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ThispaperexplainstheprocessofinternationalizationandlocalplantmanagementofToyota 

MotorCorporationbasedonfieldresearchToyotaisveryreluctantandprudentindecisionmaking 

concerningoverseasventures,comparingwiththeothermajorJapaneseautomobilefirms､Toyota 

laggedbehindtheminmakinginroadsintodevelopedcountries，bychoosingexportsoffinished 

productsinsteadofriskylocalproductionWhatstimulatedachangeofthestrategyfromexportsto 

productionindevelopedcountrieswasarestrictionofexportvolumetotheU.Ｓ､,duetothevoluntary 

exportsrestrictionlnspiteofreluctanceingoingabroad,itappliestheuniqueproductionsystem， 

knownasToyotaproductionsystemverypositivelyatlocalplants 

Thewayofapplicationisnottotalbutselective,becauseofdifferentmanagerialenvironments 

fromJapan・Ivisitedfourlocalplants，ｉｎNorthAmericaandTaiwan,builtinl980s,wherel

conductedinterviewswithmanagersandplanttours・TheJapaneseproductionsystemrequires

flexibleworkorganization,harmoniouslaborrelationsaswellaspositiveworker，sinvolvementin 

workAnappropriateorganizationisneededtoimplementthoseelementsofthesystem・Eventhough

managerialenvironmentsarenotsupportivetoJapanesefirmsinNorthAmericaduetoatradition 

ofFordism1Toyotaappliesitsuniqueproductionsystemsuccessfully・AndinTaiwan,whereenviron・

mentsaremoreagreeablewithaJapanesesystem,Toyotaalsoappliesitwithpositiveresults． 

1．Introduction 

Ｔｈｅｍａｉｎｓｕｂｊｅｃｔｏｆｔｈｉｓｐａｐｅｒｉｓｔｏａnalyzeandexplainthespecificfeatureof 

overseasproductionactivitiesofToyotaMotorCorporation（hereafterToyota)， 

basedonourfieldresearch1).Ｔｈｅｒｅａｒｅｔｗｏｍａｉｎｒｅａｓｏｎｓｗｈｙｌｃｈｏｓethecompany 
here・First,itrelatestoourtheoreticalframeworkofresearchProfessorM､Trevor

hasalreadydefinedJapanesemultinationalas“ReluctantMultinationals''（Trevor， 

1983）HeexplainedthatJapaneseenterpriseswerereluctanttoenteroverseasproduc‐ 

tionactivitiesandtodelegatepowerofplantoperationtolocalmanagersWeagreed 

withhisexplanationfortheJapanesemultinationalsThecentralconcernofour 

researchisthatJapaneseenterprisesshouldapplyJapanese-stylemanagementor 

productionsysteminordertoretainacompetitiveadvantageatlocalplants,inone 

sense，yetshouldadaptthemselvestolocalmanageria］environments，inanother 

sense2).Inotherwords,itisimperativeforJapanesefirmstoapplytheJapanese 

productionsystematoverseasplants，however,asastrategy，theyshouldchooseto 

whatextentandhowtoapplyitafterconsideringspecificmanagerialenvironments・

Wepresumedthattheapplicationandadaptationwouldpossiblyfallintodilemma,ｓｏ 

ｈａｖｅｎａｍｅｄｉｔａｓａ“Application-AdaptationDilemmaMode１，，．Giventhemodel， 
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Toyotawasthemostreluctantamongthemajorcompaniesregardingoverseas 

production・ＷｅｃａｎｃａｌｌＴｏｙｏｔａａｓａｔｙｐｉｃａｌ“reluctantmultinational'，inthissense・

Second,however,fouroverseasplantsofToyotawhichwevisitedhaveappliedthe 

Japanese-styleproductionsystemmostpositivelyamongJapanese-affiliatedplants， 

eventhoughitstartedlocalproductionrelativelylatQanditexhibitedanewtypeof 

applicationoftheproductionsystemwhichisrepresentativeofrevisedapplicationon 

accountoflocalmanagerialenvironments、Toyotashouldbetakenintospecial

accountowingtothosetworeasons・

Iexplaintheprocessofintiatingoverseasproductioninchapter20ncheckingthe 

ongoingprocesswhichrangedfromexportoffinishedcars,toconductingknockdown 

productionindevelopingcountries,toalocalproductionindevelopedcountries,and 

tosettingupregionalheadquarteTs,ToyotawasbehindNissanandHondaafterthe 

localproductionindevelopingcountrieswithintheabovesequentialprocessln 

chapter3comesanexplanationforthesituationofapplicationoftheJapanese-style 

productionsystemforfourplantswhichToyotastartedinNorthAmericaａｎｄ 

Ｔaiwaninl980s,basedonourfieldresearchAtfirst,Iwillsupplyanoverviewofthe 

generalsituationoftheapplicationaccordingtoourevaluationmodeloandascertain 

whetherthesystemhasbeenappliedpositively､Thenlexplainconcretelyhowthey 

applyitforsomespecificelements・Inthefinalchapter4,Ｉｗｏｕｌｄｌｉｋｅｔｏｓｕｍｕｐｍａｉｎ

ｉｓｓｕｅｏｆｔｈispaperandgiveaninferentialcomment． 

2．AprocessofgoingabroadofToyotaMotorCorporation 

ＩｗｏｕｌｄｌｉｋｅｔｏｅｘｐｌａｉｎａｐｒｏｃｅｓｓｏｆａnadvanceintoforeigncountriesbyToyota 

TheprocessbywhichJapaneseautomobilecompaniestookonoverseasoperations 

developedfrom(1)anexportoffinishedcarsto(2)alocalproductionindeveloping 

countriesandto(3)alocalproductionindevelopedcountriesAlthoughtheprocess 

followedafterthetechnologicalgrowthinbothresearchanddevelopmentand 

manufacturing,eachJapaneseautomobilecompanyhesitatedtomakeinroadsinto 

developedcountriesbecauseeachwasdependentonauniqueproductionsystem 

supportinginternationalcompetitivenessthroughexport､Toyotawas,ｉｎparticular， 

muchmorereluctanttoembarkonproductionactivitiesindevelopedcountriesthan 

NissanandHonda,stickingtoexportoffinishedcarsproducedathome・

Therefore，Iobservethelocalproductionindevelopingcountriesatfirst，They 

enjoyedproducingautomobilesinsuchcountriesforabout20yearsbeforestarting 
productionindevelopedcountries・Thoughbeingaproductionactivity，ｉｔｗａｓｃｏｎ‐
ductedthoughaformofknockdownassembly，whichhadacharactersomewhat 

betweenexportandproduction3〕、Theknockdownassemblystartedfromexporting
almostallcomponentpaｒｔｓｗｈｉｃｈｗｅｒｅｋｎｏｃｋｅｄｄｏｗｎａｔｔｈｅｈｏmecountryand 

assembledlocally・Contentofpartssuppliedlocallywasincreasedgradually,depend‐
ｉｎｇｏｎｔｈｅａｂｉｌｉｔｙｏｆｐａｒｔｓｍａｋｅｒｓｔｈeretoprovidewhatwasneededAutomobile 

companiesadoptedthissortofsystemasanalternativetoexportoffinishedcars， 

ｗｈｅｎthosecountiresresortedtoembargoesorrestrictionsoncarimports,orraised 

tariffbarriersagainstforeigncars4)． 

AIthoughautomobilecompaniesmustbecontentwiththelimitationsinanindepen‐ 
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dentoperationduetopromotionalpolicyonbehalfoflocalcapitalistsbygovernments 
andwithdifficultyinachievingscalemeritduetosmallscalemarkets,thereissome 

meritforknockdownassemblyinthosecountriesBecausegovernmentprotectsthe 

homemarketagainstforeigncompetition,ｃｏｍpaniesproducingtherecangetakind 
ofmonopolisticprofit、

Accordingtothetablel，ToyotastarteditsfirstoverseasproductioninBrazilin 

l959andNissａｎｄｉｄｉｎＴａｉｗａｎｉｎｔｈｅｓａｍｅｙｅａｒ・Idonotnoticeanydistinguished
differencesbetweenToyotaandNissanregardingtocountriesandyears・Ａｓｔｈeform

ofentry(Wholly-owned,JointVenture,andLicensing)ismainlydeterminedbylocal 
governmentpolicy,ｂｏｔｈｃｏｍｐａｎｉｅｓｈａｖｅａｌｍｏｓｔｔｈｅｓａｍｅｆｏｒｍｉｎｔｈｅｓａｍｅｔｙｐｅｏｆ 

ｒｅｇｉｏｎ・Ｏｎｔｈｅｏｔｈｅｒｈａｎｄ，Hondastarteditsoverseasautomobileproductionin
Taiwaninl969，beingbehindToyotaandNissanHondａstartedbusinessasa 

manufacturerofmotorcycles,ｓｏｉｔｗａｓｌａｔｅｉｎｅｎｔｒｙｉｎｔｏａｕｔｏｍｏｂｉleproductionlt 

wasaspecificfeatureforHondatomakeinroadsintobothdevelopinganddeveloped 
countrｉｅｓａｔｔｈｅｓａｍｅｔｉｍｅｉｎｔｈｅｌ９８０ｓ 

