





before the transformation has
progressed too far. Training in Z
type companies will emphasize in-
terpersonal relations, long-term
development, participative rela
tionships, ability to perform
several jobs and individua pa-
tience and tolerance. The motto
of the Z type HRD professional
may well be "Develop the Whole
Person."

The A and J models

After considerable examination
of companies in the United
States and Japan, Ouchi iden- -
tified what he considers to be
prototypical organizational
models in both societies. The
most significant features of the
American (A) model and the
Japanese (J) model identified by
Ouchi (1981) are listed in Figure 1.

At this point, one might ques-
tion why we don't ssimply
replicate J type companies in the
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Figure 1.

J
Japanese organization

Lifetime employment

Slow evaluation and promotion
Nonspecialized career paths
Implicit control mechanisms
Collective decision making
Collective responsibility
Holistic concern

United States and eliminate the
need to develop any new, unigque-
ly American organizational form.
Most experts agree that such
duplication would ensure failure.
It appears those Japanese-owned
companies which operate in the
United States, structured and
managed in the traditional
Japanese style, are no more pro-

to™Work for“wu.

A
American organization

Short-term employment

Rapid evaluation and promotion
Specialized career paths
Explicit control mechanisms
Individual decision making
Individual responsibility
Segmented concern

ductive or efficient than their
American competitors.

The Japanese management
system may not travel well. It is
successful in Japan because of
traits and characteristics par-
ticular to the Japanese people.
The Japanese have, through
necessity, learned to get along
with each other and function as
cooperative, responsible team
members. While they are in-
dustrious and ambitious, they do
not try to advance their own
career at the expense of their
ellow workers. They are family-
d group-oriented, and they
respect order, authority and
tradition.

These traits allow the in-
dividual Japanese worker to func-
tion well in an organization that
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in The Cookie Kid, a delightful
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entire sales team as no other
film can.
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emphasizes patience, lifetime
employment and group decision
making and responsibility. The
workers are the key to the suc-
cess of the Japanese system.
Japanese success, according to
Pascale (1978) can be attributed
to "such practices as 'bottom-up'
communication, extensive lateral
communication across functional
areas and a pronounced use of
participative (or consensus) style
decision making." If this sytem is
not appropriate for the United
States, then another organiza-
tional form must be developed.

If not J, then what?

If we accept the premise that
strict adherence to the J style of
management will not be
beneficial in the United States,
then we should develop an



American system that will make
us competitive again. The proposed
organizational form to ac-
complish this is the Z type
organization. This amalgam of A
and J will, according to Ouchi
and Jaeger (1978), have the
following characteristics:

» Long-term employment;

» Consensual decision making;

 Individual responsibility;

» Slow evaluation and
promotion;

» Implicit informal control,
with explicit formalized
measures,

» Moderately specialized career
path;

» Holistic concern, including
family.

The Z type organization em-
phasizes lifetime, or at least long-
term, employment which
necessitates an employee commit-
ment to the firm and a reciprocal
company commitment to the
workers. The employee is ex-
pected to be patient and tolerant,
and workers need to believe that
they al benefit when their group
is successful. Z type companies
will be competitive only if
employees, through substantial
training and development efforts,
accept the validity of the system
and are willing to make the re-
quisite changes.

For a complete explanation of
factorsinvolved in changing from
A to Z, the reader is referred to
William Ouchi's book, Theory
Z: How American Business Can
Meet the Japanese Challenge. The
major requirements for change
are commitment, cooperation,
understanding and training. All
members of the company must
make a commitment to accept
the philosophy and principles of
the new organization. Every
employee should dedicate himself
or herself to the task for making
the new system successful. A
considerable level of cooperation
among all employees is also
necessary for success. Manage-
ment and union cooperation
should also be encouraged.

Training and development as
well as understanding the system
are intricately intertwined in the
change process. Once top
management accepts the Z type
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structure, they should assign the
responsibility of explaining the
structure and the system to HRD
professionals. In addition to in-
forming employees of the in-
tracacies and operations of the
new system, HRD specialists
should also develop new training
programs and methods to enable

employees to achieve company
goals and objectives.

New training directions

In Z type companies, many of
the standard training topics and
methods will be deemphasized or
completely eliminated. It will not
be acceptable, for example, to
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simply provide an employee with
skills which limit him or her to
one specialized job. Nor will it be
appropriate for HRD specialists
to unilateraly determine training
needs and prescribe training
methods. Replacing the tradi-
tional superior-subordinate rela-
tionships will be a new coalition
or partnership of trainers and
trainees.

