; bor f'l.on'd w,lh
t .... ",,"p"ny.f TlUs <<>mp""" is c.olltd SONY , n.. "«uti... rri....-..!
II' is thor p........t """"••ry d1"irm. .. M......nt lhul• .

So••""h" ..dvuuhld """h COII\p.lny . 1.' ' •.
• nd t .... ""mpln Iw~. 1M rn.... Ol'iking ...
,...., at t .... foundn of N<owpor1~ Shirr. rd,

"Wt.n.J1 booild~ ""PO """
Al .. profil. if __ Giln
AI. .. 10.6., if _ m....
&.I. ~w~ III'J<Id ;",,-

So, pul it th;. ...~ -. . _,"" pnlNry objK-
Ii of It.. romp.lny;. ... put .lw quoolity o/ 'he-
pmdv<l .hr.od of .any oehn _.,;d.,.lion. A
prohl or .. Iou _,..;1.....00_ II..rm~
will .Iw~ boo on qu.>lily,·

n... vp.or.~ """ion on _Ioly .-trol w~
1n'Qlthy. Of .....cou ""'......t• ..oo typo<!~
tt.l~ <kvolnl to q lily ~trol. And..-w Co,·
....,;w w',n 'luolnl ry oft""l i....ly by So,• ...,.," :
"'"'"" 1;'-" . 1 IIw mol " f IU'".' bu.i.......u<tt»t"" .......y much rrKll'l" import."! f., ~" oj qu. lily.
Th. dl 1 "I .n.."l;'''' to qUAl ity. UP"" f'V<ry "",n
in lh ' vi, ... I",,,, tho p....ld.nl " I Ih. ro n ' n
,Iown 10 th. hum hi..., 1.00"" , ""nnot .... " ,.
~1;m.l..J ... Tho . " ....., 1I, ,,,,,l. ti,," "I .. bmi­
...... ' or"" I Ii i. '1u.I;,y. And .fl<" qu.lily - .1onJ\
II"'" . 1..., _""""" ,.... .- I think I hu r in I .......
qu .>ln II", try 01 ..."'"".... who h...t """'" lryin~
lor ..... . Iy fou ' rUB'" build .....Ii.blt ... . ;"'n.l
comm""ic.JI"""' .)'>Im> wilh poor <'qui"",",• .

BtU "'" Of J..... ,... LU'lD prnductnril., _ ,h
~ IQSC), .and ,,-, p.or1h_ tri.t__ ....

..I n<M'1r<Wd ...~ pW.,..J in il . thor h".......
......1__ l"ud-I in 1'-' wmirw,.,; " .... hold "'uch
in n.. h"",,,n rri.aliom I.,,~I in lhor CCS
wm i -.... dilll'fftll in -r i"'l""'1. nl ...~
lrom lboor I"'" .......... bor I. ,,~I In loin.,.......
in lhor U....... SI<I!<'o.and BriI.a.n.P""ic'uW1y fro'"
' h<>.o- l"', ld l undrr lhordo"'in..... '" lho h".... n
",lo,io... _ .....nt .n<! ...hicch ...... sin<1"
'Il'«' iv~d "'"ch n il ici,,,, . h,,'h fM th~i r

·"'. n,p" I. ' i...• n"I,, '" .ntl I" , """. l ............ in
..,m~,~ Ih~ . " ,Iy h.:J'ic .......,,"'h <1'1""",1., in Ih.
f"m",,' H" ...,h" , ,,,· e.pt', ;me"I. ),-

TIu·,. dre m"ny ph,. " .. in Ih. CCS I"d Ih" l1._.,lunu..m.nl.Uy d ill.,...nll,,,,,, Ih. J"c_
I" "" " l lh.lh.n..J"",i".nl hu"",n ..4.Ii"n, ."d
01....' _kmic m.n.~1""hook Fo. n"m·
pit. "" 1t...Jr...hip. 5.o•.-.ohn • •IltM'd. -" k...Jrr's
....in obl~l ioro is lOco«ur<r lhor l. ilh.ntI..-.pK1
ot 1"'- hi",- ..oo "(I'" It.itWrf ",ust hi",·
wl i bor lhor Ii ~"'pItot .....1hr ......1<1 lib
....... in h.. lol~·

I" my ~_. Ihis iJcow in lhor I ot I'"
ph~ ot both lhor Anwri<:MI p- bt.Ii-
....... ..~ .and lhorEu~.... <t.--o-d sori-
oty ...hich ~ <IS bor;"ll di ll....-nl lroom
lolIowin5- Ihrm ~ it ft<Ot drrNIodi"ll.
J ,U","" qu.ohlWs.

1...- ol SumilOmo h.osdt-.wn my .'l<'r1lioro.
"" _.I.><USio..... lO rrot. .... n·. p.......,'.' ion
on 1•...Jr"'hip.~ing i l loll\lngly imJ'ft'>O'd noI
only m)'SC'll hul "I... oth<1'J"p.>"""": f"'<'plt.· H~
r,"'" . "nlinning ,....i<!<-n<1" In ,I " I h.. <>wn ...1....
,h.1 in I"" m"tI.... ,>/ 10"'- "I " 1t"J.., 1<11' hi.I"I ·
I"",,'''';, ""d vi,,, """""' "E....,I'" "",I IIw Unil.-d
S'"I... "". "'.Illy Ihe ' ,111'1••• I.p""."



