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CONCLUSIONS
 

The program of technical assistance undertaken by the United
 

States to help the Japanese government strengthen their national economy
 

provided training for industrial and business management as its principle
 

emphasis. The objective was to raise the level of Japanese industrial
 

productivity to assure a firm base for further growth. At the time of 

its inception Japan was faced with a serious foreign trade imbalance and
 

a productive capacity which had only recently surpassed prewar volume of
 

output.
 

With the reservation that this evaluation of the training pro­

gram cannot alone be made without reference to the development of the
 

Japanese national economy, the result was an overwhelming success.
 

The participants in the training program said:
 

"They were carefully chosen." (89%)
 

"They were well prepared prior to training." (85%)
 

"They were satisfied with their training." (96%)
 

"They were able to use and transmit to others
 
much of what they learned." (98%)
 

Behind these statements by the participants and the percentages
 

indicating how many echoed the statements, lie two enormously important
 

facts:
 

1. The implementation of the program by the Japanese government
 

and industry was thorough and energetic, creating a viable in­

stitution that continued the program at increasing levels of
 

activity after the cessation of United States technical and
 

financial assistance.
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2. Between 1958 and 1963 the index of Japanese industrial pro­

duction and the gross national product doubled. 

It is beyond the scope of this evaluation of the participant
 

training program to document the relation between the two facts given
 

above, but the large number and the high occupational level of the Japanese
 

who took part in the program lend weight to the suggestion that it materially
 

contributed to the radical renovation of the Japanese economy in the late
 

1950s.
 

Japanese enterprise, by its own initiative, adopted the idea of
 

productivity and turned it into a national enthusiasm, applying to its im­

plementation Japanese modes of patient thoroughness and a sense of appro-'
 

priateness to Japanese problems.
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INTRODUCTION
 

This analysis is based on the complete tabulation of the answers
 

given by the participants to the Participant Training Evaluation Survey
 

questionnaire and a series of cross tabulations prepared independently in
 

Tokyo. The relative homogeneity of the participants and the high uniform­

ity of their responses make this evaluation more an.account of the conduct
 

and impact of the program than a dissection of the various factors con­

tributing to its success or failure, although many of these will be
 

examined.
 

The program of United States technical assistance to Japan
 

in the years 1955 through 1962 was unlike the U. S. aid programs anywhere
 

else before or since. It concentrated primarily on industrial produc­

tivity and focused its efforts on management practices and philosophy.
 

The assistance of leading American businessmen, industrialists and
 

bankers in expounding the principles of the managerial revolution in the
 

United States to their previous enemies in war and potential competitors
 

in peace, marks a high point of international generosity and of faith in
 

the ultimate worth of the common enterprise.
 

On April 7, 1955, the governments of Japan and the
 

United States undertook a joint commitment for a program . . . "to assist
 

in every way possible to increase productivity in Japan by improving
 

technical efficiency of Japan's industry, agriculture and commerce. .. a"
 

The agreement provided that the productivity program would be
 

implemented through a nongovernmental agency: The Japan Productivity
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Center (JPC). The program would include the training of Japanese
 

nationals, the sending of American technicians and specialists to Japan,
 

and the furnishing of technical aids, literature, and training equipment.
 

The JPC was to be supported by the government of Japan and contributions
 

from Japanese industry. The dollar costs ef the training, the visiting
 

experts, and the training devices were to be supported by the Government
 

of the United States. (See Appendix A. II_ Description of the Technical
 

Cooperation Program in Japan)
 

The Background and Beginning
 

The idea was not new; productivity increase, SEISANSEI, was
 

known to some of the middle management personnel who had been exposed to
 

courses sponsored by General MacArthur's headquarters. The growth of 

what came to be known as the Productivity Movement, however, owed little 

to these antecedents. Characteristically, once convinced that the idea
 

was useful and appropriate to their context, the Japanese took up produc­

tivity as a national enthusiasm. (See Appendix B., The Elite of Japan)
 

The principle task of the JPC was to furnish the substance of 

meaning for the idea of productivity in a cross-cultural context. The 

program was primarily concerned with sending Japanese business leaders as 

study teams overseas, but it ultimately included the complimentary 

features of a reference library and audiovisual center, visiting consult­

ants, and eventually a computer center for the use of all Japanese
 

businesses. The study teams were selected after consultation between
 

the mission, the JPC, the Ministry of Commerce and Industry, and the
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officials of various trade and industry associations. Two types of
 

teams were distinguished: vertical teams representing various mana­

gerial functions within one industry, such as steel or electrical equip­

ment, and horizontal teams each representing one of the various pro­

fessional preoccupations such as personnel officers, production managers,
 

comptrollers, etc. from several different industries.
 

In contrast to United States foreign aid training programs
 

elsewhere which were planned as educational or apprenticeship programs,
 

the program in Japan was conceived of as an attempt to introduce what
 

has been called "the managerial revolution" to Japanese industrial leader­

ship. The study teams were composed of 6 to 12 men who spent from 5 to 6
 

weeks in the United States and were the central element of the program.
 

Eighty-three percent of the participants went as members of these groups.
 

Each team concentrated in some particular problem area of their industry
 

or job and together participated in a series of seminars and plant visits
 

in Japan in preparation for their trip. Before leaving Japan they pre­

pared analyses of the nature of the problems they f'aced and attempted to
 

determine where improvements in productivity could be made.
 

It is important to recognize that the target group for the 

productivity program was the management personnel of Japan's largest 

and medium industries in an effort to provide them with a new philosophy 

of industrial management. Peter Druckerl, one of the technical 

i_ Quoted from Peter Drucker The New Society: The Anatomy of Industrial
 
Order 
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consultants who went to Japan several times and incidently became almost
 

a hero to the productivity movement there, is quoted as saying, "The mass
 

production principle is not a mechanical principle. If it were it could
 

never have been applied beyond manufacturing and independently of assembly
 

line, conveyor belt, and interchangeab>g parts. It is a social principle,
 

a principle of human organization. What was new in Ford's plant was not
 

the organization of mechanical forces, but the organization of human
 

beings performing a common task."
 

The Japanese study teams were all aware of the high level of
 

American productivity and most had heard explanations given for it. But
 

few were able to grasp the significance of the explanations until they
 

saw for themselves that American plants were not necessarily equipped
 

with more modern or efficient machinery than in Japan, but that American
 

management methods were the more effective. The experience of American
 

technicians and consultants who had discussed these problems with
 

Japanese study teams can be expressed in the words of A.J. Ronk, the
 

project manager of the first and second Top Management Teams which came
 

to the United States in October, 1955 and October, 1956.
 

"This team (referring to the second) as well as others
 
from Japan have repeatedly and clearly indicated that they
 
expect to find formulae which might be applied to Japanese
 
economic and social problems. They express admiration for
 
the German pedantic approach and express disappointment over
 
failing to quite understand the reason for our amazing
 
prosperity and general well being. While on every occasion,
 
Project Managers introduce aspects of democracy, freedom of
 
choice and action, opportunity for individual and religious
 
freedom--all with inherent stimulation and challenge to
 
creative and imaginative thinking and action--our Japanese
 
friends still fail to comprehend or accept these factors as
 



really those that underlie our success . . . . In the final 
analysis it is attitude that counts, and it appears that much 
needs to be done to get our Japanese friends away from their 
preoccupation with formulae." 

In the over-all analysis of the first Top Management Team's
 

own self evaluation, Ronk reported the following and quoted parts of
 

their report:
 

"The group as a whole declared that what Japanese
 
Management must learn . . . is American management's 'absolute
 
faith in competition' its 'sense of responsibility towards
 
society, the community and the nation,' its'democratic and
 
human attitute toward employees' and the manner of 'exchang­
ing information and cooperating even with competitors.'
 
Organizationally they (the team members), believed Japanese
 
corporations ought to copy: The American 'division of
 
responsibilities so evident in all the executive and super­
visory staffs of the companies visited'; the 'splendid line
 
of communication between top executives and employees in the
 
shops'; with the resulting 'opportunities for advancement
 
within the organization.' The conclusion reached was that
 
'the American economy develops dynamically on the basis of
 
both mass production supported by mass consumption which,
 
in turn, is supported by high wages under the free enterprise
 
system.' 'We felt keenly,' the team continued in its interim
 
report, 'that this was the way that the economy should be in
 
any country of high productivity. This is an important point
 
for the future of Japan.'"
 

It cannot be emphasized too strongly here that the quotations
 

given above were the considered conclusions made by Japanese study team
 

members, men who were the leaders of Japanese finance and industry and
 

as such molded not only national economic policy but broadly affected
 

public opinion as well. Furthermore, the activities of the study teams
 

did not end with their return to Japan. Entirely beyond the changes
 

introduced into their own companies, the team members of the first
 

Top Management Team saw their role in disseminating their conclusions:
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"The coordinated findings of this top management team's
 
visit to the United States and American institutions will be,
 
as has been the case with all productivity study projects,
 
reported and disseminated through speeches, newspapers,
 
magazines and other avenues of communication throughout Japan
 
to the various enterprises, associations, labor unions and
 
businessmen in general, and also to the general public
 
through radio and television and any other available media.
 
Our final report will be compiled and published. We shall
 
also make a study of the executive development programs
 
observed in (America) and formulate a smiliar program adapta­
tion."
 

This in fact did take place. As each team returned, they
 

entered into a period of extensive activity reporting their reactions
 

and the impressions of their trip. Fundamental, however, was the
 

adaptation of specific techniques and methods of organization to the
 

Japanese setting. By no means can it be said that Japanese businessmen
 

adopted everything they saw that was new to thembut the overwhelming
 

impact of the study teams' visits to the United States was to inject a
 

new and stimulating attitude toward productive activity into the Japanese
 

economy. The productivity movement was well launched by the enormous
 

success of the first Steel Team in May, 3955 and the Top Management Team
 

about two months later.
 

Doubts about tne value of the observation tours and fears about
 

their reception (as former enemies) were quickly dispelled by the friend­

liness of their acceptance and the intensity of the training sessions
 

arranged for them. The first Steel Team was a specially picked group
 

whose recommendations would carry weight with the top managerial levels
 

of Japan. It was recognized by both the Americans of the Technical
 

Cooperation Mission and the leaders of the Japan Productivity Council as
 

a crucial test of the program.
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This evaluation of the participant training program in Japan
 

is undertaken with somewhat different criteria from those applied in
 

countries where technical assistance programs are still under way. The
 

withdrawal of United States support for the productivity program in
 

Japan was not motivated by any other reason than the assurance that the
 

Japanese were competent to carry on the program by themselves. This
 

report should then be viewed as an examination from the data available,
 

of the factors in the effectiveness of the program during the period of
 

American participation. Those currently responsible in Japan may find
 

some value in the review but more important, the participant training
 

programs in other countries may benefit from the experience.
 

By all measures the technical assistance program in Japan
 

was an unqualified success. The reasons for this result are clearly not
 

uniquely inherent in the Japanese context. The dynamics of Japanese
 

society directly contributed to maximizing the benefit obtained from the
 

training program. That the combination of factors was fortuitous rather
 

than deliberate does not gainsay either their effectiveness in the
 

Japanese program or their applicability elsewhere.
 

The essentially American contributions, apart from underwriting
 

the travel expenses and costs of expert advisors and the like, were the
 

concept of a productivity-oriented philosophy of management and the tech­

nique of the participant training program. To0 the challenge of a
 

desperate economic situation and a new idea the Japanese brought a
 

capacity -or a collective decision that was effectively implemented
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through the discipline and pragmatic adaptability of their industrial
 

and business management personnel.
 

The Japanese were convinced that their economy could not avoid
 

disaster if steps were not taken to change their trade position. They
 

saw in the possibility of emulating American productivity a solution to
 

their problem. The ultimate working of the program can be attributed to
 

the following basic principles:
 

1. Concentration on a single unifying idea.-- In this case
 

the increase of Japanese productive output.
 

2. The intensive preparation of the participants prior to
 

their departure.--The emphasis in this period was to stimulate the
 

members of the study teams to think of their own problems and to initiate
 

through collective exposure new ways of resolving'them.
 

3. During the training period the objective was to expose
 

the participants to a way of thinking rather than to teach them a tech­

nique.
 

4. The intensive recapitulation seminars provided a period
 

for the participants to review and evluate their experiences.--The
 

preparation of a team report provided the vehicle for conveying the teams'
 

conclusions and recommendations to others professionally concerned and,
 

beyond reinforcing their trainingserved to disseminate the experiences
 

of each team throughout the community.
 

While it cannot be claimed that the technical assistance pro­

gram in Japan was the only catalyst in the rejuvenation of Japan's
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economy from 1958 onwards, in view of the very widespread interest and
 

support given the program by the highest levels of the Japanese govern­

ment and industrial leadership, it is evident that the productivity pro­

gram was implemented extensively and it is probable that without this
 

program inflation, food shortages and severe social strife might have
 

plagued Japan for a long period of time.
 

The consistent high utilization and satisfaction expressed by
 

the Japanese in their answers to the questionnaire may appear to be
 

exaggerated responses, given out of politeness, perhaps in conformity to
 

a national cultural ideal. While this explanation may be plausible,
 

material gathered from interviews with the former Industry Training
 

Officer, the Director, and the Deputy Director of the Mission in Tokyo
 

indicate that a continued high level of activism and enthusiasm charac­

terized the returned study team members in their recapitulation seminars
 

and their later efforts in propagating the concept of productivity.
 

The major difficulty of the productivity program in Japan lay
 

in conveying the idea of productivity and the attitudes associated with
 

the concept in the larger context of social adaptation. Without explor­

ing in detail the anthropological problem of cultural diffusion or
 

borrowing, it is evident that two processes handicapr-d the program in
 

Japan. The most fundamental handicap lay in the assumption by both the
 

Japanese and the American businessmen that American productivity could be
 

explained as being solely related to the conduct of business. The pre­

liminary conception held by the Japanese businessmen, who were conscious
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of their isolation from developments outside of Japan for almost 20 years,
 

was that American productivity was the result of a special technique.
 