What will replace the tried-and-
true training subjects and
methods? Who will determine
what should be taught and who
should be trained? How will new
training methods and skills be
developed? Finally, who will
train? First, let us propose some
broad training and development
topics or goals which will be ac-
ceptable in a Z type company:

* Interpersonal skills. Learn-
ing to deal with customers, col-
leagues, suppliers and co-workers
will be of paramount importance

Auntie-

Dear Auntie,

I'»e been looking over this One Minute Manager
book. . .and it sure looks like a ripoff to me! How can |
justify giving that itsy-bitsy book with that huge
J15.00 price tag to our managers? Why they can read
itina couple of hours and, poof. . .that's it.

Isn't that a stupid waste of money?

Traney D. Rector

Dear Traney,

You're .a ‘sweet boy. . .but oh, my are you ever
. unimaginative. If you want to buy paper by the pound
-t the cheapest price, you ought to see a scrap dealer,
But if yotr want real value for your money, consider
CONTENT and the VALUE received for using that
content, then take another look at Blanchard's One
Minute Manager. Think of the managerial productivity
your company will gain if only your managers will get
with the program. My dear, how much do we waste
because all we do is jump on our poor people when
they make just a little mistake. Is it any wonder they
spend so much time protecting themselves? Let's get
on with it, Traney. . .let 'em learn about one minute
praisings and how super they are. And let 'em learn
how to get mad and read out their people the smart
way and still have them love you for it

So get off your dime and call those simply marvelous
folks at Masterco for your copies ol One Minute
Manager at $15.00 each.. .even less in quantity.

Love,

Auntie.

Dear Cotton head:
It's just like the ad says: Buy the book/get a free

condensed (video) preview of Blanchard's One Minute
Manager. (Specify format)

CONFIDENTIAL TO VP:
Of COURSE it takes more than one minute to

become a one minute manager. Why that simply
marvelous videotape takes about an hour and a half..

.and it still won't do it for you.
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in Z companies. In the past,
there has been little emphasis on
training programs which teach
people how to get along with
each other constructively. We did
not believe that active coopera-
tion or mutual support were
necessary to achieve goals in A
type companies. Training pro-
grams emphasized com-
petitiveness, aggressiveness and
assertiveness. Programs showing
an individual how to acquire and
use power were more popular
than those which developed team
spirit or "esprit-de-corps."

We laughed at films of
Japanese workers doing
calisthenics at their work place
or singing the company song.
And we could not understand
why people who worked together
would socialize with each after
work and even take vacations
together. No longer should we be
amused or puzzled; we should

No dear, the condensed preview takes more than
one minute, too.
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In Z type companies,
many of the standard
training topics and
methods will be
deemphasized or
completely eliminated.

strive to instill these attitudes
and feelings in modern workers.
We need training programs
which will encourage an open
and healthy sense of comradery
on and off the job.

e Company loyalty. We em-
phasize the need for lifetime or
at least long-term employment
with the concomitant need for
company loyalty. Rarely have
training programs been
developed to convince employees

Magnetic Attractionsfrom

Buy the book,'get a free condensed preview* of these
outstanding programs from Magnetic Video.

Dr. Ken Blanchard
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that staying with one company
rather than becoming accom-
plished job-hoppers is in their
best interest. We pride ourselves
in being a mobile, and to some
extent, rootless society. If we
have problems, or dislike our
work environment, or can’t get
along with the supervisor, we
prefer to switch than fight.
Leave your problems at the old
company and begin again with a
new company.

For Z companies to be sue-
cessful, we need development
programs which encourage a
sense of campany pride and
loyalty in employees. We hasten
to point out that company loyalty
is a twt)-way street, and pro-
grams which develop a sense of
loyalty to the employees are also
needed. If people learn to accept
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team-building training programs
in existence. The thrust of these
programs is to teach cooperation,
mutual support and the substitu-
tion of group goals for individual
objectives. Since one of the basic
building blocks of Z type com-
panies is employee participation
in al facets of organizational ac-
tivities, it is imperative that
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type companies must be dispelled.
Employees should realize that J
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may be necessary to ensure har-
monious long-term group rela-
tions. The cooperative attitude
needed for effective teamwork
will help achieve company objec-
tives and should make the
organization more productive.

» Decision making. In an arti-
cle discussing management
development in well-managed
organizations, Lester Digman
(1978) indicates that only top-
level executives receive any

represent the consensus of the
participants.

HRD specialists should avoid
the naive assumption that al
workers want to actively par-
ticipate in decision making and
that a consensual system can
quickly be put in place.
Employees should be taught to

training in effective decision
making practices. This is pro-
bably true in not-so-well managed
companies also, but it cannot be
true in a Z company, if the
organization is to be successful.
In Z companies, decision making
should occur at al levels of the
organization and decisions should
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participate and to accept respon-
sibility for decisions. They should
be made aware of rewards and
penalties associated with deci-
sions. This whole process re-
quires time and patience on the
part of the trainer and trainee.