My 'ransl.lor h'11s .... Illat I.... word u...d by
lnou. is I.... J.p.o....... IIi, • word nol <'<jui~al.nl

kJ OUt .:II-pu...,.... 1ow." 1" hrr book. Tit.
Cltrywttllt...,um lI nd l it. SwtmI. Rutll Bmrdi<l
..p1.in.. -IIi m••n. >porifial1y th.l""" of ••u­
porior lor IIis drpm.;Irn l.." Moot of us in our
........ . ~prr~ 1..lingoof .f1O'Clion. ....prt"I .
• "d .ppteriolion for.t 1••01 _ of ou r ..nion;
• nd junio... WIIrth.r or ...,. our m.".ll"......1
p,aoctn io h.... lho ... ..... .. Ih. J.p.o_. il is
'luito<WI.i" th..t "'" m.oior modom~t
phil"",ph;'" do not ... import. ..... in lho 1..1­
ing. tho J.po....... ... 11 " i .nd indm:l do not~"

II n «nf'lr<l word or phr..... kJ dncribr
I m.

n..... i 1.Ny OI tot\j\ .oJ"oGlcy of aN'lwl-
Ution i" t CCS m.nu.1. I'r ' lodic _i"lr' . ...
A'COmm dr<l bri " m.".~1 .nd wo,k_
on, -If who l"ying thror prop'" Inr wo,k _
ing wilh a>Uld f<><o1rf th..1droi... .... portic'il"to.
wh.1 • pr"fit. bl. IIndr,u king it would M .. _
Tho I"""" of porticipotion h• • born ovrrlool<fd
__ . <'Wryw,,",,",: a'llur<l !',"',m.". Hr w.mod
it w""ld ""lUi... porticip.olio" . 1~ 1norI; -• ••
to..mworl< .nd cool"'",lion mu" br ..t.bliohrd
by lho <Oll itudr and ....mplr 01 •.odl.>:rQlIi... 1rvft
f""" I'" p....idrnt down • . : Sa'.""'n.oddrd.
lIuildi"ll up .mp~ mnr.l••nd m.k ing poli ­
' irs nf""i... '""'ui.... ""not' ''1 pto<no of <'du­
GOlion."

Prot,m. n w• • lo ""Urn 10 J. p. n on bu.i......
in fUl u... Y".....nd w.. lfC'<lu.ntly ........ 10 ""' ­
II. ... in IIu"",n rn..rions and""'....IC!M't"'I . AI 0...
1«111'. in 1956 .... m.... wllat "",y ... ... bft,n III.
fitsl public pTOpos.ol. of possib'" roo,din. ling
".,..N ni. m. 10' wh.1 now ,.n ex ' i,d....
(I . Sak..omoto. who 1 lrd lor P'<>I , ,,,,,n. l. lls
.... th. t thi. p.lrtkular .ullll..tion w• • 1\01. in·
tI""" ti. 1 . 1 Ih.1 Hm•. Th. f. ct tN' /'rol ' m.n
ma,'" i' indic. I.... ""w......, . thaI 1M'" w.>th.n
no wid. u... of """h I\""" PS by ,.... J.l"'n... . "",.
tric. l rommuni'. t...... m. nufMlu _ lal..' to
br Irad.... in tM lirId_and lhat lho Ii w•• ripr
for p.,licip.l ion-l1t " th fo.. inl.""'ing to
find . n . pp.o....ll y J. p n.vor in """. of hi>
CCS """n . , "". ""' Iw>wrw.. Ihat whi'"
J.l'<'n did inn....n' .. him in I.... p.tIS of hi. ... ­
pnirna h.. t.ughl . .... _"h.l... ' . ughl nOlh ·
il\I\ Ih.t w • • noll"rt of hi> prroonaJ philo<ophy.

lo t nol."'..... of hi. 01 ad"ic. withoul
fu" wm...... t. I Tlw Iradrrl h.. I""'plr·.
I" y. lry by bri ng loy.l lo Ihrm ." 'Thi. , onco'pI
of I••m_,k. ..I wo,king l"II"th ohould bor 1M
b.l. ic .pp,,,,"ch of ....,h o"I"',~i , in I.... . naly_
oil <>I th.. job oI..,bo.>fdi n~I'" to m. k.. il l'''''
. ibl. Ih"'ulli> lumwutk to 'orr-«! t.... ' . u,," " I
th~ lroub"' _ to d" • brlt ., job .H "••• in .po
I"oad'linl . ubordin.t.. it mu>! br ",nnbrtt'd
1h..1 lhoy . ... human brinp who h hum.n
f..ling• .- H • • • if.".. is • ",ood ......,p. Irad., .
.......n u..wly find w.yoof rnrour.oging •.,bo ,_
dinat.. Ii) ... wh.t i. n...Jnl wilhout ·I. llin&·
thrm. WII..n Ihi. i. do.... ,h••ubo,d in." ito
hrIprd 10 dr v..lop hi. " wn .bilily . . • In lhorli­
....1anal)"iis. thi> is liw I"", ....a...,... 01 .•. • 1""'-

Ja QuoJ... -. _ ,..,

........ own . bility <00 • "'.dor." 'T oday •
, om p.ony ~.nnot . flord tM ..I' . vasa.... of
mana g who ... not good t. "" " Much 01
tlli ndovrry much lik.. whal now try-
illl! 10 Io.m f,om " 1'<'10 .