Ｎｏｗｌooktotheproductionindevelopedcountries・NissanandHondaaredistin‐

guishedinadvancementofoverseasproductionAsfortheU.Ｓ,Hondawasthefront 

runneramongcompanieswhoembarkedonthelocalproductionltstartedproducing 

motorcyclesinl979,andautomobilesinl982Afterstartingtoproduceautomobiles， 

Hondaexpandeditsoperationverysmoothlyandbegantoproduceautomobilesin 

Canadainl986・HondastandsfirstinproductionvolumeamongJapanese-affiliated

companiesinNorthAmericaNissanbegantointernationalizeproductionactivities 

rapidlyinl980s,especiallyinadvancednations・Itstartedindependentoperationiｎ

ｔｈｅＵＳ・iｎｌ９８３andisnowunderexpandingcapacity(Abo,1990)．

Incontrasttothose,ToyotawasveryreluctantingoingtｏｔｈｅＵ,SAtfirstitchose 

toenterintoajointventurewithGeneralMotorsthatｄｉｄnotincludeindependent 

operation・ThischoiceseemedjustlikeToyota,whichisalwaysprudentEventually
itstarteditsindependentoperatiｏｎｉｎｔｈｅＵ.S・ａｎｄＣａｎａｄａｉｎｌ９８８１ｔｎｏｗｈａｓｔｈｒｅｅ

ｐｌａｎｔｓinNorthAmerica,andhasplanstoexpandcapacitiesorsetupanotherplant 

closetoexistingplantsBecauseofpotentialabilitytoproduce,itisrecoveringfrom 
itsbackwardnessthere、

ReluctanceinmakinginroadsintoEuropeisalsodistinctiveofToyotａＥａｃｈａｕto 

companytriedtofindawayoflocalproductioninEuropeinthelatteｒｈａｌｆｏｆｌ９８０ｓ， 

becauseofprobablecontinuationofimportrestrictionsafterl992・ThreeJapanese

companiesareproducingcarsinEurope，includingtrucks・Anotherfourcompanies

announcedplanstomakeplantsthereandarebuildingplantsorsearchingfor 

locationsNissanwasthefirsttostartindependentoperationtherelttookaｎａｃｔｉｖｅ 

ａｔｔｉｔｕｄｅｔｏｗａｒｄｍａｋｉｎｇａｎｉｎｒｏａｄｉｎｔｏＥｕｒｏｐｅａｎｄｓｅｔｕｐａｎａｕｔｏｍｏｂｉｌｅｐｌａｎｔｉｎＵＫ， 

aftermakingalicensingagreementinGreeceandjointventureinSpainlnUK,it 

startedoperationinl986andnowexpandingcapacity・Hondahaspromotedalicens‐

ingagreement0cooperativeresearchanddevelopmentofanewautomobilewithan 

Englishcompanysincel979,ｂｕｔｉｔｎｅｅｄｅｄｍｕｃｈｔｉｍｅｔｏｂｕｉｌｄａmanufacturingplant 
thereduetothefocusitseffortsonplantoperationintheU・ＳＩｎｌ９８９,Hondadeclared

anagreementofjointventurewiththeEnglishcompany､Theplantareundercon‐ 

structionforbeginningofoperationinl992 

Toyota,ａｔfirst,agreedtoajointtruckproductionwithaGermancompanyand 

startedproductioninGermanyl989・Thereisalsothetruckproductionthrough
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Ｇｍ”.ＩＲＣ 

Notes：１）ＷＯ,meansWholly-Owned 

‘ＪＶ，meansJointVenturewhichincludesequityjointventureandexcludescontractua］ 

jointventure． 

‘Ｌ'meansLicensing． 

‘CmeansPassengerCarand`T1meansTruck、

２)Thetableshowsplantswhichproduceautomobilesandtrucks． 
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licensinginPortugallnl989,Toyotaformallyannouncedanindependentoperation 
inUK・ThecapabilityforengineproductionwasintendedfromthebeginningBoth
anassemblyandanengineplantsareunderconstructiontobeginproductioninl992 
Next，IwouldliketoexplaintheToyotaOrganizationwhichcontrolsoverseas 

activities・AfterWorldWarILToyotahadcreatedaseparatesalesdivisionduring
amanagementcrisisinordertoreconstructit・Afterthat,boththeToyotaMotorCo．
(ＴＭＣ)andtheToyotaMotorSalesCo.(ＴＭＳＣ)hadengagedinoverseasproduction 
activities，ｔｈｏｕｇｈＴＭＳＣｈａｄｍａnagedexportsmainly・TMSChadtakenpartin
negotiationwiththegovernmentintheprocessofchangingfromexportstoknock‐ 
downassembly・ＴｈｅｙｓａｉｄｔｈａｔＴＭＳＣｈａｄｈａｄｃｈａｒｇｅｏｆplantoperationduetothe

smallscaｌｅｏｆｐｒｏｄｕｃｔｉｏｎｉｎｓｏｍｅｃａｓｅｓＯｆcourse，TMChadsupportedthelocal 
plantsoperationthroughsettingaspecialdivisionandｓｅｃｔｉｏｎｆｏｒｉｔＴｈｅｔｗｏｃｏｍ‐ 

paniesmergedinl982，aftera32-yearseparationThecompanyhistryreportsas 
follow：“Todeveloptheirinternationaloperationsandtomakedecisionsmore 

quickly,however,ａｎｅｅｄｈａｄｅｍｅｒｇｅｄｔｏｉｎｔｅｇｒａｔｅｔｈｅｆunctionsofbothcompanieｓ 
ａｎｄrestructuretheneworganization''5)．Sointernationalizationstimulatedthe 

merger､However,thereluctanceofToyotacontinuesnowThoughbothNissanand 

HondahavesetupregionalheadquartersinNorthAmericaandEurope,Ｔｏｙｏｔａｈａｓ 
ｎｏｔｓｅｅｍｅｄｔｏｔａｋｅａｓｔｅｐｔowardsit 

InToyota，overseasactivitiesarecontroledbyseveralDepartmentsincludingthe 
OverseasOperationsDepartmentoftheheadquartersinJapan・Asamatteroffact，
theregionalheadquartersofNissaｎａｎｄＨｏｎｄａａｒｅｉｎｃｈａｒｇｅｏｆａｄｊｕｓｔｍｅntof 

managerialmattersamongtherelatedcompanieslocatedwithinthesameregion 

ratherthanfUnctioningasrealregionalheadquarters・EventhoughJapanesehead

quartersｏｆｔｈｅｔｗｏｃｏｍｐａｎｉｅｓｓｅｅｍｓｔｉｌｌｔｏｐｌaydecisiverolesinmanagingoverseas 
activities,ｔｈｅｙｈａｖｅｔａｋｅｎａｓｔｅｐｔｏｐｒｅｐａｒｅｆｏｒfurtherglobalization､Toyotashould 
cometogripswithorganizationalmeasuresforglobalizationinthenearfuture 

Toyotawasreluctanttosetaboutlocalproductionindevelopedcountries,compar‐ 
ingwithNissanandHondaBecauseToｙｏｔａｈａｄｓｔｕｃｋｔｏｔｈｅｈｏｍｅｍａｒｋｅｔａｎｄ 

avoidedsuchariskybusinessasproductionindevelopednationsltwasbehindnot 

onlyinlocalproductionbutalsoinsettingupregionalheadquartersOfcourse， 
NissanandHondahadtheirownincentivestogoabroadpositively・Nissanhadbeen

behindwithToyotainhandlinghomemarket,soittriedtorecoveritssalesshareby 
includingforeignmarkets・Inaddition，thethenpresidenthadapositiveattitude
towardsoverseasproduction.Hondahadadifficultyinincreasingitsmarketsharein 

automobilesathome,becauseofalatestartinautomobileproductionlnaddition,it 

hadexperienceinmotorcycleproductionabroadandyoungmanagerstookan 
aggressivestrategyforglobalizationToyotahadaprudentstrategy，avoidingprob‐ 
ableriskybusinessandattachedgreatimportancetothedomesticmarket､Butafter 

enteringintotheUS.，ithasbeenrecoveringfrombackwardnesswithpotential 

advantagesRegardingtoplantoperation，itappliestheuniqueproductionsystem 
positivelyasyouseeatthenextchapter・Toyotadevelopedauniqueprpduction
system，ｄｉｆｆｕｓｅｄａｔｈｏｍｅａｎｄｅｖｅｎｉｎｔｈｅｗｏｒｌｄｌｔｉｓｐｏｓｓｉｂｌｅｔｏｉｎｆｅｒｔｈａｔｔｈｅ 

ｒｅｌuctanceisconsistentwithpositiveapplicationofitsuniqueproductionsystem、
Becauseofuniquenessofthesystembasedonculturalandhistoricalbackgroun｡， 
Toyotahesitatedtogoabroadandapplieditpositivelyinordertoretaincompetitive 
advantageafterstartinglocalproduction． 
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3.FouroverseasmanufacturingplantｓｏｆＴｏｙｏｔａ：``ApplicationoftheToyota 