Attempting to explain productivity as an attitude in a larger context,
 

American engineers and businessmen used the terms democracy, freedom of
 

choice, competition, free enterprise, and other phrases which describe an
 

idealized conception of how Americans believed their social system works
 

and what Americans were like. The remarks of Mr. Ronk, quoted earlier,
 

are a case in point. The Japanese naturally missed the connection between
 

individual and religious freedom and productivity, since both ideas had
 

no reference point in their experience and appeared irrelevant to
 

industrial management.
 

The other handicap was the tendency of the Japanese to engage
 

in highly selective borrowing of cultural elements and the retention of
 

apparently irrelevant older Japanese patterns of behavior in conjunction
 

with new techniques. Although from an American's point of view the Japanese
 

may seem to be somewhat unreflective about their social attitudes and the
 

norms of their society, they are probably more sensitive to what might
 

be called cultural dissonance. For all their apparent pragmatism and
 

thoroughness, the Japanese were not blind or mechanical imitators.
 

They adapted Chinese art and literary forms or German
 

industrial practice so that the result was a consistently integrated
 

Japanese pattern. But gaps in the adopted patterns occurred as a result
 

of the selective process: those elements of the constitution (which was
 

modeled on that of Bismark's for Germany) were put in practice only to
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the extent that they were consonant with prevailing social and political
 

realities of Japanand whole arrays of what to Europeans were necessary
 

complementary elements were left unimplemented.
 

As with other cases of cultural change, there is a high degree
 

of compartmentalization in the Japanese scheme of living that permits
 

ardent innovation in one sphere without affecting another, or an ascetic
 

restraint and dignity in one context and a warm aesthetic sensitivity even
 

abandon in another without any apparent sense of lese majeste.
 

For instance, American advisors advocated the principle of
 

promotion of workers on the basis of ability (i.e., productivity) and had
 

recognized and accepted the consequences for the traditional Japanese
 

wage-salary system, but they ignored the effect this would have on the
 

key cultural pattern of family-continuity which underlies the seniority
 

consciousness of Japan. This was a failure to appreciate the dependence
 

of the permanent labor force pattern in Japanese industry on the family­

oriented ideals of loyalty and fealty.
 

But similarly the Japanese had introduced the "rationalization"
 

of industry based on German practice and assumed that the American con­

cept of productivity was likewise achievable through a simple rational
 

technique, which could be incorporated into the already complex Japanese
 

patterns of office work, managerial organization, accounting practices,
 

as well as the complex status system.
 

That productivity was not merely an industrial or commercial
 

technique or formula but an entirely different system of attitudes is
 

best illustrated by reference to the consequences for Japan not only of
 



-14­

the productivity program but of the development of a whole new pattern
 

of living in the last 10 years. Increased material consumption, more
 

leisure, mass media and mass entertainment, greater freedom for youth
 

and for women, attitudes about interpersonal relations and about the
 

individual in society, all have contributed to a confident new concep­

tion of what an ideal Japanese is like. These changes have affected the
 

adaptability of Japanese enterprise to face the problems of her national
 

economy.
 

The radical reduction in the rate of population growth and the
 

disappearance of a seemingly inexhaustible labor surplus, have relieved
 

Japanese society of an enormous non-productive burden and have freed
 

Japanese creative energies for improvement in their standard of living.
 

The changes have not been without their effect on the intellectual free­

dom and spiritual mobilization of large groups of Japanese to a new
 

sense of participation in their future. 

Recapitulat ion 

The brevity of this report should be received as a tribute to 

the importance and success of the Japan Productivity Movement. Within
 

the context of United States technical assistance programs, the program
 

in Japan had more in common with the nonfinancial aspects of the Marshall
 

Plan in Europe than current participant training in various economically
 

underdeveloped countries. Its overwhelming and unique success can be
 

attributed to a small number of factors which have crucial theoretical
 

implications for technical assistance in countries not so advanced.
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a. The complete commitment of the Japanese financial and
 

business elite to the success of the program.
 

b. The day to day administration of the programs--the
 

selection, predeparture preparation, public information services, post
 

training recapitulation seminars, etc.--was handled through a Japanese
 

semi-governmental entity: the Japan Productivity Center. There was a
 

very small American staff who acted as advisors and maintained liaison
 

with the offices in Washington where the training and travel arrangements
 

were made. The Japanese looked upon the program as their own effort.
 

c. The selection of the study team members was conducted by
 

the Japan Productivity Center with the advice of the American technicians
 

and on the basis of recommendations of trade and professional associa­

tions in Japan. The team members were selected for their influence and
 

importance so that the subsequent diffusion cf their study team observa­

tions and conclusions would have widest maximum impact.
 

d. The Japanese productivity study team members were
 

subjected to an intensive predeparture indoctrination. They studied
 

their own industry problems and engaged in seminars with former partici­

pants. In most cases they also prepared a formal report on the current
 

state of their occupational speciality and its problems. These seminars
 

and reports occupied a six-week to two-month period preparatory to
 

departure.
 

e. The officials of the JPC had also accepted as an integral
 

part of the individual study team missions the participation in an
 



intensive series of seminars and the collective preparation of a report
 

on their observation tour after their return. The participants in the
 

Japanese productivity program devoted as much as four months of active
 

application to absorbing an unfamiliar idea but one relevant to their
 

economy. Beyond the period of intensive activity associated with their
 

trip the team members carried on a missionary zeal of writing articles,
 

giving lectures, etc., furthering the spread of the idea and practice of
 

productivity.
 

By the end of 1957 one thousand team members had returned to
 

Japan and if we multiply their contacts made through lectures, discussion
 

groups, articles in newspapers and trade journals and seminars cnducted
 

by trade and professional associations, it is safe to assume they had
 

passed on to many thousands of other Japanese the concept of productivity
 

and methods for achieving it, which in turn required the adaptation of
 

customary Japanese ways of handling production, records, materials,
 

personnel, wage rates, etc. It was at this point that the curve of the
 

Japanese index of industrial production began its spectacular climb.
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Chapter I
 

THE SURVEY
 

This report is based on data collected in 1961 from 605
 

Japanese productivity study team members, who had returned from training
 

prior to January 1, 1960. The questionnaire, administered in Japanese,
 

was the basic instrument designed for the World Wide Participant Training
 

Evaluation Survey.
 

The sample of participants to be interviewed was chosen on a
 

random basis from a list of 2555 names. Of the original sample of 623
 

names drawn, 605 were ultimately interviewed. The basic personal data
 

on all participants in the list of 2555 had been brought up to date and
 

was tabulated. A comparison test of the validity of the sample showed
 

no appreciable difference of the proportions in the sample and the uni­

versq of the following characteristics: (1) age, (2) sex, (3) residence,
 

occupational level, (4) field of specialization, (5) type and length of
 

training received. Indeed, the comparison was extended to the total
 

4715 participants who were sent for training during the whole period of
 

United States' involvement in the program. The above mentioned charac­

teristics of the 605 participants who were interviewed were found accur­

ately to represent the proportions of the total. It is presumed that
 

confidence can be placed in the responses of the sample as a true
 

representation of the universe.
 

The field Study Director for the Survey was Dr. Ranald M.
 

Wolfe, special research consultant to the United States Operations
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Mission in Tokyo. The questionnaire, originally in English, was trans­

lated into Japanese and checked for accuracy by back-translation with
 

only two minor errors subsequently discovered and corrected. The
 

interviews were conducted by 20 Keio University staff members, assistant
 

professors and lecturers in the social sciences under the direction of
 

Dr. Wolfe.
 

The questionnaires were completed in Japanese, coded and trans­

lated by Japanese staff members of USOM and 9 students from Keio Univer­

sity. The data were card-punched and tabulated in Tokyo. The statisti­

cal data which consisted of the straight run machine tabulations (column
 

tables from the questionnaires) and cross tabulations, respectively,
 

were prepared in Tokyo.
 

This report was written in Washington, D. C. by Dalton Potter
 

under an A.I.D. service contract with the Bureau of Social Science
 

Research, Inc., Washington, D. C. The analysis of the survey is based on
 

the tabulations prepared in Tokyo, plus an additional special series of
 

cross-tabulations done at the Bureau of Social Science Research, Inc.
 

The Description of the Technical Cooperation in Japan (Appen­

dix A - II) was written in Japan by Mrs. Emiko Ohga, program specialist,
 

A.I.D. Regional Training Unit, American Embassy, Tokyo.
 

Background material on the productivity movement in Japan was
 

developed in Washington on the basis of interviews with the following
 

persons:
 

Dr. Gengo Suzuki
 
Executive Director, International Monetary Fund,
 

former member of Japanese Finance Delegation
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Mr. Clarence Meyer
 
Director, USOM/Tokyo, 1955-59
 

Mr. Sylvester I. Olson
 
Deputy Director, USOM/Tokyo, 1956-60
 

Mr. Richard Goodrich 
Industry Officer, USOM/Tokyo, 1955-59
 

Dr. Edward G. Posniak
 
Chief Economist, United States-Japan Trade Council
 

Mr. S. Osakatani
 
Manager, Washington Office of the Japan Productivity
 
Center
 

Dr. Larry Nadler
 
Training Officer, USOM/Tokyo, 1958-60
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Chapter II
 

THE PARTICIPANTS
 

Mention has already been made of the objectives and methods
 

of the productivity program and the general selection procedures by
 

which participants were drawn into the study teams. It may be of
 

value to examine in more detail the characteristics of the participants
 

who were selected.
 

The administrative machinery that was set up for the
 

selection of the participants was centralized in the JPC. 
The other
 

organizations who participated are shown in Table 1.
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Table 1
 

MINISTRIES AND AGENCIES COOPERATING IN THE
 
TRAINING PROGRAM WITH THE JAPAN PRODUCTIVITY CENTER
 

Participant
 

Agency Number Per cent
 

Industry, private and Governmenta 390 64
 

Agriculture Productivity Conferenceb 94 15
 

Civil Aviation Bureau 22
 

Ministry of Labor and Unions 70 12
 

Peaceful Uses of Atomic Energyc 12 2
 

Waseda, Keio, and Hokkaido Universitiesd 17 3
 
Totals 5 100
 

a-The Ministry of Industry and Trade and the Ministry of Finance
 
were the principal ministries which, together with leading trade and
 
industrial associations, worked with JPC.
 

bThe Ministry of Agriculture helped selpct participants in
 

agriculture.
 

cJapan Atomic Energy Research Institute and the Atomic Energy
 

Bureau helped select participants.
 

dThe Ministry of Education helped with the contract for training
 

participants from Hokkaido University and tne University of Massachusetts.
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The data on the composition of the groups of participants
 

can cons. ±ently be summarized and the salient characteristics pre­

sented without the elaboration of all the tables or categories obtained
 

from the interview material. For the interest of clarity it should be
 

stated at this point that the tables presented in this report represent
 

variables considered significant or important to the objectives of the
 

program. (For instance: sex and marital status are ignored because
 

99 per cent were male and 97 per cent were married. Likewise, only 1
 

per cent had ever had any contact with the United States operations
 

mission prior to their selection).
 

Figure 1 gives the background characteristics of the Japanese
 

participants as a group. (See pages 24 and 25.)
 

Mention can be made of some other characteristics which may be 

of minor interest. The 183 (3.9Z) participants trained in the peaceful 

uses of atomic energy were not part of the usual productivity study teams. 

Japanese atomic energy specialists were brought to the Unitcd States 

either for brief visits of less than a month or for periods of about a 

year of special advanced work at American atomic energy laboratories. 

The median year of birth was 1912. This is important because of the 

respect accorded to and authority of older persons in Japanese life. 

Over half the participants were men who reached the most productive 

period of their lives during the time that Japan was isolated from the
 

outside world, by the war and the growing isolation in preparation for
 

war.
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Figure 1
 

CHARACTERISTICS OF PARTICIPANTS
 
(In Percentages)
 

Residence
 

Large Cities 44%
 

Provincial Cities 49%.
 

Rural Areas 7%
 

Employer
 

Private Industry 48%
 

Government 23%
 

Trade Union 15%
 

Other 4%
 

Experience
 

70
Less than 5 Years 


24%
50 to 10 Years 


Over 10 Years 55%
 

Age
 

Under 40 Years 27%
 

40 to 50 Years 38%
 

Over 50 Years 35%
 

Education
 

University Degree 76%
 

No University Degree 24%
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Figure 1 (Continued)
 

CHARACTERISTICS OF PARTICIPANTS
 
(In Percentages) 

University Field 

Commerce and Law 
40% 

Engineering 38% 

Other 22% 

Occupational Level
 

Policy Makers, National
 
and Second Level Execu- 41%
 
tives and Administrators
 

Subordinate Management
 
Productive and Adminis­
trative Officials, Line 31%
 

or Staff
 

Labor Leaders and 16%
 
Organizers
 

Other 12%
 

Field of Economic Activity
 

(At the Time of Interview)
 

Industry, Commerce 
60%
 

Agriculture 19%
 

Education 7%
 

Labor 0
 

Other 4%
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The productivity program started in earnest with the departure
 

of an 11-man steel team on 31 May 1955 (5 agricultural extension
 

specialists have been included in the over-all data, although they
 

predated the official inauguration of the program and attended a con­

ference on agricultural extension work in the Philippines in February
 

1955). Table 2 shows the number of participants who departed each year.
 

Table 2
 

YEAR OF DEPARTURE OF ALL PARTICIPANTS
 

Year Cummulative
 
of Departure Number Total
 

1955 106 106 

1956 374 48o 

1957 540 1020 

1958 746 1766 

a
1959 836 2602 

1960 1011 3613 

1961 849 4462 

1962b 253 4715 

Total 4725 

aThe participants included in the survey had all returned from
 

training prior to January 1, 1960. Forty-seven who departed in 1959 had
 
not returned by this date.
 

bThis refers only to the first three months. In 1962 American
 

support was withdrawn and 65 per cent of the participants during these
 
three months were "self financed": i.e., the costs of their training were
 
borne by their own organizations, industries or local trade associations.
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The scale of this program is very impressive when it is
 

appreciated that for every team departure there had been preparation
 

sessions extending over several months and elaborate detailed prepara­

tion of itineraries and reservations by the offices in Tokyo and in
 

Washington. The number of Japanese participants departing for train­

ing in 1960 was approximately three times the largest number of parti­

cipants per year for the participant training program in any other
 

country.
 