A....'...N ..a u C'" of tho pooIW• • pniod
br li."rd Ih.1 dr"""••cy w;oo not on ly Ih•

bost lorm 01 govrm......l. bol .100thomoo! "f",,_
Ii..... nwchodof moli".t ingnnployn.ln Europe'­
an indu..ry, ~".n in polilically J.moa.tic
"",nITin. ind;"idu.:l Olll"niU lio... had. 'l"i..
rig id d ... . trurtu'" which ioinl ron.ull.lion
o;Onlmitt_ only wo....r<l . ruund. lhr daM "rue­
tur. placrd b.lrri." on ,; . in& inform.lion.
o..""",.acy in indu.lry .....nl a ~u1ti".t""" 01
. ugg..Slion . nd ... n. i1:>l. c.i tici.m I.om
subordin. t...- . lw. yo. of ' ou, ... . l'nf"'<1i"l': Ih.
hirr.rrhy.

Polkinghorn, tht-rrl" .... all.. dncribing bricl1y
in his lo....-wotd to lhor "",,,...1so.... of tM lr. ­
h.~ 01 drrnoN.cy in I'" W"", Wmt on 10 ...h'.
'Tho pu" uit of thi> policy lof "'l...lity .nd
drmoxracy ) has ,.>i....,;J I.... gene,.1"""'"Iof .bilily.
thor ..n.. of m.pon.ibility .nd lhor undrt>l. nd­
ing 01 lhor 1""'1'1... . nd h• • t-n. maior f..lo,
in ..,hini"ll t'" W"".... ...ndord of li"illl!."

Now,,",,", .1.. in lho ""'nu.1d lho miHion-
"Y 'Piril of t.... A_.n . how ,"'. rly
than ......., H • • • &""'"d , ..!fish...... and olhrr ."Ii­
"",i.l , ha,...,..istks . . . muol bor """troll'" ri­
t...., by I.... indi,,;du.l 0' by sociol1y : ' Conlinutd
Polki"llhom in ph...... ...... ini"'.nl of.n ....Iy
!'urit.n p,•• c"',. "..• rooprr. tion is lobor . _•
lo>t.,rd in ' '''ry w.y possibl.:· II tho J. p. n...
would prMtic~ Ihi>. th.y would lor ~.,d"'.

n w.. no......J 10 Ih....' .... puniohm.n t, I'"
,.p.o ......J only .....,. loolrd . t Ih. i, 51n 1"'1"
,.pil. GNP. Polkin""'", h• • lold wrot.
th is inl"odurl;on oprrific. lly b«. u 1.11 M
muS! " ..... tho ronl tibuti..n drrnt><,at ic p,actirfoo
m.d. 10 !i4K~....t:ul m.n'"llft'W" l.

w .n bri o... Ih• ...",ina.. oI. rtr<l Ih. A....ti·
, ... """"p. lion h. d oI."rd to wind do wn. II
....n..' r<l litt '" 10 SCAP Ih.1 t.... p.;>rticip.onlS
lound tho .......in•• "so inv igo,.tlng" 0' Ih.1 til_
""o.."mic.OO ",;"'n t;fi, O<'<1;on w•• lo",king 10
see il . ny port. could br p IN 10 t tlC'Sl 01
tho indu>!ry. T'" bill w lu.n.& t would
bor no mor min.an.

J.p. n ·'uli~ Ih.... ght OI ........i... . On.
who hotd . n....o.d I Tok yo ...",i na. w.. T.k...
Kat" of Milsubi.h i El""lric. (K.lI" had I"nll b..n
."'adi.nll liKU'" in lho drvrlopmmt "f lap.on·. in­
du.....1", rt hod•. ll...- ........mbe.. , on l...tinl\
lho J.p.n M.n~1 A05OCiation. which im­
mr<lial. ly~ Ka'o.nd 1........ 10tou r J.p­
.n..., ind.... ry 'P... dinl\ I.... CCS gO'J"'I.

Tlw Frdrr . ti<,n 0/ I. panr"d' Elrctrk.1Commo­
nic.I""'" Jnduol';"'""-"""""l ion , . n I'" .......ifu..
in 1950. la ,... OIhrr groups M'rplr<l th. t
....P<'n. ibility . By I.... . nd oj 19S1. "'.... 1.300
top "'''''"I i_ h..d .tt.ndod. TIw/lVTA took
" "or CCS in 19S9 and ronlinurd ' 0 ,un it until
1974. By lhal tim• . • t Jr. .. S.I00 lop ••""", i"..



h.d I n i l . Sin..' OIhn OIJIoIniulio/15 . 1", ,.n
CCS i,..,... .... run fiM;u... IO!' ,,,,.f iMtnl<'
tinn it poooib l..

In ,.... ....n y ,........ inO<Io-n'.lIy. on ly 'op n ·
«U';.-n who Nd . n-wd ......i""'n 'hnnM'/.-n
......... "id 10 Pft'W"I' ccs.n..r., w... lh....
loYinll .... of~.