ProductionSystem', 

Toyotaproducesautomobiles,trucks,andpartsat35plantsin26countriesinclud 

mgthroughlicensingagreement,jointventure,andindependentoperationaswellas 

plantsunderconstructionlikeiｎＵＫ・Ofthose，Ihadachancetovisitfourplants，

whichlocateintheU.Ｓ,Canada,andTaiwan,startedoperationinl980s(Table２)． 

Herelwouldliketomakesureourresearchframeworkandresultoffieldresearch 

Statedatthefirstchapterofthispaper,theJapaneseMultinationalEnterpriseStudy 

Group,inwhichItakepart,hasdoneresearchonJapanese-affiliatedplantsinNorth 

AmericaThecentralthemeofthestudyishowtheJapaneseproductionsystemcan 

beeffectivelytransferredtoAmericanSociety,wherethesocio-culturalenvironment 

isdifferentfromthatinJapan・Wefocusedourconcernontheapplicatorysituation

ofthesystemwithrelationｔｏｌｏｃａｌｅｎｖｉｒｏｎｍｅｎｔｓＷｅｓｅｔ２３ｅｌｅｍentsinorderto 

quantifyandillustratemajorfindingsfromourfieldobservationandcreateda 

five-pointgradingtechniqueforeachelement・Withinthisranking,afive-pointscore

indicatesthehighestpossibledegreeofapplicationofJapanesesystemandaone‐ 

pointrankingindicatesthehighestpossibledegreeofadaptationtolocalenviron‐ 

mentsBythisranking，wecaneasilyestimateapplication-adaptationlevel，though 

notexactly､Inaddition,wearrange23elementsintwodifferentgroupsOneis“Six 

groupevaluation''inwhichweclassify23elementsintorelated6groupsAnotherone 

is“FourAspectsEvaluation'，ｉｎｗｈｉｃｈｗｅｃｌａｓｓｉｆｙｌ９ｅｌｅｍｅｎｔｓｏｕｔof23into4 

grOUPS6)． 

Onepurposeofthispaperistoshowpositiveapplicationofthesystem,ｓｏＩｕｓｅｂｏｔｈ 

ａｖｅｒａｇｅｐｏｉｎｔｏｆ２３ｅｌｅｍentsand“FourAspectsEvaluation，，here．“FourAspects 

Evaluation'，includes“Methods''，“Direct，'，“ＨｕｍａｎElements'，，ａｎｄ“MaterialEle‐ 

ments"：“Methods,，indicatestransferofJapanesesystemormethod,suchasjob 

Classifications,ＷａｇｅSystem,QualityControl，intotheplants.“Direct，，represents 

transferthatareready-made，suchasProductionEquipment，RatioofJapanese 
Expartriates,intotheplants・Weclassifythosefouraspectsinto“HumanMethods''，

`MaterialMethods'',“ＨｕｍａｎDirect'',ａｎｄ“MaterialDirect，',sothatwecanestimate 

applicatorysituationofthefourdifferentaspects(Ｔａｂｌｅ３ａｎｄ４)． 

Accordingtoourconclusion,theJapaneseplantsinNorthAmericaappliedthe 

Japaneseproductionsystemnotentirelybutselectively，dependingonacompany 
strategy・Attheindustriallevel,wecouldseethefollowingspecificfeatures・Ａｌlowme

tociteonlyconcludingtypes：Theautomobileassemblymdicates“highandmethods 

applicationtype，，，theautomobi1epartsindicates“highanddirectapplicationtype'，， 
thehomeelectronicsindicates“adaptationtype'',ａｎｄｔｈｅＬＣ・indicateｓ“directappli‐
cationandmethodsadaptationtype'，、Accordingtothisdisposition，theautomobile

assemblydisplayedatendencyforanapplication-orientationandappliedmethods 

positively,whichdoesn'tseemeasilyadaptabletodifferentenvironments（ｓｅｅｔｈｅ 

Ｔａｂｌｅ３)． 

Nowletmecomparetheaveragepointswhichwerecalculatedfor9Japanese 

affiliatedautomobileplantsinNorthAmericawiththepointsofthreeplantsof 
ToyotaFirst,Ｉｗｏｕｌｄｌｉｋｅｔｏｉｎｄｉｃａｔｅｔｈａｔｔｈｅｒａｔesofapplicationinmethodsofall 
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Table３．FourAspectsEvaluationofHybridModelforJapanese-AffiliatedPlanｔｓｉｎＮｏｒｔｈ 
Ａｍｅｒｉｃａ． 

Auto、
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１１ ＴＭＭＣ 

;■１コ!'i、
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MaterialDirect 
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Source： 

Notes： 

CalculationbyJapaneseMultinationalEnterpriseStudyGroup 

l)`Average，wascalculatedfor34Japanese-affiliatedplantsof4industries,suchasHome 

Electronics(９P1ants)，IntegratedCircuit（７Plants),AutomobileParts（９Plants),and 
AutomobileAssembly(９Plants)inNorthAmerica 

2)２３EIementsinclude①JobClassification,②ＷａｇｅSystem,③JobRotation,④Educa 

tion＆Training,⑤Promotion,⑥RoleofSupervisor1⑦ProductionEquipment,⑧ 
QualityControl,⑨Maintenance,⑩PIantOperation,⑪LocalContent,⑫Suppliers,⑬ 
ProcurementSvstem,⑭SmallGroupActivities,⑮InformationSharing,⑯Unity,⑰ 
EmploymentPolicy,⑱EmploymentSecurity,⑲Union,⑳GrievanceSystem,⑪Ratio 
ofJapaneseExpatriates，⑫DelegationofPower,⑳ManagerialStatusofLoca］ 
Managers 

3)HumanMethodsinclude①,②,③,④,⑤,⑥,⑭,⑮,⑯,⑬,ａｎｄ⑳、

4)MaterialMethodsincIude⑧,⑨,ａｎｄ⑬、

5)HumanDirectincludes⑪RatioofJapaneseExpatriatesand⑳ＭｎagerialStatusof 
LocalManagers 

6)Materia]Directincludes⑦ProductionEquipmel1t,⑪LocalContent,ａｎｄ⑫Suppliers、
7)MethodsincludeHumanMethodsandMaterialMethods 

8)DirectincludesHumanDirectandMaterialDirect． 

Table４．FourAspectsEvaluationofHybridModelforJapanese-affiliatedAutoＰｌａｎｔｓｉｎ 
Ｔａｉｗａｎ． 

r1 

L｣ 

Source： 

Notes： 

CalculationbywTiterandProfltagaki(SaitamaUni） 

l）‘Avarage,wascalculatedfor5Japanese-affiliatedplantsinTaiwan 
2）OtherｒｅｍａｒｋｓａｒｅｓａｍｅａｓｉｎｔｈｅＴａｂＩｅ３． 
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thethreeplantsexceedtheaveragepointof9plantsNamely，eventhoughthe 
average“Methods''ratingis3､5,thatofthethreeplantsexceedsthepoint；ＮＵＭＭＩ 
(NewUnitedMotorManufacturing,Inc.)ｉｓ3.6,ＴＭＭ(ToyotaMotorManufacturing， 
Ｕ､S､Ａ､,Inc.)ｉｓ3.7,ａｎｄＴＭＭＣ(ToyotaMotorManufacturingCanadalnc.)ｉｓ3.6.In 

addition,thepointsofthreeplantsin“HumanMethods，，ｅｘｃｅｅｄｔｈｅ３６ａｖｅｒａｇｅｂｙＯ． 
ｌｏｒ0.2ｏｆａｐｏｉｎｔ・However,ｅａｃｈｐｌａｎｔｓｈｏｗｓｓａｍｅ３､３ａｓｔｈｅａｖｅｒａｇｅｉｎ“Material
Methods'，、Inotherwords，ahigherdegreeofapplicationin“HumanMethods'，

contributestoahigherthanaveragｅｄｅgreeofapplicationinall“Methods"､Second， 

ｐｌａｎｔｓｏｆＴｏｙｏｔａｓｈｏｗａｈｉｇｈｒａｔｅｏｆａpplicationinthe“Direct（readymade)'， 

category,eventhoughitisdisperse・Whereastheaveragein“Direct',ｉｓ3.4,twoplants

exceedit；ＴＭＭｉｓ３６ａｎｄＴＭＭＣｉｓ４０・ＴＭＭａｎｄＴＭＭＣｗｈｉｃｈａｒｅｎｅｗｌｙ
ｃｏｎｓｔｒｕctedingreenfieldsexceedtheaveragepoint・Third,accordingly,theratingfor
twoplantswhicharewholly-ownedexceedstheaverageinboth“Methods，，ａｎｄ 

"Direct''､Asaresult,regardingtotheaveragepointof23elements,whiletheaverage 
of9plantsis35,thewholly-ownedtwoplants,ＴＭＭａｎｄＴＭＭＣ,whichａｒｅ３．７ａｎｄ 