The distribution of participants in different fields of
 

economic activity shows the emphasis given to industry and commerce
 

in the productivity program. More important is the emphasis given to
 

training for the policy-making administrators and executives, particu­

larly in industry as shown in Table 3. The high proportion of policy
 

makers in the "other" category was a result of the presence of repre­

sentatives of professional, trade and agricultural associations at the
 

national and regional levels.
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Table 3
 

THE OCCUPATIONAL LEVEL OF PARTICIPANTS IN DIFFERENT FIELDS
 
OF ECONOMIC ACTIVITY
 

(in percentages)
 

Field of Economic Activity
 

(at Interview)
 
Occupational 

Level Agri- Industry 
culture Commerce Education Labor Other 

Policy makers,
 
Executives and
 
Administrators 
 29 62 9 24 48
 

Subordinate 
management 0o- 30 - 76 44 

Engineers and 
Professionals 
and others 10 8 9 1a - 8 

Total N=(605) (112) (364) (42) (62) (25)
 

aThirty-seven participants were university teachers.
 

The size of the productivity program once it got under way
 

required that elaborate care be taken with the selection of participants
 

in order to insure that the training be made available as widely as
 

possible throughout the economy. The following table was assembled to
 

show how effectively this was done. The concentration of industrial and
 

commercial enterprises, as well as the government, in the Tokyo area is
 

reflected in the high proportion of participants from that area.
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Table 4 

AREA OF RESIDENCE OF THE PARTICIPANTS
 

Participants
 

Total-4715 

Number Percent 


Hokkaido 

Hokkaido Area ....... 


Aomori 

Iwate 

Akita 

Yamagata 

Miyagi 

Fukushima 


Tohoku Area ....... 


Gumma 

Tochigi 

Ibaragi 

Saitama 

Tokyo 

Chiba 

Kanagawa (Yokohama) 


Kanto Area ....... 


Yamanashi 
Niigat6 
Toyama 

Gifu 

Nagano 

Shizuoka 

Aichi (Nagoya) 

Ishikawa 

Fukui 


Chubu Area ....... 


Mie 

Shiga 

Kyoto 

Nara 

Wakayama 

Osaka 
Hyogo (Kobe) 

Kinki Area ....... 

Sample-605
 
Number Percent
 

25 4.1
 
25 7­

1 0.2
 
5 0.8 
3 0.5
 
0 0
 
4 0.7 
5 0.8
 

18 3
 

2 0.3
 
2 0.3
 
6 1.0
 

16 2.7
 
267 44.1
 
16 2.7
 
51 8.4 

360 60
 

0 0 
1 0.2 
3 0.5
 
2 0.3
 
4 0.7 
5 0.8 

32 5.1
 
3 0.5
 
2 0.3 

51 8
 

4 0.7
 
1 0.2
 

10 1.7 
2 0.3 
1 0.2
 

45 7.4 
28 4.6
 
91 15
 

191 

191 


13 

24 

10 

17 

39 

22 

125 


18 

15 

41 


112 

1,938 


93 

360 


2,577 


12 
30 

20 

41 

27 

44 


259 

19 


8 
460 


35 

11 

74 


8 
11 


318 

317 

77T 


4.1 


0.3 

0.5 

0.2 

0.4 

0.8 

0.5 

3 


0.4 

0.3 

0.9 

2.4 


41.1 

2.0 

7.6 
55 


0.3 
0.6 

0.4 

0.9 

0.6 

0.9 

5.5 

0.4 

0.2 

10 


0.7 

0.2 

1.6 
0.2 
0.2 

6.8 
6.7 

1 
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Table 4, AREA OF RESIDENCE OF THE PARTICIPANTS (Cont'd) 

Total-4715 Sample- 6 05 

Tottori 

Okayama 


Hiroshima 

Shimane 

Yamaguchi 


Chugoku Area ....... 


Kagawa 

Tokushima 

Kochi 

Ehime 


Shikoku Area ....... 


Fukuoka 

Saga 

Nagasaki 

Kumamoto 

Oita 

Miyazaki 

Kagoshima 


Kyushu Area ....... 


Grand Total 


Number 


14 


77 

15 

I40 


189 


29 

12 

16 

26 

83 


205 

8 

27 

16 

20 

25 

15 


316 


4,715 


Percent 


0.3 


1.6 

0.3 

0.8 

4 

o.6 

0.3 

0.3 

0.5 

1 


11.4 

0.2 

0.6 

0.3 

o.4 

0.5 

0.3 

7 


100% 


Number Percent
 

2 0.3
 
4t. 0.7 

9 1.5
 
1 0.2
 
5 0.8
 
21
 

2 0.3
 
1 0.2
 
3 0.5
 
2 0.3
 
8 1
 

26 4.3 
0 0
 
1 0.2
 
2 0.3 
0 0 
2 0.3 
0 0
 

31 5
 

605 100%
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Chapter III
 

PREPARATION FOR DEPARTURE
 

The large majority of the participants in the program took part
 

in planning of their programs. That is to say, they were included in dis­

cussion sessions and seminars during which the itinerary and content of
 

their observation tours and objectives of their training were planned and
 

discussed. The JPC officer in charge of the particular program and the
 

U. S. technician were involved with the participants in this process.
 

Seventy-five per cent of the participants took part in these sessions
 

but a third of these felt they would have liked more to say about their
 

program during planning. However, only about half of the participants
 

who did not take part in the planning sessions said they thought it would
 

have helped their programs. (Tables 5 and 6.)
 

Table 5 

PARTICIPANTS' ROLE IN PLANNING THEIR PROGRAMS 

Participants
 

Ntmber Per Cent
 

Took part in planning I452 75 

Did not take part 149 25
 

Don't remember 4 

Total 605 
 100
 



-32-


Table 6 

PARTICIPANTS' OPINIONS OF THE VALUE OF AN INCREASE
 
IN THE PART THEY PLAYED IN PLANNING THEIR PROGRAMS
 

Participants
 

Number Per Cent
 

Satisfied With Part
 
in Planning 368 61
 

Desired More Part
 
in Planning 85 14
 

Would Have Liked to
 
Take Some Part in
 
Planning 86 14
 

Did Not Feel a Part
 
in Planning Would
 
Be Valuable and
 
Not Ascertained 66 11
 

Total 605 00
 

To a certain extent, the very nature of the objectives envisioned
 

by the productivity program transcended the experience and conceptions of
 

the participants. Herein, of course, lies much of the problem faced by
 

the productivity program. No one suggested to the Japanese that they
 

imitate American production and management methods (the Japanese are quite
 

unnecessarily sensitive about this), but they were encouraged to emulate
 

the flexibility and adaptability of American enterprise. Therefore, those
 

participants (28%) who expressed some dissatisfaction with the part they
 

played in planning their programs may well have represented a group who
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felt they knew what they were going to learn more clearly than the cech­

nicians of 	the mission or program planners of the JPC. The criticisms of
 

the programs made by participants usually fell in the category: "We wanted
 

to visit a 	particular plant and were taken to see something else." It may
 

be tnat further efforts on the part of the JPC and the Mission could have
 

reduced the 29 per cent figure to a lower one.
 

The participants were in general satisfied with the extent to which
 

they took part in planning their programs. The participants in industry,
 

the major group, had the lowest proportion who did not take part. The
 

education group had the greatest percentage of participants who said that
 

they wished they had had more say in how their programs were planned. (Tables
 

7 and 8.) 

Table 7
 

THE EXTENT 	 OF PARTICIPANTS' ROLE IN PLANNING THEIR PROGRAMS BY FIELD OF
 
ECONOMIC ACTIVITY AT THE TIME OF THE INTERVIEW
 

(in percentages)
 

Took Part
 
in Planning Total Total
 

Field of Economic Activity Per Cent (N)
 
Yes No
 

Industry, Commercial 
and Trade or Industrial 
Association Officers 80 20 	 100 (364)
 

Agriculture 64 36 100 (l12) 

Education 64 36 100 (42) 

Labor 69 31 100 (62) 

Other 76 24 100 (25) 
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Table 8 

SATISFACTION OF PARTICIPANTS WITH THE EXTENT OF THEIR PART
 
IN PLANNING THEIR PROGRAMS, BY FIELD OF ECONOMIC ACTIVITY
 

AT THE TIME OF THE INTERVIEW
 
(in percentages)
 

Would Have Liked
 
Field Satisfied More Say Total Total
 

in Planning PeV Cent (N)
 

Industry 79 21 100 (292) 

Agriculture 90 10 100 (72) 

Education 74 26 100 (27) 

Labor 86 14 100 (43) 

Others 84 16 100 (19) 

Total Who Took Part (453)
 
in Planning
 

The participants' answers to questions about the importance of
 

various factors influencing their selection for training can be summed
 

up as follows: They felt that the needs of the job, their personal
 

ability and their professional and educational qualifications were very
 

important, but that personal ability was of utmost importance in their
 

selection. It was not expected that most study tean members would re­

quire a knowledge of English. It was considered to have been an impor­

tant factor in their selection by only 24 per cent of the participants.
 

Table 9 shows that the participants who went on long programs generally
 

needed English in their training programs.
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Table 9 

REQUIREMENTS OF KNOWLEDGE OF ENGLISH BY PARTICIPANTS
 
WITF. DIFFERENT LENGTH PROGRAMS
 

(in percentages)
 

No English Knowledge 
Required of 

Length (Traveled With English 

of Program Interpreter) Required 
(N=502) (N=103) 

Less than 1 Month 2.6 2.9 

1 Month to Just 
Under 2 Months 83.8 26.2 

2 Months to Just 

Under 4 Months 13.0 20.4 

0.6 5 0 .5a
4 Months to 2 Years 


Total 100 100 

aOver 70 per cent of this group spent just under a year in training.
 

It is not valid to conclude from the above that the qualifications 

of hundreds of candidates were reviewed before any one participant was selec­

ted. The procedure was for the JPC to disciuss the sending of productivity 

study teams with the national manufacturing associations -- for example, 

in the fields of office managsement and cost accounting. Following 

this a suiggested list of names was assembled frow which the final 

candidates were screened. The priority given to a particular candi­

date reflected not only his own personal qualifications but the relative impor­

tance of his industry and the position which he occupied. The projected large 

number of stud;,: teams under the productivity program allowed the scheduling 
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months in advance of almost all the crucial management personnel in the
 

leading mterprises of Japan. Not the least of the considerations in
 

selection was the prestige of an individual, enabling him to convey to
 

a significant degree tne new knowledge and point of view he would bring
 

back with him.
 

Much of the success of the productivity program in Japan was
 

a result of the entensive preparation undertaken by the study team mem­

bers before they departed. A measure of this preparation is t~le re­

sponses they gave to questions about their satisfaction with the amount
 

of information they received on several aspects of their trip. The
 

preparation sessions were intended to be exhaustive. Admittedly tne re­

sponses were given retrospectively, so that the participants' responses 

can be taken to indicate not so much generalized oversights in the brief­

ing and orientation sessions as specific problems the participants en­

countered wnich may not nave been possible to anticipate. Tne partici­

pants most often said they had not received enougn information about 

where they would be going. The 28 per cent who made this statement were 

particularly concerned with knowing exactly tne plants or particular in­

stitutions they would visit before they departed. To be sure. this is
 

a legitimate and desirable consideration; unfortunately tneir trip
 

could not always be planned or foreseen in such detail. In about 10 per
 

cent of the cases important changes were made after the Errival of the
 

participants but most of the participants felt these changes were neces­

sary and had requested them.
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Some Japanese felt the general subject of customs and social
 

conditions was one which could have been given more attention in their
 

preparation, but over 90 per cent of the participants had no complaints
 

about their predeparture briefing sessions. 
One feature of the depar­

ture of the study teams which may have been as important as any other
 

was the conscientious holding of a ceremonial departure luncheon with
 

dignitaries from the American Embassy and the JPC as 
well as from Japanese
 

industry or govermnent ministry. The ceremonies to the officials and
 

hosts (in peak months, 5 or 6 a month) may have seemed routine and irk­

some, but to the participants about to depart on one of the most exciting
 

experiences of their lives, they gave fitting importance to the under­

taking.
 

Upon the arrival in the United States 72 per cent attended
 

orientation sessions lasting more than one day (Figure 2). 
 in point of 

fact, these were an integral part of the productivity study teams' 

schedulelconferences with their program manager and technical advisors. 

The sessions covered not only living and travel problems but the basic
 

orientation toward the philosophy of productivity. Only 8 per cent of
 

those who participated in these sessions felt that the time could
 

have been spent to better advantage on the rest of the program.
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Figure 2
 

ATTENDED ORIENTATION SESSION AND
 
OPINION OF USEFULNESS
 

Attended Sessions
 

and
 

Found Them Useful
 

64%
 

AtNten i
 

ientationesonso
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Chapter IV 

THE TRAINING PERIOD 

The majority of the Japanese participants were involved in
 

productivity study teams which were principally engaged in observaticn
 

tours lasting about 6 weeks. Table 10 shows the breakdown of all the
 

participants sampJed, showing type of program and length.
 

Table 10
 

TYPES OF PROGRAM OF THE PARTICIPANTS AND TIME SPENT 
(in percentages) 

.ration of Programs
 

Type
 
of
 

Program Less Than 1-2 2-4 4-6 Over No Total Total
 
1 Mo. Mos. Mos. Mos. 6 Mos. Answer Per Cent (N)
 

Observation 4 81 13 1 - 1 100 (574)
 
Tour
 

On-the-job 12 10 27 18 32 1 100 (40)
 
Training
 

University 51 14 11 8 14 2 100 (91)
 
Attendance
 

Since some of the participants had a variety of types of programs, e.g.
 

some university attendance plus some on-the-job training, or other com­

binations, the total number of participants shown in Table 10 adds to
 

more than 605 cases.
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As shown in Table 11, industry participants, the largest single
 

group, went on observation tours almost exclusively.
 