An "'"" m<>mo nt_ ... , .... tuO:n'tOhd
~ of "" worid «ot_.,• bound
'0 .... an ' of ..Oldy lor « .....
0Ihen.. T1o<>u&h _ ....... .odm;,.. , d.dio: .....
of ,t... ""Ii"""'" (~i1 <ulOId ......., '-" • hotid.oy
lor ....... iI w ... """ ....,. in SCAP.~ Ihry uyl.
.and I~ _ ..... , ...... .....m of tIw ...me.
,1wy _ tIwh p • • pt. M~wouIdnol""w

~ in !Cw. iI "-10 .... ,il tdlh.il ......
........ in It... worid It... l'qUiy of It... CCS .od-
~w_ w;drIy ....ooI.oNr. 'N>WI•• , _ OO U-
in It... U.S . itwlf , II p><>d ...Jy'n tlw<
....... .........,.. AJnonc. would _ lool<inI;

b.o<l proccdIy .... dK of p><>d prodcccIA-iIy
.,.,...,h . ""'~ ""I"iJtd 10 ~y It...
_ Idr.... ......1• • I;OOIIpWw _ ..... ti " ..

"yw. •nd 'hm nln ,"" bvwwot.- . nd 'NI ,....'.p.o...... I"0Yidod
II w••'l rpI 1_',~ ... I.now.......­

......" of t.... 10000rihution of Amnit..", 10 ,.",­

...............11""'"'1 . _ """".100 list.... I ""lIll"'! .
10 w ........... w,.,. Inti........ w.. low . Tlw posi .
'iw. WI'}' impnrt. n' <ontt ibu tion. in hi...._ ,
w.., Klyi"ll ' .....n , .... oppo , tunity '0l•• rn "'..... .
tifi< """n..pmt'nt _ thou!th ho:- ho:-I",Y", J,.p.on "'ill
u.....t hi~ . nd ... i<!tll. l. y.l . moT<' .n of

....IWlI"......I' ....n ..... would find in tho- Unit...J
St.t... ,

It m ,,",,dod IN! imparl 1"",.
,..... '""""' ...J by CCS -...lriId """'"
by "'r--induotry. • nd l.Jt...-droppod. f'wIwro
I ........... f..........ol ,....... offo'" w... drt.w..l~
dncripc-.., l>ul , Iw-y . Iso .odvoultd 01.....
~ ...... ... anAJnonc... w.,.."""" .
wh ich I ~"'_ uNltupI.oMr.

It i> in ' _ ... of _INt ........
dftpil.hi. pr";""ofCCS_m..IAndof...Jy;.
...... Iil. Dtudn. dmin p"'" Am.rit"" ;n .
II......... .oocd 6pon ,Nt , of J,cp,ur',
_ ......n6--f_ pr"'h' ft ~ ncI·
h 01_ worlins in It... 1'"""'Y .....
..... ""' .........,..hin5..-.-.oMr
10 --.1m< QC""' _ .., nrwn....... ,....
............._ ' Iior , _ pr.oct......
....... ttwn-,ln h pn;,,"".It... w ....
w"T' to;,; b«Mhn ... Ici> .....u.-

Hf ,.... 1940 in h...... .....w_
.odopl<d by Surnil"""" fktri< lnd...lrico IS E.I,I,
I wilh I , .....q>e "lo ......... WOI'Un , ....
,.ril\lt nd formctll '0 improw 'twi,
wo ,k ,· 10 "" i ...po<t ....' ...Iy...,. '0
, .........btiollnwnt of QCcite.... in his ' CItn",ny ,
Thi<. of ~_rw. w... -II b.l"", .ny ...bot.nli..1
_ I hin& f'''''' , AITW1'''.n, h.J ..ri....d .

rn.., comn d o 10 'onfinnil\ll l.... ' on .
,.n.. ily of I. "'...... p•• <tw.. H~ t.lI. me , ....,
wh.!. hi, 1~q.SI t t.inK w"" b....d on hi<
Arntri<..., .~I"" ;,,""'. t in"l'ir.t;"" lor his 1956
'ulUl<'o.li"n' '0 Ih. ,..p on ,oonli.... h..n 01

; . ; ; ....... . ' . ,:;.:....: -:
• • •• • • • •·~ ...' ...... .... '· ' . '. .· '.· .·" ' .· .· ' :
~v-: i -: .: .. .•: .·.. .' .'. ' . ' . "..........:

::!::r~~~r.... ' ' ..·...'. ' .·.. ' .· .·. : '." .... .......
~ :::: ..: ..·. .. . ,.........'., ' .. ".· ... ... ...:.~..:.;,'. ' ..' . : .·.....' ....... ." .'.
: .~ :.::.:..' ..... ..