3.8,surpassit,ＮＵＭＭＩ,ajointventure,islessthantheaveragebyqlpoint、

HowaboutinTaiwan?ItisveryinterestingthattheTaiwaneseplantofToyotahas 

almostsametypeofapplicationasTMM・Theaverage23elementsforfiveJapanese‐
affiliatedplantsisa3，ｗｈｉｃｈｉｓｌｅｓｓｔｈａｎｔｈｅａｖｅｒａｇｅｉｎＮｏｒthAmerica・Thisis

becauseallTaiwaneseplantsarejointventures,localizationofmanagementgoes 

forwardmorethaninNorthAmerica,anddifficultyinadoptionofJapanesetype 

procurementsystemduetoalackofreliablepartsmarkers・Nevertheless,theaverage

in“Methods,'ｉｓ3.5,ｗｈｉｃｈｉｓｔｈｅｓａｍｅａｓｉｎＮｏｒｔｈＡｍｅｒｉｃａ・Theapplicationrelated

tohumanmethodsisreceptivesmoothlyinTaiwan,contrarytoourgeneralexpecta・

tionstemmingfromashorthistoryofautomobilemanufacturingKouzui（Kouzui 

Motors,Ltd.)ｉｓａｔｔｈｅ３９ｐｏｉｎｔｉｎ“Methods'，,whichexceedstheaverageby0.4ofa 

point．“HumanMethods，，getsanunusuallyhigh4､０，whichsurpassesnotonlythe 

TaiwaneseaveragebutalsothatofNorthAmerica・Inaddition,ｔｈｅ“Direct，'category

ratedhighata4,whichgoesfarbeyondtheavｅｒａｇｅｏｆ２､7.Asaresult,theaverage 

(２３elements)ofKouzuiisa7andexceedsthetheaverageoffiveplantsby0.4point、

InsumminguptheapplicationsituationsforfourplantsinNorthAmericaand 

Taiwan,firstly,ｆｏｕｒｐｌａｎｔｓｓｈｏｗｈｉｇｈｒａｔｅｏｆｏｆａｐｐｌicationbothintheaverageand 

in“Methods，'，especiallyin“HumanMethods''．ＴｈｉｓmeansthatToyotaappliesits 

uniqueproductionsystempositivelyinordertoretainthecompetitiveadvantagem 

foreigncountriesSecondly,ｔｈｒｅｅｐｌａｎｔｓｅｘｃｅｐｔｆｏｒＮＵＭＭＩａｌｓｏｓhowhighratesof 

applicationinthe“Direct”category,HighratesofapplicationinJapanesemethods 

accompanieshighratesofapplicationin“Direct''，whichmeanstransferofready‐ 
madefeaturesintoloca］plantsfromJapan，Inotherwords，“Direct'，supportsthe 

applicationof“Methods''、Thirdly,ｂｏｔｈＴＭＭａｎｄＫｏｕｚｕｉｈａｖｅａｓａｍｅｔｅｎｄｅncyof

application、ThispossiblysuggeststhaｔｗｈｅｎＴｏｙｏｔａｐｕｔａｇｒｅａｔｄｅａｌｏｆｅｆｆｏrtin

applicationoftheuniqueproductionsystematlocalplants，thisapplicationtype 

appears，Iwouldliketoexplaintheapplicationsituationsforfourplantsmore 

concretelybyfocusingonsuchelementsasworkorganization，productioncontrol， 

laborrelations,andJapaneseexpatriates 

AsforNUMMLatfirst,Ishouldstatetheprocessofentry・Toyota,whichwas

extremelycautiousinanythingandwasespeciallynegativeaboutstartinglocal 

productioninthedevelopedcountries,agreedtoajointventurewithoneoftheBig 
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Threeonstartingproductionthere、Theywereunabletoreachanagreementfora
jointventurewiththefirstcompany,Ford,whichtheyhadselectedtonegotiatewith 
andthenconcludedadealforajointventurewithGM(ShishidoandKusama,1988)． 

TheAmericanpartnerleavestheoperationoftheplanttoToyota,ｂｅcausetheyhope 

tolearnaboutJapanese-stylemanagementandrelyuponthesmallcarmodel 

producedthere7).Ｏｎｔｈｅｏｎｅｈａｎｄ,Toyotadidnotneedtoconstructaplantandcould 
reducethecostofprovidingmachineryintotheplant,becausetheyemployeduseful 

machinerythatalreadyexisteddirectlyintooperationButontheotherhand，ｔｈｅｙ 

ｈａｄｔｏｅｍｐｌｏｙｆｏｒｍｅｒｗｏｒｋｅｒｓｗｈohadbeenlaidoffaswellasacceptthelaborunioIL 

ThenToyotahiredaformerSecretaryofLaborasanadvisorwhoactedasan 

intermediaryintalksｂｅｔｗｅｅｎｔｈｅｃｏｍｐａｎｙａｎｄｔｈｅＵＡＷ・Bothpartiesbasedtheir

strategyontheconceptofmutualtrust・Theythenagreedthatapriorityforhiring

formerworkers,ｊｏｂsecurity,simplificationofjobclassifications,adoptingteam 

system,andanimplementationofjobrotation,etc8〕、

Uponreopeningtheplant，theyusedmostlyoldfacilities，includingpainting 

machines，exceptfortheconstructionofanewstampingshopandtheadditionof 

somerobotsintheweldingshop・Ｔｈｅａｓｓｅｍｂｌｙｌｉｎｅｗａｓｓｈortenedbyonethird，

becauseitwastoolongfortheJapanesesystem,Theydidnotprovidenewmachinery 

intotheplant,becausetheydidnothaveastrongmoｔｉｖａｔｉｏｎｔｏｄｏｓｏｄｕｅｔｏｔｈｅｆｏｒｍ 

ｏｆｔｈejointventure,Buttheyadoptedtheuniqueproductioncontrolsystempositively・

TheyintrodudedtheJust-In-Timesystemwhichminimizesstocｋｓａｎｄ`Jidoka',which 

meansapolicyofsettingonlysuchmachinesaswouldnoticemalfunctiontostop 

automaticallyandoflettingworkersstoptheassemblylinewhentheynoticeddefects・

TheyadoptedsuchaHexiblesystemthatworkerswouldperformmutiplejoｂｓａnd 

evenshiftpositionsinordertoimplementtheproductionsystemTheychangedthe 

traditionalworkorganizationbywhichaworkerperformsonlyoneassignedjob 

repeatedly,aninspectorchecksqualityofgoodsspecially,andanindustrialengineer 

setsproductionstandards､Simplificationofjobclassificationsisanecessarycondi‐ 

tionforreformingthetraditionalｗｏｒｋorganizationJobClassifications,ｏｎｗｈｉｃｈ 

ｂｏｔｈｐａｒｔｉｅｓｈａｓｒｅｌｉｅｄｉｎｔｈｅＵＳ.，decidehourlywageratesandmakearouteof 

promotionwithinclassificationstogetherwithseniority､ＩｔｗａｓｆｏｒｔｕｎａｔｅｆｏｒＮＵＭＭＩ 

ｔｏｈａｖｅａｍodeltochangeit・GeneralMotorshasalreadyimplementedbothsimplifi‐

cationofjobclassificationsandteamsystematsomeplantscopiedfromScan 

dinavianexperiments、

Newjobclassificationsformonlyoneproductioncategoryandtwomaintenance 

categories,whichweretraditionallynamed“skilledtrades，'・Basedonthisreforma‐

tion,theyintroducedateamsystemmodeledaftertheJapanesegroupworksystem 

LeadersaredelegatedtherighttocontrolordinaryworkandmanageworkersThus 

theyadopteduniqueworkorganizationwhichentrustsrightsrelatingtomanufactur‐ 

ingautomobilestoworkersandleadersinshopfloor・Accordingly，ｗｏｒｋｅｒｓｉｎｔｈｅ

ｓｈｏｐｆｌｏｏｒｎｏｔｏｎｌｙｐｅrformhisdirectworkbutalsohavesomeresponsibilityin 

qualityandmaintenanceofmachinesOfcourse,therearespecialdivisionsofquality 

controlandmaintenanceThenewsystemmakesitpossibletobroadeｎｏｎｅ'sresponsi‐ 

bilitiesbycrossingtraditionaljobboundariesWorkersarerequiredtodojobrotation 

withinateaminordertobemulti-skilledworkersandtoavoidmonotony、Leaders

checkworkers，progressinskillTogetherwiththisreformationofthetraditionaljob 

classificationssystem,theyputalimitonoperationofseniority・Seniorityiseffective
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indeterminationofvacation、Butpromotion，shiftpreference，andtransferare

determinedprimarilybyability,ａｎｄifthisisequalamongapplicants,thenseniority 
becomeseffective・

IwouldliketoexplainpromotiontoteamleaderhereAteamleaderisamember 

ofso-calledhourlyworkers,ｔｈｕｓｂｅｉｎｇａｂｌｅｔｏｂｅａｕｎｉｏｎｍｅｍｂｅｒ､Soitisdifficultto 

adoptsuchaJapanesewayofpromotionthatdirectsupervisorrecommendsa 

candidate,afterthat,managersapprovehimWhenavacancyoccurs,theyannounce 
ittoteammembersassignedtothegroup（ofbothdayandnightshifts）ｗｈｉｃｈｉｓ 

