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Introduction

Labor-managementrelationsareoftenanalyzedintermsofunioninfluenceon

managers ラefficiency andlabormanagementpractices ラbut suchanapproachisnot

suitableforexaminingindustrialrelationsinJapan. Thispaperdiscussesindustrial

relationsatJapaneseautomobilemanufacturersfromthepointofviewdescribedbeｭ

low.

Ingeneral , laborunionsinJapanarebasedontheenterprise. Theirpurpose

istoforceemployerstorecognizeunionmembersas “members ofthecompany."

MostJapanesefirmsareunionshopsand , inproductiondivisions うeven seniorforeｭ

menbelongtounions. Nogreatgapseparatesrank-and-fileemployeesfromforeｭ

menandseniorforemen; rather , theytendtoberelativelyclose. Foremendirect

productionworkersand ラat thesametime ラrepresent them. ThereforeitisnotefTecｭ

tivetodescribeindustrialrelationsintermsofconfrontationbetweenmanagement

andlabor. In fact , bothpartiesfindcommoninterestinimprovingproductivity.

Labor-managementrelationswithinJapanesecompaniesconsistofcompromiseand

bargainingbetweenmanagement'stop-downdecisionmakingandlabor'sdemand

forfairnessandjobsecurity.

HowdosuchcompromiseandbarganingtakeplaceatJapaneseautomobile

manufacturers? Toanswerthisquestion , thispaperfirstexplainsunionorganizaｭ

tionandthejointconsultationsystemandthenanalyzestwocasesofjointconsultaｭ

tiontoillustratethepracticeoflabor-managementrelations. Thediscussioniscenｭ

teredonCompanyB, referringtoCompanyAonlytocompareitwithCompanyB.

I TheOrganizationofCompanyB'sLaborUnion

ThethreehighestpositionsinCompanyB'slaborunionareexecutivechair-
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person , executivevicechairpersons(ofwhichtherearethree) , andgeneralsecretary.

Theunionhastenspecialdivisionsandthereare59full-timeunionofficers , includｭ
ingdivisionchiefs , localbranchchiefsanddelegatesfromsupra-unionorganizations.

Therearenineteenbranches , mostofwhicharespecifictoparticularestablishments.

Theunionhasabout64 ラ000 members.

Figure IshowshowUnionsB isorganized. Thehighestdecision-making

organIS ラ of course ラthe Conference , whichconvenesonlyonceayear. Decisionson

ordinarymattersaremadebytheCouncil.

II JointConsultationSystem

AtCompanyBラcollective bargainingactivitiessuchaswagenegotiationsare

conductedunderthejointconsultationsystem. Thisprocedureisratheruncommon

amonglargecompaniesinJapan ラas wagenegotiationsandothercollectivebargainｭ

ingactivitiesareseparatefromjointconsultationsatCompa 町A andotherlarge

firms , butactuallytherearefewessentialdifferencesbetweenpracticesatCompany

BandatCompanyA.

Table1showsCompanyB'sjointconsultationsystem , Thejointlabor-manｭ

agementconsultationconferenceandthelabor-managementround-tableconference

dealwithcorporate-wideissues. Negotiationsoverworking condition , including

wages ラlump-sum paymentsandworkinghours ラare heldbytheformer. Negotiaｭ

tionsoverlump-sumpaymentsandworkinghoursarenowbeingconductedinthe

Spring , atthesametimeaswagetalksareheld. Thustheunion's “spring labor

offensive"(shunto)isoneaspectofthejointconference. Thispointiselaborated

uponbelow.