· ..... .. ,
: ::::..: ::·.. .' ..· '

: :'; 'i:ii~:~:
~~~~ .CCSSomon.-G<o.c>,o.oo... _ ~, ' !H9 ",,Ion 2lj, , _ ..... """'__ I _,_, ............".~,...., Pf<>ttmon,,_ ...

l'W<l,"", .... ,__..... 11111 t,l_, pr_ "*"-' ~__E_. • """"' .........__ or.... .
o/h Quo.o IOII_ ",",, "'_ ......"so-. ,__~E_."'''''p•• _ '__,--_ ..., ..



p.1rliei""l;"" work ing c...... m H...ly from hi. n ­
poori. nc••nd '*-rv.,iom of /. p.1n..... w<>,bhop
pradia . nJ m.liomhip. during til<' ,,",,p.ol;"" .

Ano,,,",, import, ,,.,,,!,,,,,1of hu m. .. ...1. 1;"",,,
on which il ..... bom ••guod th" . Amn;c"... h.od
.. vol..nt,J.ry 0' involunto.y iollu.na lin b<ocn
;n ,""~.ti<>n <>, I.p.l""' "oon om -up m"n..It"·
mrnl . )",. ","_ ......,..Ii",... f,J...,i1i"rly u ll,.d
B.U.M.S.- . lory f• • t..... 01 modHn l.p.! ...... in­
dU'ln,,1 ""'"4 .........1. lnour point. inslu d '0 Ih.
m,or .umpln. of b<morn ·up ",.... g.m.nl in
raPdn..., hi>lM)' going b... k to u .ly tim... H.
h• • al"" IIi ...... trW .. dr.",.!ic il!... lr.lio" from
tho month. nnmediat.ly . ftr, thO' . ur......... in
1945 w ...... S,E.l: . f""lo , i.......... 1.'K"ty oJ....
...roro«!.nJ S.E.I:. lop "",na_o' w.. ....n·
dmod la'l!<'ly indf...tiv• . H. t.lI. "'" S,E.l.
middl. manalle..,.nt , ..n<kr I........w~ipof K.
Kit.go.... . 1..,•• p.....idnlt of tho <ompony.
f<>rm«! .. long-II,.,,, plon lor tho comp"ny ,
Th . nk. to ).pao ",1on,: lu dition 01 hotlom-up
m.n.l\.m~n•. the pbn ",a. put into op<><al ion
•m""thly . 11 -.n••n ~'C~II~nt illu,tr.tion th.t
bolt""'...p ....nagt<m~nl "'a. th~.. bolo.. J'O'l .
w.r Am~ric.n mdna~~m<nl Ir.ini"ll . rri vod.

D...ITI TII "T TI" Om O N. it .pl'"'. B .h.1 nol
.ll ldp• ..- li...... xtu;oll y _....J "'pon·

libil ily . nd . ulhotity to low Iov~l. of mdna~'

mrnt. S.".""hn .nd "-' n in Ih~ir p f.<~

UilidlN tho <om muniu tion. manufa<IU '"
nut ....ving prog......,d. ",hil~ th~ Japa....".. com·
munic• •iom . yot..... it...U an d it. ......a rch .,m
had impro..."f . Th<ry bldm~ Ihi. b-od.",udn...
"" ·~ 'a,Ji t ional leuu..1 concepti uf company
oI lie..I•."

L.I~r in th~ manual. Ihry m urn to th;oatta< k
on au toc'alic manallftl'ltf'l ; "... ...pon,ibi\il......
and aulh"riti... a", nut bring u....r in • man '
thai will mak~ to p man.~."",nl '" lo"'~r
managomml rfl",ji"" . Th. prnid"nl "I. corn ·
pa ny i<. "" involvod in . ma ll delail•. in al'PfU" ·
ing ",hal ........1.,1 bot , nutin. a<tin n. thai hr don
not .... v. time h > be prr . ident Th<r _Ie at
1n_ . 10",,10 who .hnuld be pn<»ibl~ and 0><'

count.bk InTand ha..., I.... aUlhori ty ... do thr..­
dc-tailod flln<tio", arr <onl"""" by tM la<k of
prorrr delinitinn of Ihr;,- job ••• any in ilia li,,~

• nd inl.rnl tMy may ....v~ in Iryinll to do a i<>b
i. olt.n dnlroyrd by 1M inl..f.....n" and mrd­
dli"ll of h;';Mr maOdgt'ment, "

Bottnm' lIp m.n"l\<'m~nt. ae<otding 10 th. t
cri tiriom. "'... nut. , moo lhly op..... in !\. univ...•
wily pratticrd m.n'l\MlWnl . yoIrm in "'pan.1
thal li"",. Thuu l(h it i. d rly • lunda "",nt.u J.p-
....... Irad it ion. it. < ti"n in its modern form
mil.' ra nk dO • major postwar Japan......
a<hi~v~mmt .

So much w.. <hangt"d in I.... rrbuildi"ll of I. ·
p.n . and "" 8"'.t WOft tho <on",qu. n<... th..ot
il wOllld nut be diH;eult to dr.", . hook of ron·