ｆｏｒｍｅｄｂｙｔｅａｍｓ､Ｉｔｓｅｅｍｓｎｏｒｍａｌｔｏａｎｎｏｕｎｃｅｉｔｔｏｔｅａmmemberswithinthegroup， 
becausetheworkershavethenecessaryskillslfthereisnoapplicant,thenitextends 
tosectionmembers.Ａjointselectioncommitteecomposedofequalnumbersof 
companyandunionrepresentativestakesresponsibilityforinterviews，testand 

selectionTheyhaveawrittenstandardtoevaluateworker'ｓability；suchasperfor‐ 
manceoftasks，administrativeabilityincludingworkassignment，communication， 
experienceandknow]edge,attendancerecordandparticipatorｙａｔtitudeasmanifest‐ 

edinsuggestionmakingetc・Thecommitteemakesanassessmentforapplicants
basedonthestandardSelectionisdecidedbasedontheassessmentandifapplicants 
havethesameability,thensenioritybecomeseffective,Theymakeanagreementwith 

theunionwhichsolvesproblemswithincompanywheneverpossible・Theysetupa
labor-managementconferencesystemwhichassurescommunicationbetweenboth 

partiesasidefromcollectivebargaining、

Regardinggrievanceprocedure，thereisapolicytoresolveproblemsattheshop 
floorlevelthroughtalksbetweenworkersandleaderswithoutgoingthroughthe 
formalgrievanceroute・Ｒａｒｅｃａｓｅｓｇｏｔｏｔｈｅｆｉｎａｌｆｏｕｒｔｈｓｔｅpofoutsidearbitration
Inaddition,theyrestrictarbitrationitems：Wage,productionstandards,healthand 

safetyarenotarbitrablｅｌｎｔｈｅｃａｓｅｏｆｔｈｅＢｉｇＴｈｒｅｅ,unionshavekepttherightto 
resorttostrikesevenduringthetermsofcontractregardingtosuchitemsasproduc 

tionstandards,andhealthandsafety,becausemanagershaddecidedtochangework 
loadbychanginglinespeedunilaterallyafterestablishmentofFordism､Apartfrom 
suchgeneralagreementsｂｅｔｗｅｅｎｔｈｅＢｉｇＴｈｒｅｅａｎｄｔｈｅＵＡＷ，ｔｈｅｌｏcalunion 

sanctionedabandonmentoｆｔｈｅｒｉｇｈｔｔｏｓｔｒｉｋｅｉｎｔｈｏｓｅｉｔｅｍｓ、However，thetwo

partiesmayaskforaresolutｉｏｎｂｙｂｏｔｈＮＵＭＭｒｓａｄｖｉｓｏｒｗｈｏｗａｓｆｏrmerSecretary 
ofLaborandrepresentativeoftheUAWregion，iftheycouldnotsolveproblems 

regardingproductionstandards､Thisframeworkoflaborrelations,bywhichmanage‐ 
mentrequiresaconsensuswiththeunionthroughcontinuoustalksonissuesincluding 
productionstandards,becomesamodelforotherJapanese-affiliatedunionizedauto‐ 

mobileplantsAlso1theagreementsupportsclearlyjobsecurity,sothismanagement，s 
positioｎ,ｗｈｉｃｈｄｏｅｓｎｏｔｓｕｐｐｏｓｅｌａｙ－ｏｆｆｓａｌｔｈｏｕｇｈｉｔｒｅｓｅｒｖｅｓｔｈｅｒｉｇｈｔｔｏｕｓｅｉｔafter 

everyotherpossibleefforthasbeenmade，mayberesponsiblefortheirsuccessin 

gettingagreeableresponsebytheuniontoaflexibleworkOrganization(Brownand 
Reich,1988)． 

Last,IshouldmentionJapaneseexpatriateshereEventhoughthereareclear 

parallelsregardingworkorganization,productioncontroLprocurementofparts, 

groupconsciousness,ａｎｄlaborrelationsamongJapanese-affiliatedplantsinNorth 

America,thenumberandroleofJapaneseexpatriatesaredifferentforeachcompany、

Therearethreedifferenttypesamoｎｇｔｈｅｍ：(1)HondasendsalotofJapanese 
reaching4or５％ofallemployees；andtheyarepostedatformalhighermanagements 
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levelsaswellasinadvisorypositions(2)Nissansendsanextremelysmallnumberof 

Japanese,whoconstitutelessthan1％ofallemployees,andtheyarestationedas 

adviserstolocalmanagerslncontrast，（３）Toyotasendsarelativelymoderate 

numberofJapanese,constitutingaboutlor2％ofallemployees,andtheyareposted 

atbothformalmanagementpositionsandadvisorypositionsAlmostallJapanese‐ 

affiliatedplantsbelongtothistyｐｅＬｏｏｋｉｎｇａｔＮＵＭＭＩ，thereare34Japanese 

expatriates,comprising1.2％ofallemployees・Positionstheyfillrangefrompresident

andsomevicepresidentsandseniormanagersandadvisorstoo、

Thus,ｔｈｅｍａｎａｇｅｍｅｎｔｓｙｓｔｅｍｏｆＮＵＭＭＩｏｆｆｅｒｓａｍｏｄｅｌｆｏｒｆｏｌｌｏｗｉｎｇｔｗｏｐｌａｎｔｓ 

ofToyota，ｏｆcourse，therearesomedifferencesintheformofentry，capacity， 

unionization,ｅｔｃ 

ｌｔｉｓｎｏｔｃｌｅａｒｗｈｅｔｈｅｒｏｒｎｏｔＴｏｙｏｔａｈａｄａｐｏｌｉｃｙｔｏｂｕｉｌｄａｎｅｗｐｌａｎｔｉndependent‐ 

ly,aftertheygotanagreementofjointventuｒｅｗｉｔｈＧＭ・Imightsupposethatless

riskychoiceofjointventureincludedapossibilityofindependentoperationthrough 

gainingexperienceinplantmanagementintheU・ＳＡｓａｍａｔｔｅｒｏｆｆａｃｔ，Toyota

decidedtobuildplantsbothｉｎｔｈｅＵＳ、ａｎｄCanada，becausetheycouldnotonly

extendtheirsalesshareｉｎｔｈｅＵ.Ｓ,marketduetoarenewalofthevoluntaryexports 

restriction,butalsoservedtofumishlocalproductionforthedealershavingappre‐ 

hensionsofadecreaseintheirmarketshareowingtoashortageofproductsOnthat 

occasion，thechancetogainexperienceinplantoperationhelpedthecompanyto 

reachthedecision,becausetheywouldbeassuredcapabilitytoapplytheirunique 

productionsystemthere・IIIFebruaryl985,ToyotaorganizedateaminitsOverseas

ProjectOfficetostudythepossibilitiesforindependentproductioninNorthAmerica 

lnJulyl985,theyformallyannouncedthecompany，sdecisiontobuildplantsintheU・

SandCanada9).TMMoneofthem,appliesitsuniqueproductioncontrolsystem 

positively,Whatismore,theyapplyitwithrevisionsthatconsiderlocalmanagerial 
enviranmentsratherthandirecttransfer・

Regardingplantstructure，shopsarecomprisedofsuchintegratedprocessas 

stamping，welding，painting，ａｎｄａｓｓｅｍｂｌｙａｓｗｅＵａｓｐｏｗｅｒｔｒａｉｎｓｈopproducing 

enginesandaplasticsshop・MainfacilitiescomefromJapan，modeledafterthe

motherplantproducingthesameautomobile,aftersometrialoperation・Ｔｈｕｓｗｅｃａｎ

ｂｅａｓｓｕｒｅｄｏｆｔｈｅｃｏｍｐａｎｙ，sprudentpolicytobringnewbutconfirmedfacilitiesinto 

theplantandproduceexistingmodello)． 

Ｔｈｅｒｅａｒｅ７２Japaneseexpatriatescomprising24％ofthetotalemployees・The

numberandpercentageareinintermediaterangeforsuchplants,betweenNissanand 

Honda,ConcerningadministrativeorganizationJapaneseexpatriatesholdpositions 

aspresident，onevicepresidentandsomeseniormanagers，butotherresponsible 

positionsaregiventolocalmanagers・Eveninthelattercase,Japaneseexpatriates

takepositionsaspartnersforthem,andteachthemJapanese-stylemanagement、

ＴＭＭｆｏｌｌｏｗｓＮＵＭＭＩ，smanagementsystembasicallyregardingworkorganiza‐ 

tionandgroupconsciousness，ｂｕｔｔｈｅｒｅａｒｅｓｏｍｅｒｅｖｉｓｉｏｎｓｉｎｔｅｒｍsofapplication 

First，theprudentpoHcyappearedinhirin9．Theyhiredemployeesthroughcareful 

selectionprocedurescomposedoffivesteps,andmosthourlyworkerscamefromthe 

localarea，Kentucky・Theyputagreatimportancetopotentialandunderstanding

ratherthanexperienceorskillasselectivefactorsAsaresult,notasmallnumberof 

hourlyworkershadcollegedegrees・Itseemsthattheyexpectedhourlyworkerstobe

multi-skilIedandtakepartinKaizenactivities(continuousimprovement).Inaddition， 
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theypromotedhiringminoritiesandwomenpositively，andplacedthemnotonlyin 
productionjobbutalsomaintenancejob・