» Performance evaluation and
promotion. In our society, people
admire winners and barely

"o train
TOT

Quality Circles is the tried and proven train-

ing processthatcombinesjobenrichment
and experiential learning to produce con-
tinuous, often spectacular improvements
in quality and productivity. In Quality
Circles, your employees constantly train
each other while working together to find
ways to improve their job performance.

tolerate losers. The best
managers are those who suc-
cessfully identify the "up-and-
comers," or young employees
who are on "fast tracks," even if
the "track" leads through a
number of different companies.
In order to identify employees
with considerable potential,
managers must evaluate perfor-

FIND OUT HOW TO GET
ITYCIRCLESWORKING FOR
. - TODAY ATAJ.F. BEARDSLEY
SEMINAR OR WORKSHOP

1982 Quality CirclesSeminar Dates:
. Mar. 9 Hawaii
Mar. 23 Washington, OC
. Apr. 6 Kansas City, MO
. Apr. 8 San Diego, CA

1982 Facilitator Training Workshops:

mance soon after a person is
hired and quite frequently
thereafter. Once potentially suc-
cessful employees have been
identified, they are rewarded for
their performance. Too often the
reward is a premature promotion
which antagonizes the employee's
co-workers and frequently leads
to failure in the new position.

In Z companies, promotion will
not come so rapidly; therefore,
employees will not be under such
pressure to impress their
superiors. Training specialists
will develop appraisal methods
allowing managers to methodical-
ly evaluate performance. These
methods will probably be quite
subjective, and will rely primarily
on a manager's personal observa-
tion and knowledge of his or her
employees. Having developed
new appraisal techniques, HRD
specialists will instruct managers
in using these more personalized
evaluation forms.

When employees realize it may
take several years to be pro-
moted, they will probably be
more amenable to varied training
and development programs. Cur-
rently, people in A type com-
panies are interested in "rele-
vant" development programs, or
those which give them "high
visibility." If a program is not
perceived as contributing directly
and immediately to advancement
or promotion, it is not considered
necessary. This has led to an em-
phasis on short-term, skill-specific
training programs which do not
contribute to the development of
the whole person. In Z com-
panies, long-term programs

Training-: is motivated, self-reinforcing and )
self-improving. And carry-over is excellent ~ *  Mar. 29/Apr. 2. Chicago, IL

since Circles often implement their own 1t;, Ap'- 26-30 New Orleans, LA
recommendations. Productivity andquality:; 1982 Advanced Facilitator Workshops:

| . Mar. 22-26 Washington, DC

which develop the whole person
will be paramount.

e Career development. If the
whole person is to be developed
in Z companies, it will be
necessary to create programs
which offer a myriad of different
experiences and opportunities. It
will no longer be acceptable for
an employee to become so
speciaized that he or she can
function only in one specific
department or job. Employees
should be exposed to 4 number of
different jobs requiring diverse
skills. As Ouchi (1981) notes, re-
cent research “‘strongly suggests

communications, stronger effort-success
reward-satisfaction linkages and many | -
factors. Most importantly, you can easily )
start the Quality Circle process in your firm | MAIL THIS TODAY! |
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Associates-the Quality Circle consultants | P Facilitator Training Workshops |
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SaPte for details today and discover why i P Pplease send me more information about your [
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that workers at all levels who
continually face new jobs will be
more vital, more productive and
more satisfied with their work
than those who stay in one job,
even though the change in jobs
do not include a promotion but.
are entirely lateral."

Planned job rotation will enable
employees to develop skills and
interests necessary for advance-
ment. Employees will not become
so specialized that they are
unaware of or uninterested in the
activities and responsibilities of
other departments and functions.
A non-specialized career path
develops the whole person who
will be more loya to the com-
pany ancl more promotable in the
long-run.

Much of the responsibility for
developing effectivejob rotation
programs will rest with HRD
specialists. They will have to
create individualized programs
which expose employees to a
variety of jobs and operations.
The HRD expert will not only
determine where an employee is

ty. The training department
directly or indirectly perpetuates
this relationship.

Most HRD specialists are more
concerned with teaching courses
emphasizing union avoidance or
union decertification, than with
courses focusing on union-
management conciliation and
cooperation. In Z type com-
panies, management will accept
the existence and the legitimacy
of unions and will seek ways to
cooperatively improve productivi-
ty, job satisfaction and company
loyalty. Once again, HRD
specialists will be caled upon to
exercise their creativity to
develop programs which en-
courage |labor-management
cooperation.

One such program developed in
the United States, perfected in
Japan and recently reintroduced
in America is "quality control
circles." The goa of QC circles is
to facilitate joint labor-
management problem-solving.
Employees are encouraged to
identify problems in their own

A non-specialized career path develops the whole
person who will be more loyal to the company and
more promotable in the long run.

transferred, but will also make
sure the employee has a "real”
job and is not treated as a tran-
sient. A well-developed job rota-
tion program will be extremely
benefical to the Z company, as
well as to the employee.