duWo M . Hmo a" just a f.",.
• W~ in tho W..t. a. nenr brfo \oo. inll . t

nrw w.y. of m"n'King. W ould lo' gt<t
tradilion.l Am.".ic.nma~t• • it .. i. l.d

~u .""""" ""-- _ ,..,

and .. ill ....... in maoy good Amrri<.n <"m·
pan ..... A num b<-, 01 th.... _ Wilti. m Ouchi
I..... IBM. I'",o:t'" " G.omblr , Ho'Wlrt. ·P""hrd
and Ed"m.n Kodak _a rr ohm ...id 10 h.v.
ja pa n... pallrrn . of ma....~""'nt! Y~t

m.nag." ",ho h• ..., workod f", thnr <omp. ·
n.... for so"", Ii"", wy their basic malldgem.nt
. trullo...nd culto.. i. not . ,,,,,,.nt tion .
1c. n I..hl y Ih.t pfoe h.d many of t tu·
Iu," "'. now con.ide, ,.po...... in I'" .ufy
I""'lwar yra.,.. Prrhap' ~ood ma....~nl ;.

good ..... n.K.mcn l ....~,yw....... T" mu,n 10
~""bu iW .n updalod......-..ion oI .h .. tr..Jitio....1
p.tU..... 01 Am. rican m.nag........t "' it al·
, ..ad y . 1 1..' 1 partly n~s. or whe nough
F"" PI. h~ v. tud " p<><ir",. wilh il. mil(ht ho:
• policy w"'th Iry ing.

• A co~m <It A"""ic.n industry has In be
th.l. whilt. numbot, 01 ",mpani......... 1Y.d
Y' ry imp""";..., . uecroo in de lopiTl.ll new
lorm. 01 ohop-lloor ..I.tion.hip ny yra..
~. i[ ;' Iho J~p.tn.... who h• ..., Ioped.nd
impl....~ntN .uch m<'th<><h "" • w~ "",.1• .
Ther. is. I .u~... t. • n impo tl. nl J..son 10 be
I• • r....d , It i. thai whil. l.... t.""hinl( of Wnt·
rrn ""ial K imli,to helped I.... '.p~n..... . ~ecu·

tiv.. lorm"I. .. lheir vi.",•. il "'a' J.po.......
laclory n.ogmornl. including /o n. who
lod in , dr-v.k'pm.nl of tM n y. ul
......king ,

II lhi. h. , ....I.v~"'. lor U'. il ......n. th.1
Amrric.n lin. m~na~•.,. and h"man ..Ialio",
spr< i. li' h mu.1 find. botn w.y of wnr k;n~

tOl\<1 h. ,. A comp.tny. fnr mplt. ..hould ""t
"f'I">inl • hum~n ..Lotion> m.lldl':"r 0' '1""..1·
i.1.nd "'f>O'<l him to oK' ••""m. kind of hillh
p' inl who will l~ath middl • • nd junior 1n.1.
01 ma~1 how to lun<lion benrr .~
m.nallftllrtlt 10 an ad. qu. td y hi~ Irvd-
o>« o,din~ 10 I.pon·• • " . mpl. - mu" br I d·
ff'O in tho pro'·... . bol h to chKk . n<! ril y
whal .. b<-i n" IdUllhl. • nd then lak. a lr~d in
impl. m. nl. tion .

In J~pan I....rr i. an ov..rlap or ~biliti....nd
inl.n'>I ' <rr ating wh..ol I""".. <a ll. mon<>lilhic
o' llol nizalions. whieh .....'KU" h~v. many . d·
v. nldog" . In I.... m.n~, " I impl.mrntin~ new
m.thod. of man.j(.m.nl . I'" monolithic 0"
(ldni. alio" would .....m to hay. t.... "'''"'t':th•
of li"" ly ....Iinj( tho <onu ,.w. .."poti..nc.
oI lholi".. m.ndg<" 10 lhor ..............t 01 which
nrw mc-thod• •hould be triod , .nd lhen . 01
cou,,;r. brinKing hi. Iradrnhip to Ih• • ppli .
<.tion .

• Inou••1........ lheley ",1.lhdt J.p~...... mid·
dl.. ma_ment pl.YN in hiocompany when
t<lf' .....Ng<'mm. "'•• rrnd• .-.d i"..j lmi.... by
t.... 1"''8'"' . Th<r mi,ldl. m.~ in I.p.tn
n u i..... out...ndin~ de".lof'Tl'l""l "prrit-na.
h..o. h~h . Idtu•. an d i. the n <ountod upon to'
m. inr contribution. to COInp.tny p,oj"",I•.
Co mp. nl... h. v• • delibc-r.t.. policy Ihal, a,
K. N.mu'. , prnidrnl <ItSum i" 'm" Eleclric.
U.s.A . In<: . .-.p<nsr< il ··t.... K~"h,, 1 .... Buche
d.pendi". on I'" "'l\dnizdlion I i. r.-.pon "bl.



fo' co llK l inl a ll in lo r m a lion on h; .
""I""'"'bilily -lrom abow n ~I '" fro m
borlow"-; ,~. from "".- ohop-/Io<.- ;oct;wilr.
