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Abstract---In large Japanese companies, in general, the ratio between 

the number of people in one level of cement and the level below is 

roughly one in three. Namely a president with 2 or three people 

recruited by the manager who is responsible to him, and in charge of 
approximately 10 heads of departments. Each section is divided into 

approximately 3 sections and this section is divided into 4 sub-

sections. Although the terminology used for these units varies from 

factory to factory, the general structure is the same. The one-to-three 

ratio usually applies at several levels of foremen, with at least two 
groups of first-line supervisors. The terminology used here varies 

widely, as are the boundaries of position, authority and responsibility. 

A common pattern is a work group of perhaps 10 workers led by a 

team leader whose job is roughly equivalent to the role of a team 

leader in some American-style jobs, although these positions usually 

carry no official responsibilities, but in some factories, have official 
titles and official ranks, In a factory that employs approximately 4,500 

workers, about 450 people have the rank of team leader or foreman 

and about 150 people have the rank of chief foreman, each with two 

or three teams under it. So, it is within this clear outline of the formal 

organization representing the large Japanese companies. The rate 
among factory employees is roughly one in six. Leaving aside the post 
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of deputy and assistant, from worker to president to 9 levels of rank in 

this minimal scheme, which does not have to be paid as a continuous 

progression of the distinction between shokuin and coin discussed 

earlier leads to a clear division and a sharp distinction. area of 

employees based on background and status, that is, between the 
section head and foreman levels. 
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Introduction 
 

It is this division between status and role at the subsection level that introduces 

an important addition to the plant pattern described here. In some of the factories 

studied, where technical training was essential for the functioning of the factory, 

an intermediate post was introduced between the foreman and the head of the 
sub-section [1]. Usually held by young academy graduates who, as a result of the 

recruitment methods and personnel used, could not be placed in line supervisory 

positions. First, as fresh graduates from the academy, they are not sufficiently 

experienced and trained to assume the responsibilities of directors. In the 

meantime - because of their status when they were hired - they cannot be placed 

as workers [2]. Therefore they are given various positions with titles in which they 
act as technical assistants for chief foreman. 

 

The formation of these middle positions is a good example of the kinds of 

adjustments that Japanese organizations are forced to make due to the nature of 

the company-worker relationship system and the conflicting demands of 
technology and human-human relations [3]. An extreme example of this conflict is 

the situation at a mine in Shikoku, which is part of the steel production complex. 

The miners (mining workers) were recruited from mountain villages near this 

isolated sector on the island of Shikoku. This mine has been operating since the 

17th century, and several generations among many families have worked in the 

mine. The role of local traditions, superstitions and customs in mining is 
enormous, and people can only be effectively supervised by foremen and leaders 

who are well acquainted with these customs and traditions. However, a young 

academic graduate who will manage the mine, is recruited by the head office from 

universities in Tokyo and sent to the mining area for a period. Although 

technically competent, these people are completely inadequate to supervise in 
these special circumstances. For example, if a miner breaks a plate at breakfast, 

he doesn't want to go to the mine that day anyway, because he believes that doing 

so means death. Trained local supervisors understand and respect that belief, 

and young graduates from major universities in Tokyo are unlikely to be 

sympathetic. In order for staffing procedures to match the realities of supervisory 

demands at the mine, the company has developed a system in which two people 
fill each intermediate supervisory position. One was a person with years of 

experience on site. One is a young engineer who may or may not remain in the 

local work situation for the rest of his career. After all it has to leave actual 

control of the miners to its partners. 
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There are many similar situations in Japan; this is only an extreme example of a 

common problem. The company was sandwiched between highly theoretical 

exercises at Japanese universities and the social demands of a recruitment at a 

Japanese factory that made it impossible to fill board positions from the level of 
the workforce [4]. The result was a patchy expansion of hierarchies and the 

creation of superfluous titles; where functions and responsibilities are randomly 

assigned and their usefulness is very doubtful [5]. Perhaps most important to 

note in this situation is the fact that the efficiency and rationalization 

requirements of a production organization succumb to the demands of the social 

context in which the plant operates. 
 

Plant Organization System 

 

The complex and highly detailed Japanese plant organization system is essential 

in two ways. The first is the effect of organizational systems on decision-making 
processes in Japanese companies, and the second is the relationship between 

formal organizations and the careers of individuals in the organization [6]. 