Table 11
 

TYPES OF PROG AMS OF PARTICIPANTS IN INDUSTRY
 

Industry All

Types Participants Others
 

of 
Programs
 

Number Per Cent 
 Number Per Cent 

Observation, OJT 4 1.1 10 

and University
 

Observation 
 1 0.3 9 3.7
 
and OJT
 

Observation and 
 11 
 3.0 55 22.8
 
University
 

Observation Only 338 92.8 
 146 60.6 

OJT and University 1 0.3 3 1.2 

OJT Only 4 1.1 8 3.3 

University Only 2 .6 5 2.1
 

Not Classifiable 
 3 .8 5 2.1
 

Total 364 100 241 


Ninety-one participants spent some time at an American uni­

versity as part of their programs, only one, however, as a regular
 

student. Sixty-nine per cent of them spent less than one month at a
 

4.2 

100 



university. 
The sessions during which study teams visited universities
 

were predominately devoted to specially organized seminars pertinent to
 

the interests of the group. 
The very high degree of specialization of
 

the Japan study teams undoubtedly contributed to the team members' sense
 

of accomplishment and satisfaction.
 

The participants' reactions to their programs were remarkably
 

uniform. 
During what was a strenous six weeks of visits to factories,
 

offices, schools, homes, etc., dependent on interpreters, the study
 

team members were exposed to a very concentrated program of cross
 

cultural contact. Seventeen per cent said the programs required them to
 

do and see too many things and 27.6 per cent said there was too little
 

time for their personal interests. However, those who said they felt
 

pressed by the pace of their programs were equally divided between
 

"Very Satisfied" and "Moderately Satisfied." The participants who said
 

they wanted more to do and see tended rather to be "Moderately
 

Satisfied" as shown in Table 12.
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Table 12 

SATISFACTION WITH THE PROGRAM AND THE OPINION OF 
PARTICIPANTS ABOUT THE NUMBER OF THINGS TO DO AND SEE 

(in percentages)
 

Opinion of 
Number of 
Things to 

Satisfaction with Program 
(N) 

Do and See Very Moderately All 
Satisfied Satisfied Other 

Wanted More 36 57 7 (123) 

Too Much 47 48 5 (103) 

All Right As It Was 53 46 1 (376) 

(605) 

The study team members' satisfaction with the organization of
 

their programs is complimented by the finding that those participants
 

who found the level of their programs "Too Simple" tended to be
 

"Moderately Satisfied " while the participants who felt the level to be
 

"All Right As It Was" tended to be "Very Satisfied" with their programs
 

(Table 13).
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Table 13 

SATISFACTION WITH THE PROGRAM AND THE OPINION OF 
PARTICIPANTS ABOUT THE LEVEL OF THE PROGRAMS 

(in percentages)
 

Satisfaction with Program
 

Opinion (N) 
of 

Level Very Moderately All 
Satisfied Satisfied Other 

Too Simple 24 64 12 (118) 

All Right As It Was 54 44 2 (473) 

Other 50 43 7 (14) 

(605)
 

Altogether the participants' s.nswers to questions about pace
 

and level of their programs can be interpreted as indicating that rais­

ing the level and intensity would have increased the satisfaction of the
 

participants. 
This may also indicate a lack of coordination between the
 

Mission or JPC personnel responsible for briefing the participants and
 

the project managers in Washington with the result that the participants
 

were led to expect more substantive return from their training than
 

they received. The participants who criticized both the level and the
 

pace of their program, however, constituted only 7 per cent of the entire
 

group.
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The relatively low amount of criticism the programs received
 

is an indication of the overall enthusiasm of the participants (possibly
 

also of the politeness of the Japanese character), but the unequivocal
 

statement by 77 per cent who said that their training program was "One
 

of the Most Important Things They Ever Did" is an accolade indeed.
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Chapter V
 

IMPACT OF TRAINING
 

A number of indices have been developed which incorporate
 

answers to several questions in a single ordinal measure. 
These in­

dices include: satisfaction with the training progrrn, satisfaction
 

with the social aspects of the program, utilization (use of training
 

and conveying to others the skills and knowledge acquired during
 

training), and over-all satisfaction. In the following section of
 

the report, cross tabulations will be used to show the significance
 

of certain factors in the experience or attitudes of the participants
 

for ultimate utilization of training and for satisfaction with the
 

training program.
 

Figure 3 shows the distribution of the participants in the
 

cntegories of the Utilization Index, the groupings used in the report.
 

HIGH 
 MEDIUM 
 LOW
 

65.3%
 

23.5% 

11.2%
 

Figure 3, INDEX OF UTILI7M'IION Or TRAINING
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The three categories used are to a certain extent arbitrary, with the
 

two extremes of the scale being reasonably unequivocal in meaning. The
 

participants who said they were able to use and communicate to others
 

"quite a bit" or "almost everything; everything" of their new skills 

and knowledge were put in the HIGH category. Those who were not able 

to use or communicate more than "some" of what they had learned were
 

scored in the LOW category. All the other combination of responses
 

were classified as MEDIUM. (The precoded scale allowed for the follow­

ing possible answers for both amount of use of srills and degree of
 

communication of the skills to others: "none " "- ctically none,"
 

"only a little." "some," "quite bit,"a and "almost everything; 

everything.")
 

The distribution of utilization scores in the different fields
 

of economic activity shows the participants in "Education," predominantly
 

the University professors, to be the highest utilizers. This is to some
 

extent to be expected since they are professionally involved in either
 

using or communicating new k-nowledge or methods principally in the two
 

fields of agriculture and industrial and business management. The partici­

pants in "Labor" were weaker in utilization; "Industry" and "Agriculture" 

participants fell close together with a moderately high percentage of 

high utilizers. 



Table 14 

UTILIZATION SCORES OF PARTICIPANTS IN DIFFERENT FIELDS
 
OF ECONOMIC ACTIVITY AT THE TIME OF THE INTERVIEW
 

(in percentages)
 

Utilization Scores
 
Economic (N)
 
Activity
 

high Medium Low
 

Educationa 86 9 5 (42)
 

Agriculture 68 22 10 (112)
 

Industry and Commerce 65 23 12 (364)
 

Labor 53 34 13 (62) 

Other 60 28 12 (25) 

All participants 65.3 23.5 11.2 (605) 

aParticipants in "Education" include 37 who were University
 
professors either in agriculture (trained usually at the University of
 
Massachusetts, at Amherst, for the staff of Hokkaido University) or in
 
business management (trained either at the University of Michigan, Ann
 
Arbor, or at Harvard for the staffs of Waseda University or Keio University).
 
Thirty-three of the 37, or 89%. had High utilization index scores.
 

The proportion of high utilization scores is surprising for two
 

reasons. The abstract and general nature of the idea of productivity made
 

it difficult for the Japanese to grasp since they were disposed to look
 

for specific directly applicable techniques. Furthermore American indus­

trial management had evolved a highly complex interconnected system of
 

principles which were not susceptible to piecemeal transposition to a new
 

context.
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There were furthermore various inherent handicaps which the 

Japanese recognized themselves. Their language, in written form, almost 

precludes the application of many modern American office procedures. 

The traditional wage-salary system interfered with the advancement of 

personnel on the basis of ability (i.e., productivity). The inherent 

conservatism of Japanese social relations tends to foster the gradual 

adoption of different patterns of work organization rather than radical 

innovation. however, the very processes of predeparture preparation and 

post-training recapitulation seminars enabled the participants to develop 

a consensus about their interpretation of the idea of productivity and to 

project chanCes applicable to the Japanese context. 

A variety of specific practices were reported to have been in­

troduced by the Indusory participints with considerable success: market 

analysis and market-oriented production, cost accouting, flow of work 

in office organization, line and staff structures of authority and responsi­

bility, mechanized !aterial handling, indus trial ,-ngineering, comptroller 

functional separation, statistical u'!lit'y control inspections, and 

executive training prograisi. Training for the Ariculture participants 

stressed specific u1ethous of increazing livestock production, raising 

fora e crops and conjrvational fores-3try practices. 

The participants in the field of Labor had som:ewhat special 

problems in using their training in .er::s of the productivity program. 

They were able to use and c-onvey to othr: less on the 

average than men in other areas of economic activities, a fact that can 
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be attributed to a number of factors. The public support of labor leaders 

was considered essential to the success of the pro.itivity program and
 

they were included in the study teams less for what they could learn
 

specifically about increasing productivity but mainly to learn how in­

creased productivity would affect workers and benefit the 'ountry. The 

conservatism of the labor leaders in Japan and much of th.ir resistance 

to changing production methods stemited from a belief that the labor sur­

plus was permanent and ihat the traditional NENKO-JORETSU wage salary
 
i
 

system gave labor its greatest security.
 

The Labor participants were not, however, completely immune to 

the training taiey received and muny spoke of plans to introduce new iders 

in their work; but 40 percent of them said that the things they had 

learned in America were too different to be applicable in Japan. 

The relation of the utilization scores of the participants to
 

other factors shows that participants wno were most satisfied with their 

predepartture briefing were more likely to have higher utilization scores. 

Table 16 can be interpreted as showing that those who got most out of
 

their briefing were better able to digest and subsequently use what they
 

were exposed to during training.
 

The utilization of training by the participants shows a gradual
 

increase with the time elapsed since their training experience. The pro­

portion of participants in different fields of activity from year to year
 

iSee Appendix C for a brief description of Japanese labor traditions.
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was relatively constant so we can conclude that in applying their train­

ing it simply took time to exploit fulLywhat the participants had learned. 

It is important, however, to remember that the participants in the first 

year of the program tended to be selected from key positions and perhaps
 

enjoyed. thc support and encouragement needed to implement their training 

more fully. Table 15 shows the effects of these factors on utilization.
 

Table 15 

UTILIZATION SCORES OF PARTICIPANTS BY THE TIME 
THAT HAS ELAPSED SINCE THEIR RETURN FROM TRAINING 

(in percentages) 

Time Back UTILIZATION 
(N) 

High Mediull Low 

1 to 2 years 60 31 9 (137) 

2 to 3 years 61 28 12 (201) 

3 to 4 years 72 15 13 (134) 

4 to 5 years 70 23 8 (88) 

5 years and over 77 9 14 ( 45) 

(605) 



-51-

Table 16 

UTILIZATION SCORES OF PARTICIPANTS BY SATISFACTION 
1ITH THEIR BRIEFING PRIOR 20 DEPARTURE 

(in percentages)
 

Utilization Scores
 
Satisfaction (N)
 
with Briefinga
 

High Medium Low
 

High 67 22 11 (510) 

Low 57 35 13 (95) 

(6o5)
 

aarticipants were asked a series of '.iuc--s ions about whether 

they felt they had received enoug h information about five aspects of 
their progr-:i and five aspects of life in the country of training.
 
"High" satisfaction '.las the category assigned to participants who 
expressed no more than c,.o reservations about their briefing, one on 
the subject of progr2;. and one on thr szun,ict of country of training. 

The pLtieirant: who were w.ll satisfied with their briefing 

prior to d.prartum-e also t-nded to be the ones ,ith high over-all satis­

faction win the ir progcrj; in other ords they had a more positive 

orientati. earL.in hcir pPora. p-renthe:tically, whih the differences 

on this ::aasuar. ar, not very g 'Ltbe.t,4en the Pariticipants in different 

ields , conoO;5ic ctivi , it can b( In)te dat those in Industry and 

Cormerce a.re more enthusias ic (and those in Labor and Trade Unions 

less enthusiastic) in expressing their satisfaction with their progrmns 

(Table 17). 
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Table 17 

PARTICIPANTS' SATISFACTION WITH THEIR PROGRAMS
 
BY FIELD OF ECONOMIC ACTIVITY 

(in percentages)
 

Satisfaction 
Economic Activity (N) 

Very Moderately Not Too 
Satisfactory Satisfactory Satisfactory 

Industry and
 

Commerce 51 
 44 5 (364)
 

Agriculture 46-
 51 3 (112) 

Education 40 60 ­ (42)
 

Labor 31 
 66 3 (62)
 

Other 
 60 36 	 4 (25)
 

There is 	a constellation of factors associated with high utili­

zation and related also to the original intention of the productivity
 

progran: to send experienced upper management men on the productivity
 

study tewm. As a consequence, we would expect them to be men in their
 

forties and fifties. At this level they would have had 10 or more years
 

of experience in their specialties, and would be better able to introduce
 

innovations in their businesses because of their high rank. seniority and
 

authority. 
The longer they had been back from their training progrem the
 

more they 	would be able to use and convey to others what they had learned. 

Taking the participants as a whole, the large number of Industry 

participants with high occupational level and high utilization scores
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dominates the picture. A breakdown into subgroups by field of economic
 

activity and occupational level within the training fields shows that
 

participants in the field of Labor consistently had the lowest percentage
 

of high utilizers regardless of occupational level.
 

Comparisons of subgroups of participants in the training pro. 

grams of other countrics with more heterogeneous backgrounds and types 

of program have permitted one to assess, on the basis of their utiliza­

tion scores, the relative effectiveness or importance of certain factors 

in the participants' experiences. In the productivity program as imple­

mented in Japan, however, the majority of the participants came from 

similar background, underwent :imilar predeparture preparation, received 

similar training exposure during observation tours in the United States, 

and returned to their previously-held jobs in Japan. 

In the face of this homogeneity of the participants from Japan
 

other data based on the general measure of utilization will be presented
 

in the following section.
 

It is appropriate to consider whether the selection precedures 

had affected the ultimate utilization by the participants. Obviously 

some individuals were selected who may not have been expected to "utilize" 

their training themselves at a high level, but were sent on training pro­

grams because of the special nature of their position. Individual cases 

like this cannot be identified from the data; however, they are knowm 

to have existed. 
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The utilization by Japanese participants varies somewhat,
 

according to different items or variables. The list below summarizes
 

the groups with the highest utilization:
 

SUBGROUPS OF PARTICIPANTS WHO HAD THE HIGHEST PERCENTAGE
 
OF HIGH UTILIZATION
 

(Tables in Appendix D) 

--- Engineers and professional men as compared to other
 
occupational groups.
 

--- Men between 40 and 49 years of age compared to older 
or younger participants.
 

--- University graduates with BA degrees 
as compared to
 
non-university trained men or those with higher 
graduate degrees.
 

--- Participants whose programs lasted longer than two 
months coin.pared to those with shorter programs. 