10 lon.K-trrm pol icy . If lhi. io 10 br poooibl r .
1M com""ny m ullt ..ukr 1M apptoprialr in ·
formalioo anilablr 10 h im . Th;. inlormatioon
alk>wo him 10 play . major ro lr;n .....k inK_I
only d"Y ·lo-day drciMono w;lh h i. $Uboor·
di ....I.... bul al ... in lormu Lo lio n <>i l"ng·lrrm
poiie)' in """,' d 10 an ac1i¥i ly or p , odU<1 . Thr
$U..,.... 0/ 1M ac liwily and I.... middlr
man~... l"'"tcri ...... co n t ' ibut io n to it will br
maio"" drtrtmi""nto of hio lu lu , r cal'ffO",

Middlr ma !t="'nl. <>i COU"'"'. ha.. a ..mi-
lar 'olr in , W.... , in Japan. howrwrr. I....
' o lr i. """'ll"llrd no l only wil h in rom""niro
buI Ihrou,h ooc;"ly : 10 br a K.ocho in a m aio'
lap........ ro,po,.. ion ca 'n.,. m",h highrr .....
cial """'Knil;oo than bring an a'S i" an l lac lo ·
' y monaKrr (1M co , ....ponding lrwrl ) in 1M
w..... Middlr manoK"" in thr W.... ohould
look a ' rlu1ty al Ihr circu,,",Unc... and wo, k·
inK way. 0/ I"'i, Jap.> op"",;lr numbrn ,
T hr y m ay likr wh at Ihry Thry m.y .1...
Iikr I""i, wa y 01 wo, kitljl; IOl\r lhe r . in" • • d of
conli nu . lly compt'linjl . , Amr , ica n middl.
m.n"llr.. h. vr brtn r ncou"l\rd 10 do.

R."d." will find ' '''1hn d''',il. <m po;,,,>
ro"",m in ,hi5" rliel. ;n ·C ..."r;ng I"p,m ', Nrw
/,,,1,.. ,,;,,1 Ma" ag.",. ,,' : Th. A"'n kan....
T."ch.,,·· by K.nn. th /-101'1'.... H uma n Rr·
5OU"," Quarlr,ly , S"," mrr/F,,11 1982, fr",,"
whi,h mu, h of ,h;, " rliel. h... l>rrn "d"I".a.

Abo", , A",,,", ,

K...",.." Hop"", ', c , a. ........K. m.n' ,0n""l·
'on' h• • h<-r. n''''''lly on iAd"',i.1 m. It. ... II " ..,rd
,n 1 9~1. when he IrI' Pr"" .., Ie G.mb...where h. Nod
..",Io.nl in I"'h"~ m....K<-m.n' . • nd h., .inC<' ,. k. n
h,m 'h,oul\h m",h 01 E"",I"'. ,h. U"i'rd Sl. ' .., ."J
I. p.n, H. ' I"'n' 19t>~ . , the H. " . ", Bu"'''''''
Sc""'~~."'h,"lItho "'" 01""II."" gr"""""'''' I"",·
......., .nd h., puhli-brd .Ad lr.o'"rnl w,J<ly on KO·
nomoo ."d indu,lri.l ....""'.me"' An •..g;.....r'ng
gr""""" 01G~"" UniV<tsi'y. Scolf.nd, ho"",,Iivrd
in 'f><. U,S.•i",r 1%5, ft. i• • n . """",. 01 In«I1rc·
' i<> S. M.8, Corp .. H", k.">tow". NL '" 5oV'K'
Compu"". W.... Il .nl"'d. Conn, : .OO 01 M.".g,,"
....n' Adwi><>ty A"""..,.., Tolrdo. Ohio.

~-
I , M.hrl N... co....r . n.. B'g S,..j ..... br<~h"..

IN.wY",k, Col\ bi" U y I'fn>. 1~1. p. l~

1. n... ZOa.., ,he ;or inJu>tri.d OVOUP'
....h • • Mi" 8' . M" l>;.hi. •00 Sumi'omo

l . N,l~ " _ .......,.rnl ' 0 'fw N.oI;",..1
.......... ,"'" 01 M...~I",'~ in 'f><. U.S. Howrw..
• "m""h ........ in¥olvod in imprcwinl prrson ptx-
,i< .... s... Robrn E. Col.. W",l . M<tbilily if ""'-
,or,,,,,,iotI ,- '" C"",po"~'ri,,, St..Jy of "' d
1"I........ I...w.r'l' ,a.rkl.y, u..,~ 01Cal_"", .
197'J" p, Ill ,

~ . ... pt itlo<ip.>I "'" 01 my intu' bon to ..hom
I ..."" ..__ &".'i1"'" io , d"""38""'"
~ inolonIri.ol..o . 8uol.orman fnouo-. fonn<rdWr·
...... 01Sum,,,,,,,,,, Rubbrr lod"",';"'M>d un'~__I)'

, ,,",_ 01 ' fw T"P M~' Sludy Group (01
N;Urirrn.-:l tho- BVT Allor ,he K.o _,
-.... -......1.....,. H. "~ h>r tu. .
irltI """ d<>o.Iop"d" worl in induoI:rilol_,.
WhM fw w.. Sumilomo Elrctric·. ........i<al d;t'«!OI.

' fw ,om"""y ""'" the 1%2~i"3 l'Nr to< ,he.,.·
,............. 01 w ,,",1 ;p., ""'" u~ QC
0 "'1..; • w .. lfw j;", ;",wly ;nd .,.......""