+ Labor-management rela-
tions. In A type companies,
management is management,
labor is labor and never the
twain shall meet—unless the con-
tract is about to expire. This
philosophy polarizes labor and
management to the extent that
neither group attempts to con-
structively coexist with the other.
The result is an adversarial
system which ultimately con-
tributes to organizational dishar-
mony and decreasing productivi-

areas and to recommend ways of
solving them. If QC circles are to
function as intended, HRD
specialists should train employees
to trust and respect each other
and management. Additionally,
training programs should be
created which teach employees
the mechanics of identifying pro-
blems and reporting their solu-
tions to management.

» Communications. Much of
the success of the proposed Z
type companies is predicated on
effective communication both
laterally and vertically. The ver-
tical communication will be both
top-down and bottom-up, requir-
ing training programs directed at
employees at al levels of the
organization. We tend to take for
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granted the ability of workers to
effectively communicate with
each other, as well as with
management. Yet it is a basic in-
ability to accurately communicate
which causes many intraorQaniza-
tional problems and
misunderstandings.

HRD specialists should create
programs which teach basic com-
munication processes to all
employees. Everyone should use
the same words, signs and sym-
bols, and all employees should
learn to encode and decode
messages effectively. Additional-
ly, employees at all levels of the
Z company should be trained in
the art of listening. Too often,
we hear a person's words, but
the message does not register.

» Developing the whole per-
son. Very few organizations in
the United States have provided
development programs directed
at general personal growth and
enrichment. As a result, we have
a labor force that loves Fridays
and loathes Mondays. Generalized
development programs might
reduce the dread of the first day
of the week.

Developing programs geared to
the whole person will provide a
considerable challenge to HRD
specialists. In some cases, these
specialists will have to accept the
limitations of their own training
departments and will seek
assistance from external sources.
The programs should be broad
and varied. Employees should be
exposed to the arts as well as to
the overall functions of the
organization. Employees should
want to enthusiastically and ac-
tively participate. The program
should create a healthy, positive
organizational climate which in-
duces employees to accept the
concept of lifetime, or at least,
long-term employment.

What training is needed?

We have proposed a nhumber of
training needs which should be
addressed by HRD specialists in
Z type companies. We do not,
however, advocate an overnight
change in training direction; this
could result in a number of
premature programs forced on

March 1982

reluctant employees. Just as an
A type organization cannot
change instantly into a Z com-
pany, neither can a training
department undergo immediate
metamorphosis from A to. Z. 1t
will take time, effort and pa-
tience to develop a training
philosophy compatible with the
general goals of a Z type
company. ;

To facilitate changes, HRD
specialists should concentrate
their initial efforts on the selec-
tion of non-controversial training
subjects which can be presented
to employees with only slight
modification. Once employees
realize the new training topics
and techniques are not threaten-
ing or excessively difficult, addi-
tional changes in the overall pro-
gram will be easier and quicker
to make.

After employees learn it can be
enjoyable and educational to par-
ticipate in communication and
team-building training programs,
they should accept the more com-
plex programs dealing with deci-
sion making and other subjects.
Constructing a training program
appropriate for a Z company
should be gradual and completely
explained to al employees. The
new program will be more readi-
ly accepted if employees are en-
couraged to participate in its
design and implementation.

Ultimately everyone in the
organization at all levels will
need to participate in the new
training programs. Top-level
managers should learn what
training changes are con-
templated and how the company
will be affected. Other managers
might benefit from decision mak-
ing or career development pro-
grams. Most non-management
employees should receive some
training in al of the areas
already mentioned. Even
managers would benefit from
some exposure to most of these
areas.

Is it better to use internal or
external trainers? This question
is frequently asked by HRD
specialists, but infrequently
answered satisfactorily. In his
study of training programs in
well-managed organizations,




Digman (1978) found the use of
external trainers frequently
depended. on the size of the com-
pany. Smaller companies tend to
rely more on external trainers,
while larger companies use exter-
nal trainers only occasionally.

In Z type companies there will
be a need for both internal and
external trainers. The former will
be responsible for company-
oriented programs, while the lat-
ter will be needed for the more
technical and specialized pro-
grams. Even in Z companies,
however, outside trainers should
not present programs which are
incompatible with the company’s
overall training and development
progrant.

Companies in increasing
numbers will adopt Z type
systems and structures, and
HRD specialists in these com-
panies will contribute significant-
ly to a smooth transition. These
specialists will have to identify,
develop and conduct training pro-
grams enabling employees to
change from an A type to a Z
type mentality with little pain or
discomfort. New training pro-
grams will focus on participation
at all levels, company loyalty,
cereer develouprrert and trafning
the whole person. The success of
Z type companies will depend to
a large extent on the success of
their HRD specialists.
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