 

Regarding the differences between American companies and Japanese companies 

and regarding the different relationships between the social systems of the two 

societies and their business organizations [7], nothing is more striking and clearer 
than matters of decision making. details regarding the management hierarchy in 

Japanese companies have been described. What has not been emphasized / 

affirmed is the size of the offices - which are officially differentiated and well 

defined. The functional one is erratic and the formula is not good. The complexity 

of the structure itself actually causes an overlapping amount of authority to more 
than one person in any space. The problems regarding the differentiation between 

head office and factory have been described. The functions of staff and lines were 

not clearly differentiated, and there were many positions of deputy (deputy) and 

assistant who had blurred authority [8]. Furthermore, because the extent of a 

person's authority has no clear boundaries, there is a tendency to shift 

responsibility for decision making upward. There are several consequences for 
these factors from a decision-making point of view. The first is that nearly all 

decisions are determined by groups of people in meetings and discussions, in a 

slow and impractical way. Second, communication is not well defined, and the 

levels of authority that the decisions that must pass through are numerous. third, 

and perhaps most importantly, in this system it is almost impossible to determine 
the responsibility of a person for a decision or an error in the reversal of a 

decision [9]. 

 

To cite a common (mundane) example of how decision-making works and how it 

affects people in the system, the problem of paying bonuses is clearly likely to 

create difficulties in the factory. Since any kind of worker may feel discriminated 
against against this kind of individually determined payment, it is likely that the 

bonus would be a major source of complaint in the factory. Japanese managers 

maintain that - there is no evidence - to suggest otherwise - that bonuses cause 

little or no difficulty. One could argue that the lack of dissatisfaction stems from 

general obedience on the part of Japanese workers. However, this is more likely to 
be due to the system used in deciding bonus payments [10]. There was no one 

else that workers could target to express a sense of dissatisfaction with the 
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decision. The bonus payment - the difference between one individual and another 

is small - is not decided by the worker foreman, nor by the sub-section head, nor 

by the section head, nor by the staffing department, but by all this together with 

the agreement the end of the section head. If the worker feels hatred, then that 

hatred must be shown to all of these people, or more to the company as a whole. 
And because he differs in a special relationship with the company, such 

resentment is neither easy to vent nor easy to express [11]. 

 

This approach to decision making is by no means limited to the issue of bonuses 

and effort. But it is a feature of all decision making in large corporations [12]. The 

advantages of such a system are numerous and seem to have their roots in 
Japanese customs. The tradition of family deliberation, in which the whole family 

participates in making decisions about family matters and village deliberations, in 

which the village as a whole talks about and decides village matters, has been 

noted by Japanese scholars and societies. This pattern has been linked to the 

relationship between familiar people prevailing within the Japanese limited group 
and to the great importance of maintaining the status and presitse of the 

Japanese people. According to this argument it is not possible to present someone 

at risk of direct responsibility for a decision [13]. In practice, this approach to 

decision-making within the factory protects one's position in the factory. If a 

person has to spend his entire career in one factory or company, then it is very 

important that his prestige and reputation, and his relationships with others. will 
be able to maintain / maintain their integrity. The decision-making system was 

adapted for this purpose in amazing ways. 

 

But the system also has difficulties, which are clear from the point of view of 

operating the plant effectively. It is slow and impractical to meet the rapidly 
changing market and workforce conditions [14]. Viewed from a Western 

organization this is less favorable because it hinders the possibility of clearly 

managing one's responsibilities and quickly and efficiently correcting weaknesses 

in the organization. This system clearly depends on alternative goals [15]. The 

Japanese choice is in a direction that supports and maintains relationships 

between people within the company at the expense of maximum efficiency. It is an 
option Western advisers hope to rationalize Japanese production methods that 

are very difficult to appreciate. 

 

The Formal Organization of the Factory 

 
The second thing that is very interesting in the study of the formal organization of 

the factory is the relationship between the organizational system and the careers 

of workers [16]. This organization consists of two distinct sections for workers. 

The first is about hierarchy, which can be achieved by graduates of old-style 

elementary and current high schools. Which has expanded the possibilities: from 

apprenticeship through workers and group leaders to foremen. These workers are 
coins. And their career count is separate from those of graduates of other levels of 

schools, where this expansion is intended for them-at least in theory-to occupy 

other positions in the organization to the top positions. In fact, career 

advancement for high school is more limited than for university graduates; but 

putting this aside; it turns out that careers for better educated people will lift 
them to higher levels. 
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There is no doubt that the complexity of directorships is due in part to the 

enormous difficulties faced in trying to demote or fire workers and the need to 

offer titles and ranks to compensate for the limited flexibility of the salary system 

[17]. Recalling the discussion about recruitment and wages. It is clear that if there 
is an error in the recruitment into the shokuin group, then there must be an 

internal mechanism to minimize the mistake. if the factory worker is not a 

competent person he is not fired, but he can be transferred to routine and 

harmless positions without harming the company. Likewise, a person who enters 

the company from the academy cannot be demoted (rank) or fired. The need for a 

system of relatively harmless positions for incompetent shokuin seems to have led 
to some expansion of positions and titles. It is necessary to find a niche (place) for 

a less capable person where he can do small jobs without jeopardizing the overall 

effectiveness of the factory and without harming one's prestige [18]. 