--- Men on jobs with co-workers who had also been trained 
abroad compared to those with no co-workers trained 
abroad.
 

--- Participanits who had contact with an American technician 
compared to those who had no contact.
 

The role of the supervisor in helping the participant use his 

training may well be a crucial factor in view of the strong authoritarian
 

orientation in Japanese life. The participants were asked to judge their
 

supervisor in terms of helpfulness on a four point scale from "very help­

ful" to "not helpful." In Table 18 we have collapsed the last two cate­

gories (neutral and not helpful) because of the very small ntunber (7 par­

ticipants) who said their supervisors were "not helpful."
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Table 18
 

THE EFFECT OF SUPERVISOR HELPFULNESS ON
 
UTILIzITION OF PARTICIPANTS
 

(in percentages)
 

Helpfulness of Utilization 
Supervisor in (N) 

Utilizing Training 
High Medium Low 

Very helpful 75 21 4 (248)
 

Somewhat helpful 57 29 14 (100)
 

Not helpful or
 
Neutral 37 39 24 (70)
 

(No Surervisor) 70 19 11 (178)
 

(596)
 

*Excludes nine cases who were not ascertained.
 

Where the supervisor was adjudged helpful, participants had
 

higher levels of utilization. Participants with no supervisor (in other
 

words, worked independently) were able to use their training to alnost
 

as great an extent. It is interesting to note that in all the lields of 

economic activity, the Laboo- paricipants had the highest proportion 

(4 out of 9) who said they had no supervisor. (Table 19) 
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Table 19
 

THE FIELDS OF ECONOMIC ACTIVITY OF PARTICIPANTS
 
WHO HAD NO SUPERVISOR
 

Participants having no supervisor

Field of Economic 
 Total
 
Activity Per Cent (N)
 

Industry and Commerce 
 31 (357)
 

Agriculture 
 17 (112)
 

Education 
 31 (41)
 

Labor 
 44 (62)
 

Other 
 28 (24)
 

All Participants 30 (596 )a
 

aExcludes 9 cases not ascertained
 

The participants in different fields of economic activity
 

found their suppr~risors to be quite different in help­

fulness. Participants in commerce and industry found their supervisors
 

most helpful; those in labor found them the lkast helpful. (Table 20)
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Table 20 

THE HELPFULNESS OF SUPERVISORS TO PARTICIPANTS
 
IN DIFFERENT FIELDS OF ECONOMIC ACTIVITY
 

(in percentages)
 

Supervisor Helpfulness
 
Field of Economic 
Activity Very Somewhat Neutral, Total 

Helpful Helpful No Help (N) 

Industry and Commerce 64 24 12 (245)
 

Agriculture 56 27 17 (93)
 

Education 50 22 28 (28)
 

Labor 43 23 34 (35)
 

Other 59 18 23 (17)
 

a
(418)


aExcludes 178 participants who had no supervisor and 9 cases
 

where helpfulness of the supervisor was not ascertained.
 

As the age of the participants increases two effects are
 

apparent. The older participants were less likely to have a supervisor
 

and the younger participants were more likely to find their supervisor
 

only somewhat helpful or neutral. (Table 21)
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Table 21 

THE AGE OF PARTICIPANTS BY THE HELPFULNESS OF 
SUPERVISORS N THE UTILIZATION OF TRAINING 

(in percentages)
 

Helpfulness of Supervisors

Age of No Total 
Participants Very Somewhat Helpful, Supervisor (N) 

Helpful Neutral or No Help 

Under 39 Years 39 43 19 (121) 

40 to 49 Years 46 29 25 (233) 

Over 50 Years 38 15 47 (211) 

(6o) 

The effects of this age difference are probably operative in
 

The following table which shows that a larger percentage of the partici­

pants at the policy-making occupational level had no supervisors, and if
 

they did have a supervisor he was 
"very helpful" to the participants.
 

Table 22 reflects the importance attached to the productivity program by
 

the highest management level of Japan.
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Table 22 

COMPARISON OF 
PARTICIPANTS WITH SUPERVISORS WHO WERE "VERY HELPFUL" 

WITH PARTICIPANTS WHO HAD NO SUPERVISORS, 
BY OCCUPATIONAL LEVEL AT DEPARTURE 

Participants With All Participants
 
Supervisors
 

Occupational
 
Level Very Helpful Total With No Supervisor Total
 

Per Cent (N) Per Cent (N)
 

Policy Makers, 73 (156) 46 (289)
 
Executives and
 
Administrators
 

Subordinate 51 (207) 12 (235)
 
Management
 

Engineers and 50 (46) 26 (62)
 
Professional.
 

Others 39 (18) 5 (19)
 

(427) (605)
 

It is worth noting that participants whose programs required a
 

knowledge of English did not differ in ultimate utilization as compared
 

to the study team members who traveled with interpreters. Another
 

negative finding is that supervisors with foreign training did not seem
 

to be more instrumental in helping the participants use their training
 

than supervisors without foreign training.
 

In the last analysis the judgment of the participants as to
 

the importance of the training program for their jobs or, in the overall
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sense, for their careers is a valid measure of the technical assistance
 

program. Seventy-seven per cent of all the participants said their
 

program was "one of the most important things they ever did," with those
 

in the fields of industry and agriculture being more favorable than
 

participants in other major economic areas.
 

Table 23
 

THE IMPORTANCE OF THE TRAINING EXPERIENCE TO 
PARTICIPANTS IN DIFFERENT FIELDS OF ECONOMIC ACTIVITY 

(in percentages)
 

"One of t'le most 
Economic Activity important things "Of less Total 

I ever did" importance" (N) 

Industry and Commerce 78 22 (364)
 

Agriculture 
 79 21 (112)
 

Education 
 69 31 (42)
 

Labor 
 71 29 (62)
 

Other 
 84 16 (25)
 

(605) 



Appendix A
 

I - BACKGROUND OF THE PRODUCTIVITY PROGRAM 

During the occupation period (1945-52) about two billion dol­

lars had been employed in the form of grants of food, raw materials,
 

equipmnent and the retraining of Japanese technicians to help reestablish
 

Japan's ability to support herself. The austerity programs and the
 

heavy taxation imposed by the Japanese government enabled it to invest
 

on an even greater scale in the rehabilitation of Japan's economy. The
 

recovery of her economic activity to prewar standards was achieved and
 

further American aid was suspended. Unlike the underdeveloped countries 

in the rest of the world, Japan possessed a literate trained population,
 

an indigenous industrial base and an abundance of competant and experi­

enced scientists, engineers, and administrators to carry on the expansion
 

of their industry without outside help. The recovery was spectacular 

and assisted by a seri(-s of fortuitous circumstances. The Korean War 

brought the oxpenditiLres of the United Nations forces. Exports devel­

oped and several years of good harvests contributed to the general level 

of' economic w]I-being. 

Essfential, however, to the Japanese economy was the import of 

about 20 percent of her food and 80 percent of her raw materials and 

fuel. To maintain at least a balance of exports over imports was not 

enough to keep pace with the growing population and a rising standard 

of living. By l)53 the weakness in the situation was becoming apparent.
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Japan was faced with a serious deterioration of her international credit
 

position. The cessation of hostilities in Korea curtailed the hard cur­

rency expenditures of the United Nations forces based in Japan and a 

recession in world trade coupled with a poor rice harvest combined with 

a consumption boom to create a larle imbalance of imports over exports. 

A limit of 100 million dollars was imposed on Japanese borrowing by the 

International Mone~ary Fund. 

Japan's position in world trade was particularly serious. She had 

depended for her export mar-ets on relaulvoly marginal demands for cheap 

goods. These :o'rktets however, with the then current reesion, tended 

to weaken, laving Japan with a vanising proportion of the diminishing 

general trade. Oir growing population and increased demandi for raw 

materials node her financial situation critical. 

The problems facing the United States in the Far East were 

equally serious if somewhat less immdiate. The uneasy truce in Korea 

required st-anding forces there. The inc'easing strengrth of thc cormu­

nist, in China was a tureat to Taiwan und South East Asia. Japan would 

be de endent on U. S. resoureKs should her economy falter leaving her 

vulnerable to political unrest and comun ist agitation and decreasing 

her value a, a base of def :n:e in the wes tern Pacific. 

s , efore, considerable that 

government wAtched th: deterioration o tA, Japanese financial position. 

It =3 uh, with concorn the American 

In an effort to rt&iPv control ovr the situation and improve their 

credit standing the Japanese Ministry of Finance undertook to adopt 
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strict financial measures which they successfully applied and achieved
 

a spectacular reduction in the weekly wholesale price index of 10 per
 

cent in a period of six months from August 1953 to February 1954.
 

The Japanese people were accutntomed to privations during the
 

war and austerity during the occupation but had by 1953 begun to enjoy 

some measure of increased constmiption. Their vitality and enthusiasm
 

had also retu-ned after the shock of defeat. So the prospect of indefi­

nite severe controls over financial activity and the acceptance of an
 

adequate bt somewhat ascetic consumption pattern enforced by a 

precarious balance of trade was not attractive. During the previous 

summer, Mr. Robert Murphy (then Deputy Under-Secretary of State) had 

suggested to a nimber of a Japanese Finance Ministry delegation in Wash­

ington, Dr. Gengo Suzuk 1 , that fundamental changes were needed in Japa­

nese management's view of their job. In a word, only productivity 

could solve Japan's problems in the long run. Dr. Suzuki's background 

as a ±abor rconosri:sL included an appreciation of the importance attached 

to productivity by industrial economists and Mr. Murphy's suggestion was 

a seed that imsvdiately took root. Dr. Suzuki saw clearly what a drive 

to increase productivity could do to tranfom Japan's economy. He also 

was keenly aware of the problems to be overcom,'.. The word itself in 

Japar-se "SEIjJ',3EI" had been used by the comcrunists: to refer to ex­

ploitation or "so-eatshop" conditions in industry. Even liberal and 

%Tow Executive Director of the International- Monetary Fund. 
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labor circles viewed efforts to change work methods with disfavor. But
 

this was less a doctrinaire idealogical position than a recognition that
 

the majority of Japanese workers were employed at low wages for long
 

hours in labor-intensive wAk. The labor supply was 
felt to be nearly
 

inexhaustible and the traditions of permanent employment were 
deeply im­

bedded in Japanese life.
 

The obsolescence of management in Japan was an almost unthink­

able concept, but indirectly this is exactly what was implied in the
 

proposal to give training in productivity to Japanese top industrial
 

management. Whereas Japanese supervisory level workers and middle man­

agement had benefited from a series of training courses introduced by
 

GHO of the occupying authorities, top management had been faced with
 

several serious haidicaps. Foremost among 
 these was the disorientation
 

of the national economy as a result of the 
official aismembelnient of the 

ZAIBATSU, the great family-owned financial interests. These had pro­

vided a stability and continuity to the economy -aid were snbolic of 

the conservatism of top management philosopy. had,There fu-thermore, 

been little incentive during 3O's andthe later 0 the war years for busi­

ness initiative or competition in an economy almost exclusively devoted 

to war production and directly subject to the plans of the military 

leaders.
 

Another handicap that Japanese industry faced was the tradi­

tional process of recruitment and training of managerial personnel. 

Graduates in thn fields of liberal art;: Nnd engineering of the universi­

ties were hired on a highly competitive basis and devoted the rest of 
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their lives to one particular company. There were almost no courses in
 

advanced business management, and training for top executives was through
 

on-the-job guidance rather than a formal management development program.
 

Without the injection of new ideas and techniques, the apprenticeship
 

system of the management status structure based almost exclusively on
 

seniority tended to become moribund. While some progzihs for executive
 

development existed in many of the larger companies the majority of small
 

highly competitive and aLmost marginal companies -ould afford little dn
 

the way of a progra for improving their management competence. 

As a consequence the economic recovery of Japan up to this
 

point could only be a hojt for the restoration of Japanese industrial
 

production to something like a prewar level -- the normal pace of change
 

in technology, of production, of personnl promotion, of investment.
 

In ordujr to carry hi suggestion further, Mr. Murphy arranged 

for a meeting of i:embers of the Japanese Finance inistry delegation to 

the International Monetai-y Fund including also the Japanese Ambassador 

and some representatives of American industry. This meeting led to a
 

more formal ste;;: :.,r. Harold Stassen., the new Director of the United 

States Foreign Aid progral ,visited Japan and proposed to the Japanese 

that the U. S. undertake a pro:, rr, of technical assistance. Clarence 

Meyer, the head if the Marshall Plan nissiun to Austria and a man with 

extensive busines. experince in the Far En,;, : as sent to To]yo during 

the early fall of .954• to elaborate thq details and to n.gotiate the 

agree.ent. le subse [uently was assigned to Tokyo as Mission Director. 
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The idea of "productivity" as an innovation was received with 

mixed reactions but impetus was given in various ways. The New York 

representative of the Nippon Keisai (the Japanese counterpart of the 

Wall Street Journal and the Journal of Coimmerce), Mr. Tokiyana, had 

filed a story about the discussions initiated by Mr. Murphy in the sum­

mer of 195S and the whole first page of the paper was devoted to an 

exposition of the meaning and implications of "productivity." There 

had developed sufficient interest among Japanese leaders so that in De­

cember 1053 four leading buainess organizations undertook to sponsor 

the productivity movement, The Jap'n Managneent Association, the Japan 

Chamber of Commerce, t07 Japan Federation of Management Associations 

and the Japan Federation of Economic Associations. The President of 

the latter, Mr. Toi7o Ishizaka, eventually became chairman of the Japan 

Productivity Center. By March 1954, the Co!mnission for Higher Produc­

tivity was established. It was reorganized as the Japan Productivity 

Council in Juc. In the Fall of ]J.)5) the dominant political party, the 

Liberal Democratic Party, adopted "productivity" as a plank in its plat­

form and the Jupanese Cabinet decided to support the Japan Productivity 

Center (JPC) from the regular governmnt budget and to conclude a techni­

cal assistance agreemenL with th, United States. 

