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THE EVOLVING DIVERSITY OF CORPORATE SYSTEMS 
: A COMPARATIVE STUDY ON THE TOYOTA GROUP AND THE HYUNDAI MOTOR GROUP 

WooJin KIM 
 

SUMMARY 
 
This study starts by asking questions about why there are differences among cor-

porate systems, and why corporate systems evolve along with changes in time and 
space. To explore such questions, we set the firm as an “organization” as the subject 
of study, and devote our attention to examining the evolving diversity of corporate 
systems. Specifically, the Toyota Group in Japan and the Hyundai Motor Group in 
Korea—both of which are in the same industrial field—are considered the subjects of 
analysis, and we extensively study five key structures (i.e., production, employment, 
financing, ownership, and governance) among the various structures that comprise 
their corporate system. In the analysis of each structure, this study focuses mostly on 
investigating which type of structure at the present point in time has evolved (or has 
been maintained). Because this study looks to undertake an overall analysis to deter-
mine how the corporate system ultimately diversifies on account of the influence of 
such factors, we investigate the various factors that have a decisive effect on the evo-
lution of each structure. 

First, to reveal more clearly the point at which the production structure of the 
Toyota Group and of the Hyundai Motor Group diverged, we introduce the produc-
tion structure specialization index (PSSI); through the use of PSSI scores, we deter-
mine that the production structure of both groups transitioned from a domestic-
oriented production structure (DPS) to an overseas-oriented production structure 
(OPS). On one hand, analysis of the production structure provides evidence that there 
was a difference between the Toyota Group and the Hyundai Motor Group in the 
speed of transition from a DPS to an OPS, and that this difference was due to external 
factors, market factors, institutional factors, and the like—all of which have direct or 
indirect effects on companies’ production structures. On the other hand, however, we 
found that the transition path to the newly evolved production structure in the Hyun-
dai Motor Group was very much analogous to that in the Toyota Group. 

Moreover, this study attempts to uncover the features of the employment structure 
of each business group, given the relationships between regular and nonregular work-
ers. It focuses on each business group’s aims in employing nonregular workers to 
manufacture their automobiles, and on what factors make such aims possible. To do 
so, we especially concentrate on an investigation of TMC’s domestic employment 
structure in Japan and HMC’s domestic employment structure in Korea. Our analysis 
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of these companies’ employment structures found that institutional factors that 
brought greater change in the Japanese labor market have had a decisive impact on 
the TMC’s domestic employment structure, whereas a unique structural feature of the 
HMC’s production system (i.e., a keiretsu-based integrated production system) has 
been a key factor in the development of that company’s domestic employment struc-
ture. In addition, our findings suggest that the TMC’s domestic employment structure 
has evolved so as to allow the TMC to flexibly adjust its output in response to abrupt 
economic fluctuations. In comparison, HMC’s domestic employment structure has 
evolved so as to allow a keiretsu-based integrated production system to work more 
organically. 

In an analysis of the financing structure, we paid attention to how firms actually 
obtain the funds they need to manage their business activities each year. Our findings 
were that the level of dependence on external financing of both the Toyota Group and 
the Hyundai Motor Group has been gradually decreasing, while that on self-financing 
has been generally increasing. However, in the case of the Hyundai Motor Group, the 
level of dependence on self-financing increased rapidly in a short period of time, 
whereas in the case of the Toyota Group, it increased slightly over a long period of 
time. Moreover, the financing structure of the automakers belonging to the Hyundai 
Motor Group tended to evolve to the self-financing-dominant financing structure as 
the level of dependence on self-financing sharply exceeded that on external financing 
after a certain point in time. In contrast, the financing structure of the automakers be-
longing to the Toyota Group showed different types of financing structures: the self-
financing-dominant financing structure was established in TMC a long time ago; 
DMC’s financing structure has been evolving into the self-financing-dominant financ-
ing structure; and HML still shows the hybrid-type financing structure.  

Finally, this study focuses on uncovering the substantive features of the govern-
ance structure of the Toyota Group and the Hyundai Motor Group, rather than on de-
scribing their superficial features. To do so, we analyze their governing organizations 
while focusing on their composition and size, as well as the substantive role of their 
organization members; we found that there is a considerable disjunction between their 
actual features and substantive features. This study highlights a conventional factor 
that drives this disjunction; in the course of doing so, we redefine the practical gov-
ernance structure of the Toyota Group as an insider-biased dual-board system that has 
been strongly affected by corporate convention, and that of the Hyundai Motor Group 
as an insider-biased single-board system that has been seriously influenced by social 
convention. 

Our contribution to the literature is that we thoroughly examine the various struc-
tures of two business groups and attempt to expand this into a discussion on the 
evolving diversity of corporate systems. 