Second,theyhaveaninterestingtrainingandeducationproject､Theyhiredrather 
largernumbersofmaintenanceworkersthanhadtheotherplantsinordertoimple 
menttheiruniqueproductionsystem,andgivethemasystematictrainingplan,The 
trainingschemewaswritteninJapanatfirst,whereworkersmasterintuitionandthe 

artofefficientlaborthroughOn-the､Job-Training・ThiswaslaterrevisedintheUS・

Itsubdividestasksofmaintenanceinto27thousandelementsandregroupsitinto7 
stepssystematicallysothatworkerscanmasteritthroughtrainingatthetraining 
centerwithintheplantduringthreeyears 

Third,theyintroduceanextremelyuniquewagesystemThatistosay,onepartof 
thewageisslightlydeterminedbyperformanceevaluationThｉｓｉｓｔｈｅｓolecase 

amongtheJapanese-affiliatedplantsinNorthAmerica､UAWhadcriticized“favorit‐ 

ism'，bymanagerswhichhadcauseddiscriminationamongworkers、ＳｏＵＡＷｈａｄ

ｄｅｎｉｅｄｐｉｅｃｅｒａｔｉｎｇｗｈｉｃｈmadepossiblefavoritismandassertedsimplehourlyrate 
OtherJapanese-affiliatedautomobileplantsavoidadoptingperformanceevaluation 

whichcauseswagedeferenceamongworkerswhetherornottheyhavｅａｎｕｎｉｏｎ， 
consideringtheadversaryhistoryofwagesContrarytothis，TMMadoptsperfor‐ 
manceevaluationslightly､Namely,performanceevaluationhasimpactｎｏｔｕｐｏｎｔｈｅ 
ｂａｓｅｗａｇｅｂｕｔｕｐｏｎｐａｒｔｏｆａｎａwardThebasewageisdeterminedbytｈｅｊｏｂａｎｄａ 
ｐａｒｔｏｆａｎａｗａｒｄｐａｉｄｔｗｉｃeayearisdeterminedbyperformanceevaluationThey 
paytheawardforl5％ofannualearnings､１４％ofthatisdeterminedbyproductivity， 
quality,safetyandattendanceatacompanylevelandonly1％isdeterminedby 
performanceevaluationTheevaluationboｔｈｂｙｇｒｏｕｐｌｅａｄｅｒａｎｄｔｅａｍｍｅｍｂｅｒｓ 

ｃontributesequallytoit・Thustheevaluationbyteammembersandgroupleaders
havingarightofworkermanagementdistributestheeffectequally､Thereasonfor 
introducingitexplainedbyamanagerwasthatwagesshouldreflectdifferencesin 

skilLworkload,ａｎｄattendance・Eventhoughmanagersaskedworkerstorotatejobs
inordertoequalizeworkandtobemulti-skilled,thosedifferencesremain,Ifperfor‐ 
manceevaluationdecidesbasewage,unrecoverablewagedifferencewilloccur・So
thisfunctionbecomepartofthebonus 

Fourth,regardingworkers'movementwithintheplant,theychoosebasicallysame 
systemaｓｉｎＮＵＭＭＬＪｏｂｒｏｔａｔｉｏｎｉｓｏｒｄｅｒｅｄｂｙgroupleaderswhohavearightto 
assignwork,andworkersrotatejobswithinteamregularlyevery2orlhour,directed 
byteamleadersinpracticｅＡｔｔｈｅｔｉｍｅｗｈｅｎｗｅｖｉｓｉｔed,ｅａｃｈｗｏｒｋｅｒｗａｓａｓｋｅｄｔｏ 

ｍａｓｔｅｒｔｈｅｔasksofatleasttwopersons，andgroupleaderskeptarecordofskill 
progress，composedoffivesteps、ＴｈｅｙｃｏｕｌｄｎｏｔｆｏｒｍｔｈｅｓａｍｅＫａｉｚｅｎｔeams

composedofproductionworkersandmaintenanceasinJapan,becauseofdemarca‐ 

tionbetweenthembasedonwagedifferenceSotheyorganizedataskforcetypeteam 
fortheKaizenteamformedfrommaintenanceworkersConcerningpromotionfrom 
workerstoleaders，ｔｈｅｙｄｉｄｎｏｔａｄｏｐｔｔｈｅＪａｐａｎｅｓｅｗａｙｏfrecommendationof 
candidatesbytheirdirectsupervisorsThatistosay，afterpostingthevacancy， 
workerstakeapplications,andafterthatapplicantsaregiventrainingThemanager 
decidesonpromotionaccordingtotheresultsoftrainingandaninterview，Inthis 
case，iftotalpointswereequal，seniorityiseffective 

Atlast,theyputagreatimportancetoproductionmanagementbyprovidinglarger 
staffthaninJapanforenrichmentoflogistics・Duetoalackofcontinuousdelivery
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ofgoodqualityparts1themotherplantinJapanpreparesforsendingpartsunremit‐ 
tingly､Thoughtheyapplytheiruniqueproductionsystemwithinplantoperation,they 
cannoteasilyaskpartsmakersforaJust-In-Timedelivery・Sotheystarttointroduce
multi-deliveryfromJapanese-affiliatedpartsmakers 

ToyotaannouncedtheconstructionofaCanadianplaｎｔａｔｔｈｅｓａｍｅｔｉｍｅｗｉｔｈｔｈｅ 

Ａｍｅｒｉｃａｎplant,aimingtosupplyautomobilesfortheNorthAmericanmarketfrom 

threeplantsl1),TMMCstartedoperationinl988witharathersmallercapacityof50 
thousandcarsayear,consideringthenarrowmarketinCanada， 

Thestructureoftheplantiscomposedofstamping，welding，painting，andan 
assemblyshop・Heretheydidnothaveanadventurei、producinganewautomobile

modelorinstallingnewfacilities・Theyproducetheirdomesticcompactbestseller0
theCorolla・Regardingfacilities,theyinstalledatandemtypeofpressmachinesatthe

stampingshop・Thoughtwenty-onerobotsareinstalledattheweldingshop,therate
ofautomatizationremainsａｔ３８％､TheydecidedtokeepitatalowerleveLbecause 
ofthesmallerscaleofcapacityanddifficultyinhiringskilledworkers・Whereasthe

flexiblebodyline,whichisthestate-of-the-artweldingmachineinthemostimportant 
processofwelding，isinstalled，theyhavestrongconfidenceinitsoperationThis 

machinehasbeenuｓｅｄａｔｔｈｅｍｏｔｈｅｒｐｌａｎｔｉｎＪａｐａｎＴｈｅａssemblyshopinstalled 
relativelyｆｅｗｒｏｂｏｔｓａｎｄｉｓｃｏｍｐｏｓｅｄｏｆａｈｕｎｄｒedworkstationswhicharesmaller 

thantheotherplants,duetosmallercapacity、Inoticedhalf-manufacturedautom０．

bilesdisplayedwithintheplantsothatnewemployeescanlearntheinnermechanism 

oftheautomobile,Alsotherearesomeplaceswhereworkerscanpracticefastening 
bolts 

WorkorganizationandgroupconscioｕｓｎｅｓｓａｒｅｂａｓｉｃａｌｌｙｔｈｅｓａｍｅｉｎＮＵＭML 
Thereareonlytwojobclassifications,namelyaproductionteammemberanda 

maintenanceteammember,beingmuchmoresimplifiｅｄｔｈａｎｔｈｅｃａｓｅｏｆＮＵＭＭＩａｎｄ 

ＴＭＭ・Theydonotadoptperformanceevaluationforhourlyworkers、Ａｔｅａｍｉｓ

ｃｏｍｐｏｓｅｄｏｆａｂｏｕｔｆｉｖｅｍｅｍｂersandateamleadermanagesit・Agroupleader
controlssometeams・Groupleadershaveauthoritytoassignworkandteamleaders
CarryaSSignmentSOUtinPraCtiCel2)． 

Ｔｈｅｙrealize５０％oflocalcontent,whichisrequiredbythegovernment・Theybuy
mostpartsfromCanadianpartsmakersbecauseJapanese-affiliatedmakershave 

builtfewplantsinCanada・Thoughtheycanapplytheuniqueproductionsystem
withinplant,theycannotaskoutsidepartsmakerstomakeJust-In-Timedeliveries・

Asaresult,theymuststockpilemanymorepartsthaninJapan,Implementationofthe 
JITseemsmoredifficultinCanadathanintheUS・