The sped of thse devrlocnents is an indient:ion of the serious­

ness of thL problem of Japan'. e(cone:,:v and the qupport given to the pro­

ductivity program by the highest levels of Japanese leadership. 
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The JPC has continued operations under Japanese Government
 

sponsorship since 1962 and by 1965 had sent a total of over 6000 Japa­

nese nationals abroad on a wide variety of programs, all related to the
 

central problem of increasing Japanese productivity in every branch of
 

their economy. The JPC has also participated in a productivity program
 

with other South East, Asian countries, thereby spreading the value of
 

the progran and increasing the capacity of Japan's customers to absorb
 

her increased production.
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II 	- DESCRIPTION OF THE TECHNICAL COOPERATION PROGRAM IN JAPAN*
 

A. 	Organizations Involved in the Japanese Productivity Program
 

1. 	Japan Productivity Center (JPC)
 

The Japan Productivity Center was established about two months
 

after the United States Operations Mission to Japan was opened in
 

January 1955. The Japanese Productivity Center was designated by
 

the 	Japanese Government to serve as the counterpart agency for the
 

USOM under a bilateral agreement dated April 7, 1955, and signed by
 

the American Ambassador and the Japanese Foreign Minister. The JPC,
 

in cooperation w*ith USOM, coordinated all aspects of the productivity
 

program. However, the immediate functions of its staff were in the
 

fields of industrial production, business management and finance,
 

labor and labor-management relations and land transportation. The
 

administrative costs and operational expenses of the Japan Produc­

tivity Center were supported partially by grants from the Japanese
 

Government budget and partially by contributions from private indus­

tries, as well as JPC's own income from contractual services.
 

2. 	The Agricultural Productivity Conference (APC)
 

Shortly after JPC was established, the Agricultural Productivity
 

Conference (officially called Agriculture, Forestry and Fishery
 

Higher Productivity Conference) was organized as a semi-autonomous
 

but subordinate element of the Japan Productivity Center. The
 

Agency was designated by the Japanese Government to cooperate with
 
*Prepared by Mrs. Emiko Ohga, member of the USOM staff from its
 
inception to its termination.
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theUSOM on agricultural activities. The president of this agency
 

has been a former Vice-Minister of Agriculture, Mr. Shiro Tohata,
 

since its inception, and it worked in close liaison with the Min­

istry of Agriculture and the Japan Productivity Center even after
 

the ICA program in Japan was terminated. The agency emphasized
 

particularly the development of upland agriculture and livestock
 

production. The operational expenses of the program carried on
 

by the agency were financed partially by the Government of Japan's
 

regular budget through the Japan Productivity Center. The agency's
 

administrative expenses were covered by private contributions from
 

the agricultural organizations from which participants were drawn
 

for the program. After the ICA progran was terminated, APC made
 

a new agreement with the U. S. Department of Agriculture for four
 

agricultural teams to visit the United States for the study and
 

observation of various aspects of agricultural problems every year.
 

and the Japan Productivity Center currently provides interpreter
 

service for the teams.
 

3. The Japan Civil Aviation Bureau (JCAB)
 

In 1957, the Japanese Government designated the Japan Civil
 

Aviation Bureau in the Ministry of Transportation (JCAB) to coordi­

nate activities with the JPC and the USOM in the field of civil
 

aviation management. The USOM provided the necessary training to
 

enable Japan to take over its own civil aviation facilities and
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responsibilities, and to fulfill modern civil aviation standards.
 

4. Waseda University
 

University affiliations were also established by the Japan
 

Productivity Center. Waseda University (37,000 students) affili­

ated with the University of Michigan in 1955 in order to train
 

Waseda faculty members at Michigan and for Michigan professors to 

participate at Waseda in the fields of industrial management and 

engineering. Although the ICA funding for this contract was com­

pleted in June 1959, both univ ,rsities are continuing the pro­

fessionaj t,-:hange progrmais. As a result Waseda University has 

established ,rn Institute fot- Research in Productivity, knoi-m as IRP, 

to develop niethods of indstriai Drodctivity and to provide technical 

services to Japanese industry. IRP provides a technical library,
 

conference rooms, LGP-30 computor and staff consultants. 

5. Keio Gijuku University 

Keio University developed liaison under ICA financing arrange­

ments with Harvard University in the fields of management-training
 

and business udministration between 1957 and 1960. This program
 

led to the -stabliszmknt of an undergraduate school of businets 

administration in 1962 and dltimtati-ly a grarluate school of busi­

ness at Keio University. Harvard faculty members were sent to 

Keio early in 1960 to assist the Keio faculty already trained at
 

Harvard in organizing a Graduate School of >Pusiness Adninistration 

in Keio along the lines of the Harvard Graduate School of Business
 

Administration. 
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6. Hokkaido Universit:y and Ministry of Education
 

In the field of upland agriculture and livestock and food 

technology, Hokkaido University (7,000 students) was affiliated 

with the University of Massachusetts at Amherst, Massachusetts, 

in November 1957. Although ICA funding for the projecF was ter­

minated in 1959, the ex :hange of faculty members continued until 

August 31, 1961. Since Hokkaido University is one of the Japanese
 

National Universities, the Ministry of Education became the official
 

channel for the project between JPC and Hokkaido University. The
 

Ministry of Agriculture and the Hokkaido Prefectural Go.'ernment 

cooperated with agricultural producers and processors, and worked
 

together with Hokkaido University and the Ministry of Education.
 

Progress was made in utilization of the experimental station fa­

cilities of the above mentioned governmental agencies, and IIokkaido
 

University gave technical background training for agricultural ex­

tension personnel of the Iokkaido Prefectural Government. Private
 

agri,.ultural industry participated in the Ilokkaido-Massachuset.ts 

program, and utilized the facilities of the University or gave fi­

nancial assistance, to make high-level research personnel available
 

to the University as lecturers.
 

7. Japan Atomic Energy Research Institute and Atomic Energy Dureau 

In the field of Atomic Energy the above agencies assisted the 

Japan Productivity Center in selectinr, Japanese participanVls to be 

sent to the United States to study the admninistraton of 'he -. S. 

atomic energy programs or to study al, the National School of Nuclear 
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Science and Energy, Argonne National Laboratory.
 

In dealing with all of the Japanese agencies, the universities
 

or ministries, USOM made it very clear that its role in the produc­

tivity program was of a supporting nature and that the Japanese
 

themselves must have primary responsibility both with respect to
 

the financing and execution of the program. Japan manifested an
 

increasing capacity to handle and finance the programn, and in
 

view of Japan's greatly improved economic position, the bilateral
 

technical cooperation program was terminated on June 30, 1961.
 

1. Technical Cooperation Program Operations in Japan
 

1. How the Programs were Implemented
 

a. 
Each year the top officials of the Governm-nt of Japan
 

the Japan Productivity Center, and the USOM to Japan drafted
 

a proposal for the following U. S. Fiscal Year's overall
 

technical cooperation program in Japan.
 

b. According to the draft, the USOM Program Office prepared
 

"The Operational Program Approval Request" and submitted it
 

to ICA in Washington.
 

c. At the same time, according to the program submission, the
 

USOM program officers held a session with the USOM field offi­

cers and JPC as well as its related agencies to discuss the
 

feasible allocation of the ICA funds and the program for the
 

coming year.
 

d. JPC and its related agencies drafted their program pro­

posal in detail as to numbers of teams, participants, or long
 



term participants to be sent for training, or type of
 

arrangements they needed. Each team project was proposed
 

by the agencies to help overcome deficiencies in produc­

tivity in a specific problem area of importance to the
 

Japanese economy.
 

e. The program proposals of the agencies were reviewed
 

by each USOM field officer in conjunction with JPC to de­

termine its importance and practicability.
 

f. After the review and approval of the program by the
 

USOM, Japanese agencies participated in selecting partici­

pants.
 

2. Overseas Study Teams 

One of the major elements of the technical cooperation program
 

in Japan was the sending of Japanese people to the United States
 

for short term periods of observation study as a team. The total 
of 411 teams were sent to the United States during the program1 in 

Japan in the field3 of: Agriculturu (52 teams), Industry (239),
 

Labor (74), others (46). The teams were usually composed of
 

from 6 to 12 participants, who visited the United States for a
 

period of 5 to 6 weeks. 

a. The Selection of Terun Participants 

Indus t 7r: 

The Japan Productivity Center took initiative in select­

ing participants for the tea,is in the field of industry. 
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After the nature and objectives of the team war decided,
 

JPC requested business associations, corporations or fed­

erations to recommend appropriate persons to be sent to
 

the United States as team participants. Usually a team
 

leader was the first one to be nominated, and the selected
 

team leader candidate would cooperate with the organiza­

tions in selecting teemn members. If the nature of the
 

team represented a geographic area an& its productivity
 

movement, the Japan Productivity Regional Centers were
 

requested by JPC to nominate the team leader and there­

upon team members. In some cases, JPC asked leading
 

Japanese Universities or the Japanese Government for
 

their consultation in member selection. The final selec­

tion of the participants was made by JPC Executive Com­

mittee, and the final list of the participants for each
 

team was submitted to the USOM field officers.
 

Agriculture:
 

The Agriculture Productivity Conference, and the
 

Ministry of Agriculture were the principle organizations
 

active in selecting the tean leaders as well as team mem­

bers in the field of Agrieulture Productivity Teams
 

Civil Aviation:
 

Japan Civil Aviation Bureau, Ministry of Transportation,
 

had full responsibility in selecting study team participants 



-75­

as well as long term participants.
 

Labor Program:
 

Labor Program Division of the Japan Productivity Center
 

asked federations of labor unions or nationally known labor
 

organizations to nominate labor union members for the labor 

productiv~ty teams as well as for industry productivity teams
 

which included management and labor people. Participants from
 

labor unions were not selected on the basis of individual
 

aptitude but were selected as representatives of a union.
 

In other words, labor unions were selected first for a team
 

then representatives from each union were nominated for 

final review by the executive committee of JPC. 

Peaceful Uses of Atomic Energy:
 

Japan Aomic Energy Research Institute and Atomic Energy 

Bureau cooperated with JPC and nominated possible candidates
 

for productivity tearms in the field of Peaceful Uses of Atomic
 

Energy. All the team participants were chosen on the basis
 

of demonstrated capacity to contribute to the productivity
 

program in Japan.
 

b. Predepart.ure Activity for Tean Participants Program 

After the final selection of candidates for the teams 

were made by JPC, a "Biographical Data" docirnent for each 

participan. was submitted t.o the USOM. Simultaneously, JPC 

worked on the Drogram drafiing for each 1eam with the coop­

eration of the selected participants. Description of tean 
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activity, objective of the study and desired places to be
 

visited in the United States were summarized and the informa­

tion was submitted to the USOM. 
On the basis of the informa­

tion, the USOM prepared a "Project Implementation Order (PIO/P)"
 

and this document was sent to Washington together with Biographi­

cal Data 90 days prior to the team's departure. While the USOM
 

was preparing the necessary documents for the program implementa­

tion, team members were given briefings by JPC as well as the
 

USOM offi,-ials. Also, team members undertook research and study
 

in preparation for their program in the United States. 
 In the
 

course of their preparation, team members utilized all available
 

sources of information in order to ascertain the actual condi­

tions and specific problems in theiir project field. Visits and
 

observation tou's of the members to respective business firms,
 

industrial plants, govermuent organizations or other agencies
 

in Japan were included in their predeparture program conducted
 

by JPC. On the basis of these visits, each team prepared a
 

written predeparture report summarizing its findings in Japan.
 

Copies of this report were sent to Washington as additional
 

information to the PIO/? used in developing the progran in the
 

United States.
 

Upon the final review and approval of the program, ICA/
 

Washington or its appointed agencies assigned a project mana­

ger to each team. The principal function of the project
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manager was to be a controlling officer for the assigned
 

team, and to develop the nrogram and itinerary in the
 

United States according to the PIO/P and any other addi­

tional materials. The Project Managei also made arrange­

ments and set up appointments for the team members to
 

visit the various organizations, and he was responsible
 

for hotel and travel arrangements. The final itinerary
 

and program was printed and copies were sent to the USOM
 

Training Officer who had immediate contact with participants.
 

Two JPC interpreters who are stationed in Washington
 

were assigned to each study team. They helped team partici­

pants in their program with simultaneous interpretation
 

while they were in the United States. Therefore, team par­

ticipants in all fields of training were not required to
 

have any knowledge of English.
 

c. Follow-up Activity of the Team Participants
 

Upon the completion of the team study, each team member
 

submitted a formal written final report to JPC with copies
 

to the USOM and ICA/W. This report was published in Japanese
 

by J"PC and wide circulation was made through JPC as well as
 

its regional centers. Since most participants returned to
 

the same job or position they had before they left for train­

ing, they were expected to convey and disseminate new knowl­

edge gained through training to their colleagues. Therefore,
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numerous follow-up programs were arranged by JPC and the 

TSOM in the form of lectures and discussion meetings held
 

in various cities. In some cases, team members are still
 

holding annual evaluation meetings of their field speciali­

zation. Since the USOM to Japan recognized the importance
 

of follow-up meetings of the returned participants, the USOM
 

gave positive aid both financially and technically to JPC in
 

order to have effective programs. The total dollar amount
 

obligated to the follow-up activities of the participant 

program was $126,000 including printing of follow-up reports. 

3. Long Term Trainees 

In some area of the Productivity program particular subjects 

required extended periods of training. In order to study more 

thorotyhly and systematically such problems individuals were se­

lected from Japanese Universities, Labor Unions, the Japanese 

Government or its agencies, private firms and organizations to be 

sent to the United States for a period of I to 12 months to study 

or get training intensively in subject fields. Total numbers of 

long term trainees and study fields for future fiscal years were 

proposed by JPC or other related agencies to the USOM. Upon the 

approval f th,cL cos d programs, JPC and other cagencies nomi­

nated long W:'m trainees. Thesn wK 1 screen.d by MY.USOM in 

cooperation with the agencies to duterninn their suitability as 

well as the 1::iortanee and pririty of their propused study with 

respect to the producivity progru, as a whole. Participants 
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were selecLed on the basis of their future contribution to pro­

ductivity in the field for which the long tern training was 

sought. 1TJiree'0U',O VmumenL toLremain in tLis .f.ield after re­

tiuning fro:t nhe trining in ith Unit]ed SO .o; was a prerequisite 

for 501(1ction. ,ecause of Lh, impur!Law e of anoadoi to knowledge 

of English, all long Lorn tLe'ainee w,ru -ustd to tak, English 

Language jr )L Onry Test; to sue it Lh . :, tL the !%:inL:iu;% s LIdards 

of' . 1nJ1.1i,* 'v u,.fle JO>: rican; I[O' (.:;oh "The 

University ].cigiura Cuner EIi hN, 'Poagsh," and also J1)'ovided 

facilitieo; to., i:: th,ir Enli :h A the Japins-An rican 

English Convour.aion In;;LiLute in o]'o. All the expenses for 

this English todni w.'p born. by i MOM. 