Thelabor-managementround-tableconferencenominallyconsistsof36memｭ

berswithequalnumbersofmanagementandlaborrepresentives. Amongtheforｭ

meraretheexectivevice-presidentforpersonnelaffairs , allseniormanagingdirecｭ

tors , andtheheadsofestablishments(generallyanestablishmentconsistsoftwo

plants). Actuallyallexecutivesincludingthepresident(exceptthosewho , forexｭ

ample ラhappen tobeabroadonbusiness)participateinthemeetingsandthisraises

thenumberofmanagementrepresentivestooverforty. Ontheunionsidethe

eighteenrepresentativesconsistofthe 日ve top-rankingofficials ラthe divisionchiefs ,
andtheseniorstaffinchargeofreserch ラindustrial policiesandsoon. Again ,
howeverラthe actualnumberofparticipatingrepresentativesishigherandamountsto

about55includingallmembersoftheexecutivecommittee.

Meetingsofthelabor-managementround-tableconferenceareheldthreetimes

ayear- inlatejanuary , lateAugustandOctober. ThelateJanuarymeetingis

mainlyanexplanationofmanagement ヲs plansfortheyear. ThemeetinginlateAuｭ

gust , theendoftheunion'sfiscalyear ラcenters onageneralreviewofunionactiviｭ

ties. AttheOctobermeetingtheunion ラs policiesforthenewfiscalyearareexｭ

plained. Ofcourseotherimportanttopicsarealsodiscussedatthesemeetings. In

theyearwecarriedoutthesurvey , majorissue
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TheAdministrativeStructureofUnionB
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TableI CompanyB'sLabor-ManagementConsultationMeetings
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profitratioandprospectsfordomesticsalesandtheexchangevalueoftheyen.

Questionsraisedatthesemeetingsareansweredbypersonnelfromtherelevantsecｭ

tionsofthecompany. Themeetingslast90minutes , asdothe‘join t consultation

conferences.

Substantialjointconsultationsareheldatmeetingsofvarioussubcommittees.

Thewagecommittee , whichreviewsthewagesystem , isthemostactiveoftheseand

compriseseightexecutives ラincluding directors ラand eightunionrepresentativesinｭ

cludi 時a vicechairman. Inconstrasttothemeetingsofthejointconsultationconｭ

ference , thetimeandlengthofthesemeetingsarenotfixedbuttheyaregenerally

heldthreetimesayear. Atthesemeetingsmanagementrepliestouniondemands

forhigherwagesandlump-sumpayments , andpresentsproposalsforwageraise

allocationswithwhichtheunionordinarilyagrees. Hencetherearefewdisputes

concerningtheallocationofwageraisesbecausethereisconsentfortheestablished

rule.

Thesafety , healthandenvironmentcommitteecustomarilymeetstwiceayear

butanextraordinarymeetingisheldwhenafatalaccidentinvolvingaworker

occurs. Minoraccidentsinvolvingworkersaredealtwithbythesafetyandhealth

committeesateachestablishment , whichmeetmonthlyasrequiredbylaw.

Thereareseveralothersubcommitteeswhichdonotholdregularmeetings ,
gatheringonlyasrequired.

Twomonthlybriefings , whicharenotnegotiationsinthestrictsenseofthe

word , provideopportunitiesforworkersandmanagerstoexchangeviewsonordinｭ

arγstaffing affairs , Theproductionandpersonneltransferbriefingsareheldoneaι

tertheotherandinthatorderaroundthetwentiethofeverymonth. Theproducｭ

tionbriefingisattendedbytwomanagersfromtheProductionControlDepartment ,
aboutthreemanagersfromthePersonnelDepartment , andtheunion'sIndustrial

PolicyDivisionheadandthebranchchiefs. (Theunion'sexecutivevicechairman

inchargeofproductionmayalsoattenddependingonthecircumstances). Roughly

tentofifteenpeopleattendthesemeetings. Aftertheproductionbriefingendsand

themanagersoftheProductionControlDepartmentleavetheroom ラthe personnel

transferbriefingbegins.

Thecompanyexplainsitsplansforholidayworkandprojectedovertimehours

perdayforthenextmonthattheproductionbriefing , andtransfersatthepersonnel

transferbriefing.
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unionofficialsactingonbehalfofworkersmaycomplaintotheplant'spersonnelsecｭ

tionaboutexcessivelyhardwork. Thustheunionchecksmanagement. Atpersonｭ

neltransferbriefingstheunionisespeciallyattentivetotransfersofunionofficers

andthenamesofthosetobetransferredarereleased , whileonlynumbersaregiven

fortransfersofworkerstemporarilyloanedfromoneplanttoanother.