Thereare31Japaneseexpatriates,reachingabout3％ofallemployeesAJapanese 
holdthepositionofpresidentandbothJapaneseandlocalmanagersholdother 
positions・Whenalocalmanagerisplacedataresponsibleposition,Japaneseactsas
apartnerandadviｓｏｒｉｎｔｈｅｓａｍｅｍａｎｎｅｒａｓｉｎＮＵＭＭＩａｎｄＴＭＭ・Thelaborforce

isanon-union，ｌｉｋｅＴＭＭ 

ＩｔｗａｓｎｏｔｅａｓｙｆｏｒＴｏｙｏｔａｔｏenterintoTaiwanAlocalcompanywhichgota 
licensingfromNissanhadmonopolizedtheautomobilemarketinTaiwaｎｆｏｒａｗｈｉｌｅ 

ａｆｔｅｒＷｏｒｌｄＷａｒｌＬＯｎｅｃｏmpanytowhichToyotajointedenteredthemarketin 
l968,ＴｈｅcompanysoldpartsofequitytoFord,soToyotaretreatedfromTaiwan、

Afterthat,theTaiwanesegovernmentembarkedonaprojecttoproduce200thousand 
Cars,modeledafteraKoreanpolicyforitsautomobileindustry､Toyotawasselected 
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asapatrneroftheproject・Buttheprojectwascanceled，becausetherewasa

considerablediscrepancybetweenthegovernmentandToyotaconcerningthedegree 

oflocalcontent，rateofproductexports，andtechnologytransfer，Afterthat，the 

governmentannouncedanewautomobileindustrypolicywhichincludedadecrease 

innecessaryrateofproductexportsinl985ThenToyotacreatedajointventurewith 

whicharelatedfirmofToyotaalreadyhadtiesl3L 

TherearetencarmakersandexcessivecompetitionaｍｏｎｇｔｈｅｍｉｎＴａｉｗａｎＴｈｅ 

ｓａｌｅｓｖｏｌｕｍｅofcarsisabout500thousandunits,includmgpassengercarsandtrucks， 

andofthatimportshavea40％shareThereexistnoplantswhichfulfillaproduction 

volumeofeconomiesofscale・Kouzuiistheninthentry，havinga40thousandunit

annualcapacity､Itisatypicalmulti-productsandsmallproductionvolumeplantM〕・

ＵｎｌｉｋｅｔｈｅｃａｓｅｉｎｔｈｅＵ.Ｓ，ｔｈｅｒｅｉsnoestablishedsystemlikeTaylorismand 

FordisminTaiwan・Also，partsmakershavenotbuiltup，duetoshorttermof

automobilemanufacturinghistoryTherefore，therearetwodifferentaspectsto 

applicationoftheJapaneseproductionsystem；ａｎeasyaspectandadifficultaspect、

IntheUS.,JapanesemanagershadtochangethesystemsformedunderTaylorism 

andFordisminordertoapplyJapanese-styleworkorganization,laborrelations,etc・

ＢｕｔｔｈｅｙｄｏｎｏｔｎｅｅｄｔｏｃｈａｎｇｅｓｕｃｈａｅstablishedsysteminTaiwanTaiwanese 

managementenvironmentsareveryagreeablewiththeJapanesesystem・Ｔｈｉｓmay

comefromlateindustrializatiｏｎｏｆＴａｉｗａｎｅｓｅｅｃｏｎｏｍｙａｎｄｃｏｍｍｏｎｃharacterin 

culturebetweenJapanandTaiwanThusapplicationoftheJapanese､stylework 

organizationandlaborrelationsisrelativelyeasy､Ontheotherhand,therearesome 

adverseconditions：ahighrateofturnover,ａｌａｃｋｏｆskilledworkers,andinsufficient 

qualityofparts・DuetosuchadifferentenvironmentｆｒｏｍｔｈｅＵＳ.，thewayof

applicationisalsodifferentinTaiwan 

lwouldliketoexplainworkorganization,productioncontrol，procurements,and 

Japaneseexpatriateshere・Because,asisthecasewithJapan,ａｓｙstemofstrictjob

classificationsｄｏｅｓｎｏｔｅｘｉｓｔｉｎＴａｉｗａｎ,thereisnoneedtochangeit・Therearethree

differentwagesystemsintheTaiwaneseautomobileindustry：(1)aranksandgrades 

systemsimilartothatofgovernmentofficials，（２）aJapanese-stylequalification 

systemcombinedwithseniorityandperformanceevaluation,(3)anAmerican-style 

job-basedwagesystemKouzuiadoptsatypicalJapanese-stylewagesystem,different 

fromthatoftheU､SPromotionisdeterminedbyrecommendationofacandidateby 

directsupervisoTandperformanceevaluationlnaddition，ateamsystemwas 

introducednaturallyandleadersaregivenrightsofproductioncontrolaswellas 

workermanagement・

TherearenodifficultiesinintroducingtheJapanese-styleworkorganizationin‐ 

stitutionallyinTaiwan・Ｐｒｏｂｌｅｍｓｏｃｃｕｒｉｎｗｏｒｋｉｎｇｏｆｔｈｅsystem・Atfirst,Kouzuihas

notstillimplementedjobrotationbecauseofhighrateofturnOver,Theirsismorelike 

aJapanesewagesysteminwhichseniorityisfunctionalasadeterminantUponthis 

system,thewagelevelatbiringremainsrelａｔｉｖｅｌｙｌｏｗ,ｓｏｉｔｄｏｅｓｎｏｔｓｕｉｔｎｅｅｄｓｗｅｌｌ， 

giventhehighrateofworkerturnover・ThoughtheyhadintroducedtheJapanese

wagesystemtocreateaproductiveworkorganization，Japanesemanagersare 

thinkingwhethertheirdecisionwasrightornot・Theproblemishowtodecreasethe

turnover・ＩｎｔｈｅＵ.S､,Japaneseaffiliatedautomobileplantssuccessfullykeepworkers

stayingwiththeirplants,partlybecausetheyselectedlocationsinruralareaswhere 

workersdonotmovefrequentlyandpart1ybecausetheypayamuchhigherwagethan 
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locallevelsassteptodealwithunionizationThesituationisnotthesameinTaiwan 

lnaddition,ｔｈｅｒｅｈａｓｎｏｔｂｅｅｎａｃｕｓｔｏｍａｍｏｎｇｗｏｒkerstoteacheachother,sothey 

mustbringsuchanewcorporatecultureintotheplantthroughtrainingandeduca‐ 

tionTheyhavesamesystemingroupconsciousness,laborrelationsasinJapan、

Regardingproductioncontrol，mainfacilitiescomefromJapanandincidental 

facilitiesareprovidedinTaiwanPaintingandassemblyshopsarerenovated， 

whereasstampingandweldingshopsarenewlyconstructedandlocatedclosetothe 

assemblyshop・TheyinstalltandemtypepressmachinesbeingusedinJapan・Few

robotsaresetattheweldingshoｐＯｎｔｈｅｏｔｈｅｒｈａｎｄ，theyintroducetheunique 

productionsystempositively,Managerssaythattheyhaveaself-confidenceinmost 

positiveapplicationoftheproductionsystemamongthecompany'sknocked-down 

typeplantsoverseasThecycletimeissixminutes,longerthanatJapaneseplants， 

becausebothpassengercarsandtrucksaremanufacturedonthesameassemblyline・

Theybringthestandardizedwork,qualitycontrolintotheplantfromJapan､Leaders 
havenearlymasteredhowto、akestandardizedworksheetsMostworkersmaster

theirtasksveryquicｋｌｙ,takingonlythreemonths・Whenlvisitedtheplant,Ihada

chancetoseeasheetindicatingthetimeofdiechangeltshowedalmostthesametime 

asinJapan・Workersconductthischangeverysmoothlyonceeveryhour・Even

thoughworkershavemasteredtheirtasksverｙquickly,theystillseemtolackastrict 

senseofmakinggoodqualityproducts・Manymoreadjustmentsareneededherethan

inJapanandlargernumbersofinspectorsareplacedintheplant・

Therearealsoproblemsinqualityoflocalparts,andcarefulattentionmustbepaid 

tothisToyotarequiredJapanesepartsmakerstoaccompanythem・Theyhavea

specialroomtodisplayparts,namingmakersproductswithmplant・Alsotheyhave
apolicytoencouragelocalpartsmakersthroughlongtermtrades,includingguidance 

forqualitycomparabletoJapanWhileusingKanbanswithinplants,theycannot 
applythisapproachtooutsidesuppliers 

Atlast,IshouldmentionJapaneseexpatriatesThesituationisalmostsameasin 

thecaseofNorthAmericanplants・Asalreadystated,allJapanese-affiliatedplants
arejointventureswithTaiwanesecapitalistsOffiveplantsvisited，threelocal 

partnershaveleadershipinmanagement,andJapanesepartnershavemanagingright 
attheothertwoplantswhichhaveenteredrecently・ＩｎｔｈｅｃａｓｅｏｆＫｏｕｚｕｉ,Toyotahas

leadershipmmanagementJapaneseexpatriatesnumber34persons,includingthose 
JapanesesentbyotherJapanesecompaniesjoiningit､Ｔｈｅｒａｔｅｏｆexpatriateshas 
reached2､４％ofallemployees,ｗｈｉｃｈｉｓｓａｍｅａｓｉｎＴＭＭ・Thechairmanoftheboard

isTaiwaneseandthepresidentisJapanese・Mainpostsaresharedbybothpartners．

4．Concludingremarks 

FeaturesofToyota，smultinationalizationshouldbecharacterizedasreluctance， 

prudenceindecisionmakingtogoabroad，andpositiveapplicationofJapanese 
productionsystem､IwouldliketomentionsomeconcludingremarkshereFirst，it 
laggedbehindNissanandHondainｍａｋｉｎｇｉｎｒｏａｄｓｉｎｔｏｄevelopedcountries・This

delayresultedfromitspolicytochooseexportationoffinishedproductsasan 
advanceintodevelopedcountriesinsteadofriskylocalproduction､Whatstimulated 
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itsstrategyfromexportstolocalproductionwasalimitationofexporｔｓｖｏｌｕｍｅｔｏｔｈｅ 