,ur:i ' iMostLf n{ - i*.n,,i hen'ed. Vrat.ininE acili , . or in­

stitutes dvlopd by ag, njIs of the United SLates Gove rmnent 

under coo]WO.,' 1iv ag N'':u'ntes . In casu.sl ICA -:,o thor anf,_,ements 

with the Sina.o Govo ru'a-Mt, private rcsearch ins;ilutions or urei­

versities for the tru].nes to be enrolled in reclor colrso; or 

in special ]nv!r'u/:is. 

Interim i' ,1orL. wa-,r to be submitted Lo ICA/W '.uring thf, course 

of thp'ir studgy. Copies were sent to the M'1505 Lli4 , i IC A/W. All 

trainee .r, w' ue, sLed at th, end of Li 1.'3)trr:L:2, to submit, a 

writben report of Lir tinI.G u.rd fnind .i; , ... i wiUth resul ting 

reconmmndat, iOI'Is Y) ' .'( a SO t;lictuo ' "iuitsICi. 'y 'TOW ,S]J (mrv tsLsa 

of their trMining experiences by givin, leeLu'ue or by other methods 
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of follow-up activities. 
 JPC and its agencies provided opportuni­

ties ftr this phase of the program and the follow-up activities by
 

the long term trainees were usually reported to the USOM as 
wtl] 


ICA/W.
 

4. University Affiliation Program
 

Another element of the technical cooperation progran was repre­

sented by arrangements to promote active participation in the produc­

tivity movement by the faculty and research staffs of Japanese Uni­

versities. Under these arrangements, selected Japanese universities
 

worked with a counterpart university in the United States to increase
 

productivity in general pr-oblem areas of the Japanese econom,,ky. 

a. Waseda University Affiliation
 

Waseda University in Tokyo was affiliated with the University 

of Michigan in the field of industrial engineering and market 

research on April 5, 1956. Until the last participancs from 

Waseda returned to Japan on December 31, 1960, 52 faculty 

members of Waseda University received training in the Univer­

sity of Michigan and a tctal of 39 University of Michigan 

faculty members provided technical advice and assistance at
 

Waseda primarily in niarket 
 re,;, arch and id astrial engineer­

ing ficids . The Waseda University ProgrmIi Co:mittte, The 

University of M1.1i "n Proj,.-L Coordinator and resident ad­

visors were in charge of *:ulecting ado vaule candidites i'ron 

the faculties to b(% exchangtd. The USOM ga-ve Enlish i nguage 

Proficiency t1,sts to th( Waseda Uinivers:ity facultty. 
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As a result of the effort of the returned participants
 

and The University of Michigan resident advisors, Waseda
 

University established an Institute for Research in Produc­

tivity. In the early days of the contract implementation,
 

when the IRP and its staff was being developed, the con­

tractor engaged directly in the operation of the IRP.
 

Since early 1959, when tho IRP was fully organized, the
 

activities of IRP have been conducted by the local staff,
 

and the contractor has acted primarily in an advisory
 

capacity. The institute worked closely with Japanese in­

dustry and has undertaken research projects on behalf of'
 

private companies. Seminars, attended by top-management 

in Japanese industry, have been held in the fields of mar­

keting, busines, .nd science forecasting, pe2rsonnel test­

ing and employee selection and placement, operation re­

search, work mcasur-ement, and r'onsomers cpinion recearch 

survey. During the contract, 2C seminars we e held and 

3,000 representatives o§ so-:-" 1170 companies participated. 

Nature of United States Contribution to This Project 

The total United States dollar' contribution to the four 

year ICA/Waseda 11niversity/Jniv usity of >.ichi ,an contr'act 

was t77-,25. ] uxding for thi.: cote" '," completed in 

FY1959. This dollar -,st was allocaed for salaries and 

allowances, intf 'nationl tra, 1 and transportation and 

other direct costs for Michigan advisors, overhead and 
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office equipment for the University of Michigan Project
 

coordinator, and U. S. dollar costs for participants from
 

Waseda University studying in the United States.
 

Nature of Cooperating Country Contribution 

From the beginning of this project through the end of
 

the contract, Waseda University contributed the yen equiva­

lent of $307,000 to the project. Houses for the University
 

of Michigan advisors, the yen costs of Michigan staff and
 

Waseda Univcrsity participants were covered by the yen con­

tribution. Also LGP-30 computer and accessories and the 

building which houses the Institute for Reearch in Produc­

tivity were financed by Waseda University.
 

Concrete evidence of the satisfactory conclusion of this
 

contract is shorn by the following: (1) The Waseda University 

has been so pleased with tho nork of the IRP that it has
 

planned to construct a lv.rer Vu - in the institute. 

It is particularly noteworthy thaL pri.,rity was given to 

providing new facilities renuested by other departments of
 

the University. (2) The University of Michigan has invited 

various professors from Waseda to le.cti'e at The University 

of Michigan. (3) W] U.inive rsi ty of Midii{, n ho_ ,stablished 

- -nter for Japanuo, studies und in; plannina to earmark 

')r fellowships and other qran Ls for Wus_ da t;o attend 

the cotter. In retun, Waseda wil. r'a]k arLagL'meiints for 



-83­

research persons sent by Michigan to Waseda. The contract
 

relationship between Waseda and Michigan served to cement
 

a close affiliation between the two universities and the
 

active working relationship between the two universities
 

has continued long after the termination of the contract.
 

b. Hohldaido University Affiliation
 

The ICA University Affiliation program between Hokkaido
 

University in Hokkiaido, Japan,and the University of Massa­

chusetts at Andherst, Massachusetts, was formally initiated 

by signing of contract on November 18, 1957, in the field
 

of agriculture with major emphasis in the areas of food 

technology, poultry science and home economics. This four 

year ICA financed contract was tenniinated on August 31, 1961 

when the last 1Iohlhaido p, rticipaut returned to Japan from 

the Universit,/ of Masschuscti.3. During the progran. a 

total of i)All Ioldaido University s'taff members were sent to 

the Univwrsity of IMassachustts -nc ei,, it University of 

Massachus tts )dvi-ors werreicroLvJht to fohlaido University 

to provid, Ehni2_i dvicC and guidance in the field of 

agrictultur'e :w<:nti (d /,. hi, p rticipants,P.I. faculty 

members of i['i~tido Univu'si_:c r ;j:ero selee ae, by the Uni­

versity pro(frU.i coaini tteo and the r'es idan I uv:i: o vs from 

Massachusei:ts. The 1fO0.1 crave the participants an English 

Proficiency test.
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Nature of United States Contribution to This Project
 

The total United States dollar contribution for the four
 

year ICA/Hokkaido University/University of Massachusetts con­

tract was $563,523. Funding for this contract was completed in
 

U.S. FY 1959. These dollar costs were allocated for salaries
 

and allowances, international travel and transportation and
 

other direct costs for Massachusetts advisors and consultants,
 

overhead and office equipment for the Massachusetts University
 

Project coordinator and U. S. dollar costs for participants
 

from Hokkaido University. For this contract, ICA contributed
 

agricultural eqtu.pment for the Hokaido University equivalent 

to $151l701.
 

Nature of Cooperating Country Contribution 

From the beginning of this project through the end of the 

contract, Ilo]llaido University (cource of funds from the Ministry 

of Education) contributed the yen equivalent of $235.000 for the
 

local costs of the Massachusetts advisors who worked with the 

llokkaido University and for the salaries and other yen costs of 

participants :hc, studied at the University of Massachusetts. 

University of Hokicaido furnished housing for the resident ad­

visors. The sucess of the progrwm is illustrated by the 

followint:: (1) Voluntary coope ration between eleincnts of the 

agricultural co:e llnity have developed. National and local 

governrient agencies (such as the Ministiy of Education which 
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is the supreme ministry for all national universities includ­

ing 	the Hokkaido University),the Ministry of Agriculture, and 

Hokkaido Prefectural Government have coordinated their work 

with agricultural producers and processors. (2) Hokkaido 

faculty members of the Soils and Agronomy Department have
 

carried nut research in cooperation with the Ministry of 

Agriculture and the Hokkaido Prefectural Government, utilizing 

the 	experiment station facilities of these agencies. (3)
 

Agricultural extension personnel of the HlokI.aido Prefectural
 

Government received technical background training at Hokkaido
 

University and at the experimental stations operated by the 

national Ministry of Agriculture. (1) Private agricultural 

industry gave full support to the Hokkaido progrmn, utiliz­

ing 	the facilities of the University, supplying financial
 

assistance and making its high level research personnel avail­

able to the University. (5) Through the efforts of the Massa­

chusetts consultants, modern research methods and techniques 

were initiated and an awareness on the part of the University 

of the need for modern research, production and harvesting 

methods was recognized. The faculty ra:ibers of the Agriculture 

Economics and Marketing Department of th, lokkIaido University 

College of Agriculture 'er carrying on t1, progrnJi on their on. 

c. 	 Keio -harvard Buseinss Adiinistration 

Keio-Giju]cu Univrsity in ToI-yo did not have a contract uni. r 
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the ICA University affiliation program with ICA or with Harvard
 

University. However, ICA agreed to give financial assistance
 

to help establish the Keio Business SchoQl in Japan. The proj­

ect involved the sending of Keio University faculty members to
 

the United States to participate in the Harvard Business School
 

Teacher Training Program and also the assignment of a Harvard
 

faculty member to Keio University for a period of one year to
 

provide technical advice and guidance in the field of business
 

administration.
 

Frcn the beginning of the program in 1957 to the termination
 

of the project in 1960 a total of 13 Keio University faculty
 

members were sent to the Harvard Business School.
 

The program committee of Keio University nominated partici­

pants for the program, and the USOM gave English Proficiency 

tests and made final selections.
 

Nature of the United States Contribution
 

From the beginning of this project in 1957 throwLh FY 1960,
 

the year in which ICA contribution to the project ended, the
 

United States dollar contributions totalled 494,000. These 

dollar comts were allocautd for salaries, international travel 

costs for the American consultant and dollar costs for the 

participants. A total of'i(,000 wa; furnished by Keio Univer­

sity for the sailaries of parti-ipanuts in the United (9tates, 

and yen costs for the Ameican cor ,;ultant. 
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The program resulted in the following achievements:
 

(1) In 1957 an Undergraduate School of Commerce was estab­

lished in Keio University based in part on practices fol­

lowed at the Harvard Business School and plans have been 

developed for an establishment of a Graduate School of 

Business Administration. (2) From 1957 to 1961, Keio-

Harvard Business School Comnittees were organized to work 

toward th establishm(ent of the graduate school. With the 

cooperation of Japannso industry, the retiu'ned par t.icipants 

from Harvard and the U. S. !onsultants from H1arvard 

Business School in Keio, the Undergraduate School of Keio 

Business Adminis ration was established in 1961. (3) In 

cooperation with the Harvard Graduate School of Business 

Administration three consultants were sent to Japan each 

year to conduct Short-Term Top Management Seminars for 

Japanese Top Business Leade.r:;. By Dece::,her 1963, a total 

of nine top management seninars had been held in Japan and 

more than 600 top leaders took part in the seminars. Keio 

University also conduntod tNo w':ne suminars for the middle 

and th(e ,]junior :iiwem' nt load, rs . Dollar costs of these 

seminars h'Tr M n paind ,hOrugh con trL ions irow the 

American busin,e.ss, coni: u]i.iy while Lh, y:n c ,s hsalove been 

paid by the Japanroe busine:s; co0:mnruity. (i) Keio Uni­

versity plans to open a KMio Graduate School for Business 
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Administration. The Japanese business community has contributed
 

funds.
 

5. Consultant Program 

A major element of the technical cooperation program was the
 

bringing of experts to Japan to provide on-the-spot consultation
 

and advice to Japanese leaders in various sectors of the economy.
 

This consultant program consisted of two general types of projects:
 

(1) seminar projects, under which a team of three to five seminar
 

leaders conducted intensive lecture and discussion programs in key
 

locations in Japan; (2) technical or specialized projects, involv­

ing extended tours and consultations by individual specialists.
 

Major seminars were designed to bring recognized authorities in
 

their fields in the United States into close contact with leading
 

Japanese executives. Seminars usually were conducted under the
 

case method, and case materials were supplied to seminar partici­

pants in advance of the meetings. Basic lectures by each of the 

seminar leaders were followed by a series of meetings and dis­

cussions, especially adapted -to current and long range problems 

in the Japanese bus-iness and industrial cormmunity. The seminars 

were highly su: .sful in influencing leading Japan-sr- top manage­

ment and labor i,,adrqr: to r, vw nd modify traditional approaches 

to basic probLs in thc-ir rfsp, ctive fields. 

Technical consultation by individual spec iolists was arranged 

by the USOM at the request of JPC to help overcome low produ,'.tivity, 

either in partic-ular industries or in problm areas cutting across 
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many industries. Individual consultants remained in Japan for
 

periods of three to six months, during which they visited indus­

trial plants, productivity centers, and other places related to
 

their project. They also conducted conferences, short seminars,
 

and 	discussion meetings with interested groups. 

From the beginning to the termination of the projects, a 

total of 157 experts were brought to Japan for these programs.
 

The following tables give the number of consultants to Japan by 

field of activity and progrmrning year. 

