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Is the Jap ane se style man agement by str ess?
ALLISTON (CP) – Arnold Nor ris does-

n’t look like a typical exe cutiv e.

Inst ea d of a pin -st riped suit and brogue
sh oes, he wears white cotton wor k pants
and an open-collared shi rt.

Ar nie is emb roi dered across his bre ast poc-
ke t. If you didn’t know better, you’d think
he was just anot he r rank-and -file wor ker at
Ho nda of Cana da Ma n ufactur ing Inc. in Al-
li ston.

All emplo yees at the facto ry – eve n the
re c eption is t at the front entranc e – are in
id e n ti c a l whit e un ifor ms.

Bu t No rris is the vic e-presid e n t in charge
of gene r al affairs.

Putting the top brass in the same outfit s as
regular wor kers is par t of the company’s
team con cep t poli cy that eve ryone inv olved
in produ cing cars at Hon d a is equal.

"I t helps bre a k down the bar rie rs of com-
mu nication," he said. "There are no tie s al-
lowe d he re. We hav e no private offic es and
no private parking spots. No one person here
is more impor tant than the othe r person."

Te a m production comes in a varie ty of
fo rms. But at its core is the philo s ophy that
em p l oye es wor k bett e r in groups, deci ding
on their own how best to do their jobs and
me et produ ction goa ls. The old assemb ly
li ne, whe re each wor ker does the same sim-
ple task ove r and ove r, all day, is con sid ere d
a thing of the past. Ins tea d, the indivi d ual is
mu lti-skilled .

He assis t s his col le ag ues and alter nat es
task s to avo id repetit ion and mind -numb i ng
bore dom . Fo rem an become advis ers or
gr oup lea de rs for each team .

Su cce ss Story

In the early 1980 s, Jap anese automakers
li ke Nis san and Hon d a ex por ted the team
or ganization of wor k to auto pla n t s they
open ed in the U.S.

A pio neer was New United Moto rs Man-
ufactur ing Inc., in Fremont, Calif. A join t
ve n ture of Toyot a and Gen eral Moto rs, the
plant opene d in 1984 on the sit e of an old
GM facto ry and soon became the U.S. auto
in du s try’s No. 1 su ccess sto ry.

Production soare d. Management cla ime d
it took only 14 hou rs of direct labou r to as-
semb le a Nov a co mpare d to 22 hou rs to
produce the J-car in the same pla n t befo re
the Toyot a-GM mer ger.

The wor k fo rce, whi c h ha d a rep u t ation for
wild -cat str ikes, abs ent e eism, drug and al-
co h ol problems bega n to cooperate with
ma n agement. The abs ent e eism rat e fe ll dra -

mati c a l ly.

By 1987, U.S. automakers bega n to take no-
ti ce.

Asia n au tomakers hav e fo ur transplant fac-
to rie s in Cana da – Hon d a in Allis t on, Toyo -
ta in Cambr idge, Hyundai in Bromont, Que.,
and CAMI in Ing ersol l.

To tal inv est mant reache d $1.6 bil lio n.
Thei r annu al capacity last year was 430,000
ve hicle s.

At Hon d a’s $400 mil lio n Alli ston pla n t
southwe s t of Barrie, the first car rol led off
the lin e in Nov ember, 1986.

The company now chu rns out 420 Civ ic
hatchbacks eve ry day. Management’s mes-
sage to wor kers the re is sim p le.

"We ask our people when they are finish ed
thei r proces s: Is that produ ct good enoug h
that you want to put you r fa m ily into it?"
said Nor ris. "If it’s not, don’t expect us to
give it to someon e el se’s family ".

In the assemb ly are a, whi c h is div ide d in t o
12 zon es, the floors gle a m. Hangi ng on the
wa l ls are the res ult s of an emplo yees’ cor-
porate sloga n cont est, such as Hon d a, The
Ar t of Quali ty and A Safe Efficie n t Opera-
tion Buil ds Our Future.

Althou gh the day doesn’t start wit h a com -
pany song, as it wou ld in Jap an, the re is a
br ief per iod of volun tar y st ret ching exe rci ses.
Super vis ors huddle ove r desks in nearby
open -area offic es and are ready to fill in on
the lin e when an assemb ler is sick or away
on a cou rse.

During a tou r, Nor ris makes a poi nt of
pi cking up any litt e r on the floor and tossing
it into a trash bin. The produ ction plant has
no janito rs, he boa sted . Inst ea d, eve ryone is
ex pected to cle a n the wor k area at the end
of a shift or when machin ery is dow n.

Yo u’l l neve r se e anyone just standing a-
roun d, he said. The Hon d a plant has a wor k
fo rce of 1,200. The ave r age wag e with ben -
efit s and bon u ses, said Nor ris , is abou t $18
an hour. In fou r ye ars of produ ction, the
co mpany has yet to suf fer any lay offs.

"A lot of people see that the team con cep t
breeds secur ity and that’s what it’s all about,"
he said.

Fa lse promises

The Cana dian Auto Wor kers union doesn’t
buy that for a min ute. It believe s the team
conc ept is an insid iou s att emp t by manage-
ment to win ove r the hearts and minds of its
members and aboli sh eve ryt hing the union
ha s fo ught for.

"The par tnership and its promises are

fa lse," said a recent CAW posit ion paper on
the reorganization of wor k.