Ｕ・Sduetovoluntaryexportsrestrictionandanextensionofmarketsharethrough
localproductionbyNissanandHonda，especiallyHondaUponoccasionoflocal 

production,thecompanywasveryprudent・ＩｎｔｈｅＵＳ.,ａｔfirst,itselectedajoint
venturewithoneoftheBigThreeTheyusedaclosedplantoftheAmericanpartner， 
supplyingproductsforbothcompaniesAftermakingorganizationalrestructuringfor 
overseasactivitiesthroughamergerofTMC,theproductioncompany,andTMSC 

thesalescompany，theylaunchedintolocalproductioninNortｈＡｍｅｒｉｃａＴｈｅｎｉｔ 

ｄｅｃｉｄｅｄｔｏｂｕｉｌｄｔｗｏｐｌａｎｔｓｉｎｔｈｅＵＳａｎｄＣａｎａｄａ、ItalsolaggedbehindNissanin

localproductioninEuropeAplantinUKisunderconstructionnow・Threeplantsin

NorthAmericaareextendingcapacityorhaveannouncedaplantoconstructanother 

plant､ThoughToyotaisrecoveringfrombackwardnessinlocalproduction,itisstill 

reluctanttohavearegionalheadquartersNissanandHondabuiltregional 

headquartersintheUＳ・andEuropeandbegantodelegatepowersfromJapanto

themToyotacontrolsoverseasactivitiesthroughtheOverseasOperationDepart‐ 

ｍｅｎｔａｔｈｏｍｅ,stillshowingreluctanceinthisaspect・

Second,itappliedJapaneseproductionsystempositivelyinNorthAmericaand 

Taiwan・Accordingtoourevaluationpoints，fourplantsrecordedhighscoresof

application,especiallyｉｎ“Methods''commonly・Atthesametime,ＴＭＭ,ＴＭＭＣ,and

Kouzuishowedhighratesofapplicationofthe“Direct(ready-made)”category､This 

impliesthatahighrateofapplicationof“Methods，，accompaniesahighrateof 

applicatｉｏｎｏｆ“MaterialElements”ａｎｄ“ＨｕｍａｎElements''，whichmeansbringing 

"ready､made'，fromJapanintolocalplants，０ｒ“Direct”supportsahighrateof 

applicationｏｆ“Methods，'・Ｉｔｉｓｐｏｓｓｉｂｌｅｔｏｉｎｆｅｒｔｈａｔａｈｉｇｈｒａteofapplicationofthe

Japanesesystemandahighrateofapplicationoｆｂｏｔｈ“Methods，，ａｎｄ“Direct，， 

stemmedfromamanagementpolicyofToyotaBecauseToyotaputagreatimpor‐ 

tancembuildingthosethreeplants，afterhavingpreparedforpositiveoverseas 

activitiesthroughmergeroftheproductionandsalescompaniesThepercentageof 

Japaneseexpatriatesrangesfrom１．２％ｔｏ３．１％ofallemployees,beinganintermedi・

ateplacebetweenNissanandHonda・NissansentthesmallestnumberofJapanese

overseas,atlessthan1％・Contrarytothis,HondasentlotsofJapanese,reaching4

or5％ofitstotalemployees 

Third，Toyotashowednotonlypositiveapplicationbutalsoarevisedwayof 

applicationconsideringlocalmanagerialenvironments・AlthoughJapanesecom‐

paniesapplytheJapanese-stylemanagementtoretaincompetitiveadvantages,ifthey 

doitbyarevisedwayadaptingtolocalenvironments，itispossibletorealizethe 

applicationthroughalocalformlnaddition，iflocalmanagersrealizeitwithout 

Japanese,thisbecomesaidealtypeofapplicationasmultinationalenterpriｓｅｓｔｈａｔ 

ｍａｋｅｇｏｏｄｕｓｅｏｆｆｏｒｅｉｇｎｒｅｓourcesRevisedwayofapplicationdeservestomuch 

attentionhavingdirectionforthat・Howandtowhatextentlocalmanagerswillcarry

itoutistheproblem． 

Notes 

TheJapaneseMultinationalEnterpriseStudyGroup,towhichlbelong,conducb 

edfieldresearchonJapaneseaffiliated-plantsintheUS・ｉｎ1989.Theresultof

1） 
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theresearchwaspublished(ＡｂｏｃｔａＪ.,1991).Ａｌｓｏlhadachancetodoresearch 

ontheJapanese-affiliatedautomobileandelectronicsfirmsinTaiwanwithMr・

Itagaki,ProfatSaitamaUniversityinl990・Weevaluatedthehybridratioforthe

plantswhichwereshownintheTablｅ４Ｗｅｕｓｅｄｔｈｅｓａｍｅｃｒｉｔｅｒｉａｏｆｔｈｅｈｙｂｒｉｄ 
ｒａｔｉｏａｓｆｏｒｔｈｅＵ.Ｓ､plantsshownintheabovepublication 

IshouldexplaintheToyotaproductionsystemthatthecompanyappliesatlocal 

plantshere・Fordismrealizedmass-productionbyintroducingbeltconveyer
systeｍａｎｄｓｐｅｃｉａｌｉｅｄｔｏｏｌｓａｓｗｅｌｌａｓｄｅｐloyingsemi-skilledworkers・Alsothe

systemcompletelydividesfunctionalworkintoengineeringofprocesstechnol‐ 

ogy,qualitycontrol,anddirectworkatshopfloor・Inaddition,eachproduction
processpersueseconomiesofscale，Accordingly，lotsofpartsinventoriesare 

neccessaryineachprocess・Incontrasttothisscheme,themainconceptofToyota
productioｎsystemistoeliminateeveryformofwaste・Ithastwomainpillars,the
Just-In-Timesystemand`Jidoka，.However,havingfollowedthebeltconveyer 
systemofFordism，itdevelopedauniquesystem、ＴｈｅJust-In-Timerefersto

efficiency,whichprovidespartsbyorderoffollowingprocess，includingparts 
suppliers.`Jidoka，referstoqualityofproducts,signifyingtheself-regulationof 
theentireprocess，Machinesstopautomaticallywhenamanufacturedproduct 
withadefectisdetectedandworkershavearighttostoplinewhendetectinga 
defect・Thissystemrequiresflexibleworkorganization、Workersarerequired
notonlytodotheirjobbutalsotobemulti-skiUed,takingonotherjobsasneeded 
andbeingresponsibleforsomemaintenanceandqualitycontrol（0h,０，１９７８； 
ＷｏｍａｃｋｅｔａＬ,1990)． 

Therearetwodifferentkindsofknockdownassembly・Semi-knockdownassem‐

bly(SKD)meansthatcomponentpartsareknockeddownathomecountryinto 
suchalevelthattheycanbeassembledeasiｌｙｂｙｕｓｉｎｇｂｏｌｔｓａｎｄｎｕｔｓｉｎｔｈｅｈｏｓｔ 
country・Completeknockdownassembly(CKD)meansthateachunitofpartｓａｒｅ
ｋｎｏｃｋｅｄｄｏｗｎａｔｈｏｍｅｃｏｕｎｔｒｙａｎdareassembledathostcountrythrough 
weldingpainting,andassemblyprocess・ＭｏｓｔＫＤａｓｓｅｍｂｌｙｉｓａｔｙｐｅｏｆＣＫＤ・
Inthispaper,ＩｃｌａｓｓｉｆｙｔｈｅｆｏｒｍｏｆｅｎｔｒｙａｓｆｏＵｏｗ.`Licensing，whichmeans 
licensingagreement,`JointVenture，whichincludesanequityjointventureand 
excludesacontractualjomtventure,ａｎｄ`Wholly-Owned，whichmeansJapanese 
companyholdsallequity・

ToyotaMotorCorporation，1988,ｐ､315． 

SeeEvaluationModelinourbook(Ａｂｏｅ/α/,1991） 
ToyotaMotorCorporation，1988,ｐ３３０ 

１ｎｔｅｒｖｉｅｗｓａｔＮＵＭＭＩｏｎＭａｒｃｈｌ４,andAugustl7，1989. 
1bid.，ｐ，338． 

InterviewsatTMMonOctoberlO，l988andSeptember21，1989. 
1bid.，ｐ，343． 

InterviewatTMMConAugust30，1989 
1bid，ｐ368． 

InterviewatKouzuionSeptember4，1990. 
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