 

Apart from being a safety valve for errors in recruitment, the duplication of 
positions also makes it possible to pay individuals with concrete evidence of 

career progress within a company. In companies that had expanded their 

workforce during the war, the problem became even more serious after the war 

and during the period of postwar regret. They felt and still feel that there are too 

many staff at the board of directors level. To compensate for the temporary loss of 

army personnel, recruitment for the rank of directors continued throughout the 
war, but wartime and postwar personnel were entitled to post-war positions. This 

fact alone has resulted in an enormous staffing (dotación de personal) at the 

shokuin level. Although the company which expanded in this way during the war 

subsequently reduced its workforce substantially during the period 1949-1950, it 

proved unable to reduce its board of directors proportionally [19]. Finally, large 
companies, although willing to cut all additional recruitment of workers at this 

time, feel that they must continue to recruit academy graduates, Palideciendo is 

not in a reduced number. The result is that in most Japanese companies there is 

a very large number of directors and staff when compared to workers and 

administrative personnel. The net effect (net effect) severely hinders career 

progression among executives, especially since a retirement age of 55 is rarely 
seen in upper-level directors. The job title and assistant section manager allow 

the company to give career recognition to those who would otherwise not have the 

advancement (promotion) due to their seniority. Despite the need to reward 

competent individuals, pressure. To give career recognition depends on 2 very 

general considerations [20]. It should be borne in mind that wage differences are 
very limited, and a title and perks for a formal position are certainly an alternative 

to increasing wages in rewarding employees. On the other hand, it may also be 

noted that, if a company (or military organization or government agency) uses 

multiple titles and ranks, then companies and organizations that have a working 

relationship with that company should also use a range of titles to facilitate 

communication. What is even more important is the second consideration in 
using titles and titles in exchange for career - in Japanese companies this is 

determined by age and age level (class). The relationship between age and rank in 

Japanese companies is very close. In general it can be stated that it is impossible 

to promote / promote a person to a rank where he will have authority over people 

who are much more senior than him. After all it is necessary to raise a person's 
rank to some extent if he reaches a sufficient age. (because workers do not move 

from one company to another, their service period and age are directly linked). 
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This general rule of seniority and promotion applies to both major groupings 

within the factory, for both workers and staff. So, for example, a group leader in a 

factory and a foreman must have at least 10 and 20 years of service, respectively. 

Progress at the level of directors is governed by age. Age will not guarantee 

progress beyond a certain point, but if age is less, one certainly will not progress 
until the required number of years is met. So an academy graduate will not reach 

a position head-branch until he reaches the age of 30-35. He will be 35-40 at the 

next promotion, maybe at 40-45 for the next promotion, and will be a 

superintendent near the age of 50. Not everything will go that far, but age 

determines the promotion to a large extent. There will not be an academy 

graduate without ranks for an indefinite period of time , and vice versa, he will 
not be promoted as the superior of an older person. The importance of age class 

(grouping) of age in Japanese companies has been illustrated in one company 

where the job classification system prevails. (Job classification, in large and well-

managed companies, is an unusual tool in Japan).  

 
Level of Workers 

 

There are five levels of workers: apprentices, workers, trained workers at level 3 

and level 2, and "upper level" workers. Further studies show that this 

classification depends solely on the length of service period, divided into persons 

with working terms of up to 3, 10 and 15 years, respectively, and finally the post 
of foreman which in this factory requires a service period of 20 years. Because of 

the overstaffing of shokuin in many factories, this general rule governing 

promotions based on length of service period uses constant pressure to have 

positions formally at least higher in the corporate hierarchy. The positions of 

deputy and assistant were held to fulfill this demand, but to say that these 
positions were not functional within the operation of the factory was not the same 

as saying that the people in those positions had no authority. They further 

illustrate a further division of powers and a process of further depletion of the 