Field of Activity Year Prorwmied 

1955 1956 195 ILL 1959 1Q60 Total 

Agricultual Productivity - - 2 3 2 - 7 

Japan Productivity Center 13 13 11 19 17 14 87 

Japan Civil Aviation Btureau - 2 - - - - 2 

Japan TraIlI 1km Lons 	 - - 4 2 4 3 13 

fieokaid o -Masss: ehus t t~s 

Uiiiversity Affiliation - 3 - 2 - 3 8 

Keio-I[arva r(d BuS iness 
Administ ration - . . 1 - 1 

Waseda-1Jniv, rs i ty of 

Michigan Affiliation - h 8 13 10 4 39 

Total 13 22 25 39 3 2 157 
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6. Technical Commodity Aid Program
 

In each of the activity fields, ICA supplied technical aid
 

or commodity items essential to the spread of productivity in­

formation and the development of a strong domestic productivity
 

program. Although most of these have been small in terms of
 

dollar costs, technical aid items have played a significant part
 

in attaining program objectives.
 

For the strengthening of the productivity program as a whole,
 

JPC was provided with a film library and the necessary projection
 

equipment. In the industry field, books-, digests, periodicals
 

and other publications in the field of productivity were furnished 

to JPC and its regional centers. ICA supplied the Ministry of
 

Agriculture with examples of American modern electrical household
 

equipment for its Home Economic Research Hall. 
Books and trans­

lations of :aterials were also given to productivity centers and
 

trade unions for distribution. In thc civil aviation field, the
 

UOM supplied a portion of the training facilities and ejuipment for 

the new aeronautical training center at the Tokyo International
 

Airport. 

The largest co:eflodity item supplied by ICA in Japan was repre­

sented by imporiaims from thr United 1tctes of surplus grassland 

seeds, in aiurounts totallitr,o, [2 7,0O0. seeds i:-These Lr 

ported and used over a two sear period for the establi:h nt 
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throughout Japan of the 25,000 grassland demonstration plots under
 

the agricultural productivity program. As a part of the Hokkaido-

Massachusetts University Contract Program, ICA furnished demonstra­

tion (cquipment aild related itenis for the promotion of upland agri­

culture. The fol>I,-i Lgives ite:ii:iucd U. S. dollar contribution 

for the technical aid program by progrwmming years.
 

Field and Item if T.C. Aid Progrommed Years 
(Dollar Figures in Thousands) 

1955 1956 1957 1958 1959 1960 1961 Total 

AZ-'iculture: 

Grassland Development 97 100 
 50 247
 
Home Econ. Training Center 3 3 
Books 
 1 1 
 2 
Films 1 1
 

Indus try:
 
Projectors 4 6 7 
 17
 
iims 15 6 22 
 5 3 51
 
Books 9 1 2
16 11 3 42 
Exhibition 9 9 

CAA Technical Aid 
 36 5 41
 

Labor:
 
Projector 2 2 
Films 3 3 

Total 37 28 172 118 57 3 3 418 
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C. 	Financing of the Project
 

The costs of the productivity progrun were met by financial contri­

butions from both the United States and Japan. In general, the dollar
 

costs of technical cooperation, including travel and living costs of
 

participants while in the United States, the costs of U. S. technicians,
 

and the fees of consultants to Jr)an were met by the International Coopera­

tion Adinistration. ICA contribution also covered the operating expenses 

of the USOM in Japan, technical aid items, and cervain categories of in­

ternationul travel - st such as for trade union members, school teachers, 

and university professor': associated with the procrmm. 

The y,-n costs of t'l 1or,:: ;. re .e<tby private and governmental 

sources in Japan. Appro:imately three-fourth of JPC's revenues were pro­

vided bVy private butsi-ss sourc, including genecl contributions and 

fees from :.:e:ibe:: and sponsors; and special fees from various services 

rendered to 'irms and industcis by ,he Japane:se Productivity Center. 
Total costs to th, Jtpamise of the: productivity progrn include the major 

portion of internationcl travel cost for participant's, living coslu and 

travel eUpenses vi :ost U. tJ. consiLtants in Japan, the. salari,:s of all 

particiant.:w hil: ,;ed in o'-rs as Study actiities, and the costs 

of ariinistratiom and do:)sti e w,rations of the Japan Productivit~y 

Center. Aso includ1d are the costs of othe Japanese agencies concerned 

with the(" e djnII o 

Total 	 viA'ortriLutivnsth. Uni ted States to the productivity progriam 

in Japan for U. ' . fisca. ye'ar' 1)55 1;Ii,,tuh 19'1fw're approximately 

t12,000, 000. Of thisL T.,ont ].d' wau; u;c-i1 to cov, r t,hc costs of the 
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Agricultural Program, 50% for Industry, 9% for Civil Aviation, 15% for 

the Labor Program, 2% for the Peaceful Uses of Atomic Energy Program and
 

6% for the bSOM operational and administrative costs.
 

During the same period contributions from Japanese private and
 

government sources totalled some $19,000,000. Of this amount, 37% was
 

from the Japanese Government which mainly supported 50% of international
 

travel costs, JPC's domestic activity and other related administrative
 

costs. Sixty-three per cent of the total Japanese contributio's were
 

from private sources and covered Japanese yen expenses needed for the
 

participant program as well as consultant program. These private con­

tributions became the driving force for the expansion of the Japan Pro­

ductivity Center. The following gives a summary of the ICA and Japanese 

Financing of the Productivity Program.
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USOM and Japanese Financial Support of
 
the Productivity Program
 

(Expressed in thousands of U.S. dollars)
 

As of June 30, 1961
 

United States USOM Japanese Yen Contribution2,
 
fiscal year Contribution (Converted to U.S. $) ­
ending ( Program,/ Government PrivateJune 30 Total Funds) Total Subsidy Contribution 

1955 1,106 463 643 145 498
 

1956 2,166 948 1,218 278 940
 

1957 4,4oo 2,297 2,103 851 1,252
 

1958 5,998 2,504 3,4-94 1,145 2,349
 

1959 6,239 2,491 3,748 1,270 2,478
 

1960 5,548 1,982 3,566 1,249 2,31T7
 

1961 5,478 1,295 4,183 1,580 2,603
 

Total 30,935 11,980 18,955 6,518 12,437
 

_/ Includes cost of resident USOM staff, American and Japanese, 

assigned to program activities (i.e. "Technical Support Funds"). 

2_/ One dollar = 360 yen. 

]Private contributions include fees paid to the Japanese Productivity 
Center by private firms for the sending of participants to the 
United States, salaries of participants during the period of training,
 
general contributions by private organizations to the JPC budget, 
and special fees for attendance at seminars, services of consultants, 
and various types of technical assistance. 
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Appendix B
 

THE ELITE OF JAPAN
 

Japanese national leaders, top policy makers at the national
 

level and at the regional levels, were included in the productivity
 

training program. Of the 2296 individuals in this group of very im­

portant people, 75 per cent were leading administrators or executives
 

of industrial and commercial firms. These men, either themselves or
 

through their immediate associates, achieved Japan's economic renais­

sance.
 

That they chose to undertake a reexamination of traditional 

practice in Japanese business management, a reorientation of their own 

business philosophy, endows the productivity training program with an 

unprecedented importance, and attests to the impressive elan and
 

adaptability of Japan's leaders. Given the initial idea, assistance in
 

establishing the pattern of training, and the contacts in the United
 

States, the Japanese themselves carried out the program. Once success­

fully launched, the productivity program was faced with the problem of
 

such an enthusiastic response that only a small proportion of those
 

applying or recommended for training could be accepted.
 

The very top leadership, policy makers at the national level,
 

constituted 2.8 per cent of all participants, and were represented by
 

22 individuals or 3.7 per cent of the sample. Their specific occupations
 

are listed to give an impression of the range and significance of their
 

fields of influence.
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Table 24 

FIELDS OF ECONOMIC ACTIVITY OF THE TOP POLICY 
MAKERS, EXECUTIVES AND AIEM!NISTRATORS AT THE 

NATIONAL LEVEL OR NATIONAL IMPACT 

FIELD NUMBER 

Steel Making and
 
Fabricating 3
 

National Labor Union 4
 

Industrial Banking 2 

Chemicals and Synthetic
 
Plastics 1 

Power Generation, 
Hydro. and Nuclear 4 

National Legislature 3 

Transport and 
Warehousing 2 

Government and 
Administration 1 

Electrical Machinery 
Manufacturing 1 

National University 1 

Total 22 
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Appendix C
 

THE JAPANESE LABOR SYSTEM
 

There are two patterns which, until recently, characterized
 

Japanese conditions of employment: (a) The life-time employment and
 

the Nenko-Joretsu wage system, and (b) the labor boss system. The
 

latter derives much of its stability from the former.
 

a. The lifetime employment and Nenko-Joretsu wage system is
 

a total commitment concept. Once the employee is hired, he continues to
 

work until he retires at 55 and there are no lay-offs during recessions
 

or fluctuations in the company operations. Starting salary is based on
 

education and age and the regular annual raise is made without any direct
 

connection to actual job title. Usually promotions and raises are based
 

on academic background and length of employment, irrespective of position.
 

In addition to the regular monthly wage or salary there are biannual
 

bonuses each amounting to a month's salary and on retirement an allowance
 

is made of two and a half year's salary in one lump sum.
 

Under these conditions there is a permanent labor force and
 

fixed labor costs for a company. As work load increases workers put in
 

longer hours, because there is a generally accepted sense of the job to
 

be done. Loyalty and responsibility are high but there is relatively
 

little incentive to increase productivity.
 

b. The labor boss system provides companies with an elas­

ticity in their labor requirements, with the boss undertaking to provide
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security to the labor force under contract to him. The boss can supply a 

groap of workers on short notice. He acts as a permanent middle mar,and 

maintains a regular labor force of various skills at approximately a 

permanent salary level. 

Current conditions in the Japanese labor market have changed
 

greatly, even since ten years ago. In skilled jobs and professional
 

employment there are acute shortages. This has led to the partial aban­

donment of the lifetime employment and Nerko-Joretsu wage system in
 

favor of ability being rewarded more than seniority. There has also
 

developed a considerable amount of labor scouting and pirating of skilled
 

technicians.
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Appendix D 

TABLES ON UTILIZATION 

Table 26 

UTILIZATION SCORES OF PARTICIPANTS OF DIFFERENT 
OCCUPATIONAL LEVELS AT THE TIME OF INTERVIEW 

(in percentages) 

Occupational Level 

High 

UTILIZATION 

Medium Low 

(N) 

Policy Makers, Executives 
and Administrators 

Subordinate Management 

66 

61 

23 

28 

11 

11 

(289) 

(235) 

Engineers and 
Professionals 86 6 8 ( 62) 

Others 37 32 31 ( 19) 
(6o ) 
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Table 27 

UTILIZATION SCORES OF PARTICIPANTS BY 
AGE AT THE TIME OF DEPARTURE 

(in percentages) 

UTILIZATION
 

Age Groups (N) 

High Medium Low 

Under 30 years 61 30 9 (23) 

30 to 39 years 54 27 19 (14o) 

40 to 49 years 73 19 8 (233) 

Over 50 years 64 21 15 (209)
 

(605)
 

Table 28 

UTILIZATION SCORES OF THE PARTICIPANTS 
BY EDUCATIONAL LEVEL 

(in percentages)
 

UTILIZATION 
(N) 

Educational Level High Medium Low 

No University degree 62 21 17 (159)
 

Bachelor's degree 67 25 8 (352)
 

Graduate Degrees 65 21 14 (94)
 

(605)
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Table 29 

UTILIZATION SCORES OF PARTICIPANTS BY 
THE LENGTH OF THEIR PROGRAM 

(in percentages)
 

UTILIZATION
 
(N) 

Length of Programs High Medium Low 

Less than 1 month 37 26 37 (16) 

1 to 2 months 64 24 12 (448) 

2 to 4 months 72 20 8 (86) 

Over 4 months 
(up to 2 years) 73 22 555) 

(605) 

Table 30 

UTILIZATION SCORES OF PARTICIPANTS WHO
 
WORKED WITH OTHERS TRAINED ABROAD
 

(in percentages)
 

UTILIZATION 

(N) 
High Medium Low
 

One or more coworkers 
trained abroad 73 17 10 (204) 

Supervisor trained 
abroad 64 729 (210) 

No one in job situation
 
trained abroad 
 59 25 16 (181)
 

(605) 
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Table 31 

UTILIZATION SCORES OF PARTICIPANTS WHO 
HAD CONTACT WITH AMERICAN TECHNICIANS 

(in percentages)
 

Subsequent UTILIZATION (N) 
Contact with High Medium Low 
Technicians 

Had some contact 78.3 15.9 5.8 (59) 

Had no contact 63.7 24.5 11.8 (535) 

Not ascertained ( 6) 

(605) 
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Appendix E
 

THE FOLLOW-UP PROGRAM IN JAPAN
 

In recenc years there has been increasing attention to
 

the problem of "follow-up" in connection with The pauAticipant training
 

program. However, during the last years that United States technical
 

assistance was operating in Japan the attention of the Mission was
 

directed to the importance attached to "follow-up" by Washington.
 

Two comments on the situation in Japan are appropriate and
 

lead to recommendations which may be pertinent to other Missions.
 

The development of the techniqt~e of' productivity study teams in Japan,
 

as has already been described, included an intensive period of post­

training reevaluation for the team members. The teams prepared
 

written reports and planned the adaptation of American productivity
 

techniques and philosophy to the Japanese context. They engaged
 

in a number of activities in conjunction with the public education
 

programs of the JPC which, in addition to their value in introducing
 

productivity into the public consciousness and acceptance, served
 

also to reinforce in the participants their own sense of identifica­

tion with the movement. Associations of former study team members
 

were organized and held periodic meetings. A comprehensive directory of
 

study team members and other participants was developed, and an infor­

mation bulletin was distributed which served to keep them in touch with
 

each other and abreast of new developments in the field of productivity.
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The central base for this activity was, of course, the Japan
 

Productivity Center. Although the JPC was Japanese staffed and supported,
 

credit was always given to the United States contribution and the
 

role it played in the Japanese productivity program.
 

Reports prepared by the study teams showed clear evidence of
 

the deep impression that contact with American experts, managers,
 

engineers, etc. had produced. The glimpses of American life, the
 

hospitality, cooperation, and vitality dispelled many illusions and
 

instilled enthusiasm in the team members. The trips developed an
 

atmosphere of friendliness and appreciation valuable in promoting
 

good relationships between the two countries.
 