Justhowarenegotiationsbetweenlaborandmanagementconducted? The

nextsectionaddressesthisquestionbyreferringtotwocases:arevisionofthewage

systemandthespringlaboroffensive.

III CasesofLabor-ManagementNegotiations

1. Negotiationsforrevisionofthewagesystem

UntilquiterecentlyCompanyBusedaseniority-basedsystemwhichcombined

basicpaythatroseaccordingtothelengthofserviceandagroup-efficiency-based

wage. But , becausethenumberofwhite-collaruniversitygraduatesworkinginthe

companyhadincreasedandcorporategrowthhadslowed , managementdecidedto

introduceacapability七ased payandassessmentsystemtoincreasewagedifferenｭ

tialsamongemployeeswithidenticallengthofservice. Bothlaborandmanagement

sharethephilosophyof “try hardandyouwillgetmore"butthisdoesnotimply

thatthereisnodisagreementbetweenlaborandmanagement.

Thecompany'sbasicstancewasasfollows.

1. Productionallowancesforproductionworkersmakethemwillingtowork

harderbecausetheeffortsofthegrouparedirectlyreflectedintheirwages. Butin

thecaseofofficeworkersandengineers , productionefficiencyisnotdirectlylinkedto

effortsoaproductionallowanceisdifficulttosupport. Moreover , evenforproducｭ

tionworkersitisdifficulttoascertaintowhatextentanindividual'seffortshould

affecthisorherwagebecausetheproductionallowanceiscalculatedbymultiplying

theworker'sbasicpaybyanefficiencycoefficientfortheworker'sparticularworkｭ

shop.

2. Thewagestructureispreponderantlybasedonseniority , soinsomecases

wagesareoutofbalancewithemployeeabilityand , furthermoreラcost ofliving.

3. Thecurrentwagesystemwasadoptedtwoyearsago. Itsobjectivesare:

tobetterreflecttheindividual うs ability うto provideworkerswithmotivationforconｭ

tinuouslytryingtoreachgoals , andtoclarifytoemployeesthestandardsfordeterｭ

miningwages. Buttheseobjectiveshavenotbeenfullyattainedbecausecapabilityｭ

basedpayandageallowanceamounttoonlyabout10% ofthepayment. Evenif

employeesworkharder , theymaynotgetmore.

Thecompany'sstanceasdescribedabovewasalsosharedbytheunion. Reｭ

gardingdetails , however , thereweredifferencesbetweenlaborandmanagement.

Thecompanywantedtobaseitswagestructureontheworker'spersonnelranking ,
whiletheunioncalledforsecurepayraises. Thejointconsultationsystemwasused

toresolvetheproblem. Anextraordinarylabor-managementcommitteewasestabｭ

lishedandmetfourtimesinaboutsixmonths. Theunionheldworkplaceand
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workplacecommitteemeetings ラand informedmembersofwhatwasdiscussedinthe

jointmeetings. Aftergatheringmembers'opinions , unionrepresentativespresented

theunion'sviewpointatthenextjointmeeting. Forexample , afterthefirstjoint

meetingthepositionoftheunionexecutivecommitteewasasfollows:Wagesmust

bewellbalancedbetween“ paym en t forwork"and“ fin ancial resourcesforliving";

meritratingsmustbebasedoncriteriawhicharemoreclearlydefinedandthereｭ

sultsoftheratingsmustbedisclosedinordertopromoteacapability-basedpayment

system;aproductionallowanceisdifficulttoaccept , especiallyforwhite-collarworkｭ

ers;andthesystemmustrewardthosewhoworkhard.