"" 01 ....h a 'n:hnOq in "'I""'.
I"""",~ .........inord ..cor~. wi,h ....

""""' frbna.oly V. 197'J. ft" in, in th< proi«t .....
run ' 0 ....ding .... 45 W'tJ' \rrwhy. pIo.
........W' dotumtn..' ion rn~ in,..,dur<x.n. . Ad
Ix ' ....,.. w;";', . ..nd _n..int!; lr.onol.oho"'. Hi>
...-.-"" No. porrl>.op> siwm ...... li"1. ,"oig'" ,n'o ' fw
l. mou> drdi<..hon 01'ho lop.", ..__'W' M>d
'0 'fw impon .."", 01 ,he ...... i<.1 """""''''hip ;n
I <><g.on...., ....... T,.ininl in "'""n , it i> ><>1M'--

, ....;d. """"",01 opminl doors '" ,,.., th<" • .....,
c.on I...-n, Th" h., """.inly bt-m 'f><.u ith I""""
..nd ",y><II. o..r;,. h" ck»r in.<>I hr "",,,' 04
in ....~ w. y ' ritd '0 cm>or my ..ritint!; cood iono.

Crrdil m,," .1", l>r givm 10 1_'0 coI V;uft.

. monl ..hom I would si"" """,,,I .......,i<>n '0 L
50...."""". 'f><. fo"",,' c"",i",,.on 01 Sumi'"",", EIre·
'n< .nd S. """"..h 10......... p,....;dm' 01Sumit"mo
Elrc1ric. U.S.A . In .adJ'hon Y. T. " ..... O>hi 01,h. lIV·
TA; J. Noguch, of ,he Union 01"'I""'"'< Scimh"..nd
~ I' fw h:'tI'WI<.oh'" otKOniu'ion ,h", ..... pLoyrd
_h • •,,1. in ,he imp'o"""",,' of I.........., qu.Ii'yl,
.Ad Prol, Y, Kondo 01 Kyn,o Uni"""ily m.dr v.lu·
..hi. ,on"iOO''''n, ..

S. S. ..",hn "1'" ch."-!!. '0. _""" P<'lic~ 01
"",king 1. ",n . blr 10 p..oy i.. w.~ ,001< pl",r . ' ,h.
CCS lrv.t . boul ,he rtld 0I19~~.

"'« ord' ng '0 Prul . YO>h,n Ko llOO. on. ot CCS',
r..l.....ivili.n r<l$in..... . M• . M~i11 I'om Wn'r m
Elrc1hc: io,M.1i' od ..ilh No' i,,>! Ii'" .dvoc.tod in • 1rc.
,,,,.., ,h. , 1. "'..... inJu" fY .odop' SOC .

~. A "' ng' hy ,,"vi. .. 01 'h i' cri 'ici.... i, in Ch.,ln
P••",.. . Cotnpl~x D18""i''''io"' (C lmvi.w. 1IIino;' :
Scott Fo,..m.n, 19111 , C,,",pt. r 8. pp . 91-10 . ~• •
Drucm w. , ~ .. rong Ammc." i"lf u."". in po<tw.,
1. ....n-.,w ... hi> honk. Th< f'routinl at M"',_ ....'
INn. Y,,,k, H. rprr. 19S41.

" W.C . Oo.ochi. Th..,r~ Z IR•..Jing. M. .."
AJd ""'n·W... Ir)' . 19l1H. p. M .

8. s.,.sonn. 101.....J.ord Frh....ry 11. 19112. 10 K..,­
...... n ftOW"r.•nd .."'pho.... con""""''''n. o.."'i"ll
w;"iord I. ""n in 1941 .nd 1950 '0 ...Jw;" SCAI' on".,",ie..1..mplin~ mrthod" Undrr SCAr .U'poco>.
he ..., ,nwiord by 'ho U" ", n 0110"'_ SCimh Ad
En;;in""" 10 ..Iurn i" ,he "'''' '''''' of 1'150 .nJ hsoc '0 ind~,'ry. In [),.umh<. 1'150. /USE lo.m.lly
"""'vrd '0 . ... .. ,he ~i"ll PriI<.

'1. Nicl L)'Ofto. 111. So"y Vi5",,, (N... Y",k ,
Cro.. n. 191~1 . pp . 1(1--11. 21. Lyon> rrport. ""_
21 'No' SO NY ··Iun .... imp",vrd ' heit '",hniel_ at
qu.ol,ty ro",rnl by foll<nvinll «>t>«pI> l>roull/>O ,.. 1op.uI
hy llrll 1..bor..o';"'· .~ _ kint!; in ,he Ci.il
C"",muni<"_ So:c1ion . ..• P.. ll'A#oam. who .....
• llrfl L.b "'II........ 1Kt~...t on q... l i'~ ron,rnl in
Idf"-n "oi">l old B.II L.oh I"p<ft.

10 . S.. " Wo rk Simplili.. ' ;o n .., Tu n
In>l." - f'hilo>o$>l>~. l r. ini..... Imp.o<l ..ncl El-
f....; " I.r . Rosrn..ncl E.W , Highlowrr. ;\ ....,..
, _ Sori<ty of Tool and M...~t""~mrg E~-",

CO/iKf.., "",...... 1~1 . Vol. ~1 -8o<>Io. I . .-:I "lnrt<....
inti I'rolib~DrI..,...,,, h-Ir<hoxk0..-.. Ar·
thur sp...tll!... . PTo><wJ,..,. of~""""A "'nn....t
/.......""" Ens_N' ""I I"" ". l/ni...-.it~ '" C"'d",,·
..... II..-.....,..Ad 1.M Ant\< Frh. ~ .nd ~. 101>5 ,

__ _ _ ,., .1