"F or all the talk about joi ntnes s and
wo rke r cont rol , em p l oye rs are cer tainly not
putting true equ ali ty bet ween themselves
and their emplo yees on the age n d a. Man-
ag ement wil l contin ue to jealou sly guard the
ma n agements rig hts clau se and to unila ter-
ally decid e when to moder nize, how much
to inv est, what to produ c e (a n d) wit h what
kind of technol ogy".

"The truth ," the stat ement added, "is that
ma n agement’s age n d a is not about sur rende r-
ing powe r, but of finding more sophis ti c ated
ways to ext end it."

In their book, Ch oosing Sides: Uni ons And
The Tea m Concep t, authors Mike Parke r and
Ja ne Slau ght e r say labou r sh oul dn’t be
foole d by the team con cep t, whi c h they call
"m anagement by stre ss."

Wo rke rs, they say, are pit ted aga inst each
ot he r throug h poli cie s desig ned to organize
inve n t ory, reduce scrap and rew orking,
tighten management con trol and speed up
production.

"No matt e r how wel l wo rke rs learn their
jo b s, the re is no such thing as maint aining a
co mfo rtable wor k pace. The re is alw ays
room for con tin uou s im prove ment."

They als o say wor ker exper tis e at sev eral
jo b s is not just management’s way of allev i-
ating boredom . Ma king any one do any task
withou t ex tensive and expensive train ing
ke eps labou r cos t s at a min imu m, they say.

Befo re the CAW posit ion paper was re-
le ase d, par tnership principles had alrea dy
been implem e n ted at CAMI Automotiv e Inc.,
which the union organized in 1988.

The CAW says that while CAMI has a
number of Jap anese -style produ ction met h-
ods, they co-ex ist wit h nume rou s fe ature s in
un ion auto con tract s , su ch as a griev a n ce
procedure, union secur ity, standard senior ity
rights and ful l-tim e elected union posit ion s.

Ro n Peller in, a nation a l repre sent ative, de-
nies the CAW compromise d it self in order
to cer tify the company’s 2,000 wor kers. The
un ion’s goa l, he said, was to mon ito r CAMI’s
ma n agement technique s fr om the insid e.

The union is unde rtaking a two -ye ar study
to record wor kers’ exper ienc es at the Ing er-
soll facto ry.

"We are really trying to unde rst and ex actly
what the Jap anese accomplis h," said Pel ler in.
"Cer tainly they’re finding that Cana dian
wo rke rs are not totally sub ser vie n t, that they
don’t hav e a tot al de dication to the company ".
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A joi nt venture bet ween Suzuki Moto r
Co. Ltd. and GM of Cana da, CAMI builds
spor t ve hicle s and economy cars.

To m Gr ygo rcewicz, CAW chair man for the
plant, is res erving judgement on the team
conc ept until CAMI is up to ful l production.

High gear

Crit ics say lines at new plants star t off slow-
ly to get wor kers use d to the sys tem but
then kick into hig h ge ar wit hou t thei r input.
They’r e then expected to keep up the pace.

Bu t No rris said Hon d a’s produ ction speed
of one car eve ry two minu t es is slowe r than

ma ny of the tradit ion a l ma n ufacture rs and is
not expected to inc rea s e "i n the fores eeable
fu ture."

Gr ygo rcewicz says onc e No rth Amer ican
and Jap anese management technique s are
st rip ped away the re’s really not much differ-
enc e between the two pla n t s.

"The bottom lin e is that it’s a facto ry", he
said. "The wor k involves putting tog ether cars.
It’s stil l a nuts and bol ts type of indust ry".

As for CAMI’s Jap anese manage rs, Gry-
go rcewicz adm it s it s been toug h adap ting to
thei r "d ifferent mindset." They don’t expect
disobedie n ce of any kin d fr om their work-

ers, he added .

Bu t No rris said he’s nev er had any diffi-
culty getting use d to the Jap anese exc utive s.

"They talk about the ter m ‘t he Jap anese
style of management,’ but it doesn’t exi st."

"The Jap anese style of management was
borrowe d fr om the Ame ricans after the war,
the differenc e being that the Jap anese try to
practis e thos e prin ciples whe re the tradit ion -
al Nor th Amer ican indust ry has let them go
by the ways ide."

No rris says he can’t hel p but think the
team con cep t will catch on throu ghout the
No rth Amer ican auto indust ry.

The article EM9035 reprint e d abov e and ove r leaf provi des a usef ul cou nterpois e to the article in Fig ure 11.11a for thre e re asons:

* it is sev en years more re ce nt;

* it refers mainly to a Canadi an (r ather than an Ame rican) con tex t;

* it provi des more infor mation from a union (r ather than mainly a management) perspective.

Us ing the infor mation in the article s EM8301 and EM9035 reprint e d in Fig ure s 11 . 11a and 11.11b , discus s cr iti c a l ly the fol-
lowing three statements of the union posit ion on ‘J apanese’ met hods of manufactur ing in the automobile indust ry; thes e
st atements appear as three con secutiv e paragr aphs starting near the middle of the rig ht-hand colum n ov erleaf on pag e 11 .69:

• Wo rkers ... are pitte d ag a inst each oth er throu gh policies des ign e d to organize inven tor y, reduce scr ap and rewor king,
tigh t en manag ement con trol and speed up pro duction.

• No matter how wel l work ers learn their jobs, there is no such thing as mai ntaining a comfo rta b le wor k pa ce. There is al-
ways room for con tinuous improve men t.

• ... wor ker exper tise at sever al job s is not just manag ement’s way of allevia ting boredom. Making anyon e do any task
with out extensive and expensive trai ning kee ps labou r cos t s at a minimum.
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