Throughthisprocesstheunionfirmeditsbasicstanceandmovednegotiations

tothemeetingsofawagecommitteeasaformaljointconsultationbody. Meanｭ

whilemanagementformulateditsownproposalsforrevisionthroughtheprocessof

discussionsbytheexraordinarylabor-managementcommittee.

Managementproposedthefollowing:canceltheagreementonaregularbasic

payraise;maketheproductionallowanceforproductionworkersaproportionnotof

basicpaybutofstandardamountsaccordingtopersonnelranking;andadoptnew

wagestructuresasshowninTable2. Thelastofthesewasmeanttoclari 今the

previouslyambiguousconceptsofbasicpayandoftheproductionallowancelinked

tobasicpay. Regardingproductionworkers , forinstance , anageallowancewasto

beawardedforage-relatedchangesinlivingexpenses , capability-basedpaywasto

beawardedforworkerability , andaproductionallowancewastobeawardedfor

improvingefficiencythroughteamwork.

Table2 Management'sProposalforaNewWagεSystem

Note:Percentagesareroughestimatesindicatingproportionoftotalwages.
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Fromthefirsttheunionhadagreedtoseparatewagesystemsforproduction

workersandwhite-collarworkers. Actuallyitwantedtheageallowancetoaccount

foragreaterproportionofwages.

Theunionexpressedsomeconcernsaboutmanagement'sproposalandcalled

onthecompanyto:ensurefairevaluations(torevealtheresultsofmeritratingsto

workersandtoprovidethoroughtrainingforevaluators);establisharegularpay

raisesystem;anddetermineanewprodutionallowanceaccordingtopersonnelrank

plusthedegreetowhichtheemployeehadmasteredthejob. Theunionwasfearful

ofasysteminwhichwageincreasearebasedonlyonrankpromotion , butdidnot

opposechangingthebasisoftheproductionallowancefrombasicpaytopersonnel

rank.

A detailedexplanationoftheyear-longconsultationsovertheseissuescannot

beincludedheresoonlytheresultingcompromisewillbedescribed. CompanyB's

systemforregularpayraiseshadtwomainelements. Onewasanage-relatedeleｭ

ment , andtheotherwasaso-called“ agreemen t onregularbasicpayraise." This

was"alabor-managementagreementona 、justing nextyear'swageincreaseonthe

basisofthecurrentyear'sregularpayraiseaccordingtopersonnelrank." Inother

words , laborandmanagementagreedonaminimumwageincreaseforthenext

year. Supposingthatlaborandmanagementhadagreedoneyearbeforeonareguｭ

larraiseinbasicpayof￥ 2 ，000 foracertainrank , andthatthespringoffensivewon

anaverage ￥5 ，000 increase ， ￥3 ，000 ofthathikewasregardedasimprovementof

wagelevel. Managementheldthatpayraisesshouldnotbedeterminedbeforehand

because theshare ofage allowancewhich considers only livingexpenses now

accountedfor20%. Thecompanywantedtoendthesystemforguaranteedregular

payraisesbasedontheagreement , whichwasirrespectiveofupgradedcapability.

Theunionbelievedthatthecompany'sregularpayraisesystemwasdifficult

fortheunionmemberstounderstandandcalledonmanagementtoadoptamore

clearly-definedsystemcoveringaperiodlongerthanoneyear. Itcanbesaidthat

laborandmanagementviewsofregularpayraisewerediametricallyopposed ラAs a

resultofnegotiationsbothpartiesagreedtocontinuetheregularbasicpayraisesysｭ

tern. Theweightofaperiodicbasicpayraisebecamelighterbecausethenewpro ・

ductionallowanceiscalculatedonthebasisoftheemployee ラs personnelrankr
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atmostthreeyears. Theunion'sinitialrequestforpayincreasesforthosewhoreｭ

mainatthesamerankwasdenied.

Thewagesystemwasrevisedinthecourseofjointconsultationswhichtook

placeoveraperiodofaboutoneyear. Duringthistimetheunionrepeatedlyheld

discussionsatworkplaces.