decision-making function, which further exacerbates existing deficiencies in the 

Japanese organizational system. The discussion recognizes the relationship 

between organizations formal and career workers are not intended to imply that 
informal factors do not play a role in career and career opportunities. Several 

informal factors have been pointed out in the previous section. For example, 

nepotism plays a definite role in the basic recruitment process. In addition, the 

literature on Japanese society indicates the existence of a peculiar type of 

informal relationship, known as oyabun-kobun, parent-child, which should be 
briefly discussed here. It is an explicitly recognized set of reciprocal obligations 

between old (senior) and young (junior) which has been observed and represents a 

kind of Japanese employment relationship. During this study this kind of 

relationship has also been noted. On the whole it seems justifiable to report that 

the oyabun-kobun relationship in its true form does not exist in large companies. 

But certain types of industry, especially loading and unloading on boats and 
construction work, have retained this type of organization, and this is a striking 

feature of a large number of the Japanese gambling and entertainment industry. 

Apart from the semi-legal and illegal areas / fields, it is interesting to note that 

the most vigorous in those industries - in the United States at least - are the most 

ridden by extortion; and this system has great similarities to American-style 
blackmail. It seems inaccurate to describe the relationship between people in 
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Japanese companies in this sense. It is correct to say that the relationship 

between young and old, between superiors and subordinates often has many 

components that we might call paternalism or relationships - which have a lot in 

common with the father-son relationship. So, for example, a Japanese foreman 
feels responsible for the welfare of his workers, completely outside the work 

environment. Family problems, death of workers' family members, illness, 

quarrels between workers. 

 

The individual, the welfare of the workers in the community, all of this was and is 

still an important part of a foreman's responsibility. But now it is not the kind of 
formal and organized relationship that is included in the definition of oyoabun-

kobun. If we look at the present situation and especially think from the 

perspective of management relations, then the more important term than oyabun-

kobun is the word batsu, or klik (clique). In the discussion regarding recruitment 

procedures it has been stated that a group of young people who jointly enter 
shokuin status in a certain year are recruited from a small number of 

universities, which in practice means that a certain age group at the time of 

entering work for the company has had some interactions and interests. timan 

before. The intimacy of the academy years is maintained in the company by 

means of group meals, meetings and other informal activities. Furthermore, a 

senior member of the board of directors, usually a graduate from the same 
university, will often be familiar with and familiar with the careers of such a 

group of young people. On the basis of shared experience at the university and 

the same background developed in large companies different cliques that play a 

very important - albeit informal - role in career advancement and success. This 

factor often causes difficulties in careers for overseas university graduates who 
work for Japanese companies. The role of a senior board member in this clique 

structure underscores the importance of such a person in the training system of 

Japanese companies. The detailed methods used by American companies to train 

workers at all levels are seen very little in Japanese companies. In general, 

training is training on the job (on the job training), learning from seniors and 

superiors. 
 

Conclusion 

 

New workers are placed on an apprenticeship system and very little knowledge is 

obtained through formal schools. Work learning takes place in factories and - 
given that vocational schools or trade and industry curricula are not part of the 

Japanese education system - it is the responsibility of senior workers to teach 

new workers the methods used in factories. The same applies to directors. The 

absence of formal training in Japanese companies adds to the close relationship 

between workers and their superiors and increases the bonds that bind workers 

to companies in an inherently paternalistic relationship system. These ties, which 
are formed within a stretched formal organization, are very much like the sort of 

relationship-arrangement between owners and workers that is exhibited by a 

small textile factory. Although the size of the organization hinders the in-team 

recognition and interaction with superiors who are the central forces in the 

operation of a small factory, there are two types of relationships - the same as the 
system found in a small factory - that a large company may have. The first is the 

strong bond between the company and the worker described above, the lifelong 
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mutual commitment between the worker and the company, and the detailed 

system of in-kind payments and wages, which has been developed in large 

factories. The second is the internal relationship arrangement between superiors 

and subordinates that develops in the clique system at the board level and in the 

relationships between apprentices and teachers as well as between foreman 
workers within the factory itself. In order to fully present the similarities in the 

organization of matters between Japanese small factories and large Japanese 

factories, it is necessary to break through the formal system and see the role of 

the company in all activities of workers' life. Inter-penetration that occurs 

between jobs with other social activities that are so conspicuous at the Keea 

factory it also appears in the big Japanese factories. A large factory is the same as 
a small factory with 20 workers, is an organization that is involved with the entire 

life span of the workers; an involvement that workers expect and accept and one 

that deals with such important questions as the role of trade unions in Japanese 

factories. 
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