2. Springlaboroffensive

InCompanyBtheSpringlaboroffensiveisfocusedonthejointconsultation

conferenceattendedbothnominallyandinfactbymuchthesamepeopleasthe

labor-managementround-tableconferences. Theconsultationmeetingsareusually

heldfivetimes , largelyforthepurposeofwagenegotiations , witheachmeetinglastｭ

ingapproximately90minutes.

Intheearly1990sthenegotiationstookplaceasfollows:inmid-Februarythe

unionproposednegotiationsandthefirstconsultationmeetingwasheldinlate

February;afterwardslaborandmanagementrepresentativesmetweeklyandreached

agreementatthe 五fth meeting ,in lateMarch.

Macroeconomicissueswerediscussedatthefirstmeeting:aproperformof

wageincreaseforJapaneseeconomy , wagedeterminationrelatedtoeconomicperｭ

formance , andsoon. Theunionasserted ラfor example , thegrowthofconsumer

spending.

Atthesecondmeeting , laborandmanagementeachspentaboutfifteenmiｭ

nutesexpressingtheirviewsaboutmanufacturingindustriesingeneralandaboutthe

automobileindustry. Thiswasfollowedbyaquestionandanswersession.

Thirdmeetingmovedtospecificissuesconcerningthecompany:unionmemｭ

ber ピlivin 耳conditions ， comparisonsofCompanyBヲs wageswiththosepaidinother

industriesorbyothercompaniesinthesameindustry , etc.
Atthefourthmeetingtheopinionsofworkerswhichhadbeenvoicedinworkｭ

placediscussionswerepresentedbythechiefsoftheunionbranches. Management

representativesarguedagainsttheunion'sdemands.

ThelastmeetingwasheldinlateMarch. Managementpresentedits“ one

shotreply"andtheunionordinarilyacceptedit , concludingtheyear'sSpringnegoｭ

tiationsoverwageincreasesandlump-sumpayments. Theyearwhenweobserved

theprocess , theunionrepresentativesvoicedimmediateacceptanceofmanagement's

reply. Sometimes , however , theunionrejectsitandthenproposesthattheconｭ

sultationmeetingbesuspended. Allworkplacechairpersonsareintheunionhall ,
soameetingisheldthereandthebargainingrepresentativesdiscusswiththeworkｭ

placechairpersonswhethertoacceptmanagement's reply , whilethemanagement

representativeswait. Inrecentyearsthisturnofeventshasbeenrarethoughitdid

occurseveraltimesinthepast.

Ofcoursethejointconsultationconferencesdonottakeplaceintheabsenceof

priorworking-l
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thattheformalmeetingsproceedsmoothlyandwithinthelimitedperiodoftime.

Theamountofwageraiseisdiscussedbytoplaborandmanagementofficials:the

executivevicepresidentforpersonnelaffairsandtheexecutivedirectorincharge ,
andtheunionofficialsholdingthethreetoppositions. Thisisverydifficultbarｭ

gainingbecausethoseinvolvedmustcomeupwithfigureswhichareacceptableto

bothlaborandmanagement. Thoughitmayappeartobeaunilateraldeclaration

bymanagement , thecompany's “one-shot reply"isactuallyformedthroughthese

meetmgs.

Conclusion

ThispaperfocusesonCompanyBラs labor-managementconsultationsystem ,
butCompanyA hasasimilarsystem. Inordertounderstandlabor-management

relationsinJapan'sautomobileindustryitisnecessarytoexaminetheunionactiviｭ

tieswhichtakeplaceonadailybasis ラincluding responsestomanagement ラs personｭ

nelassignmentdecisionsassociatedwithproductionchangesandgrievancesettleｭ

ment. Inordertocomprehendlabor-managementrelationsystemswithinthecomｭ

paniesonemustunderstandtheattributesandcharacteristicsofunionofficialsand

thesystemusedbythecompany'spersonneldepartment. Weintendtoaddress

thesemattersinthenearfuture.


