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FOREWORD

Not long after I received the sad news of Mark Zimmerman’s & -

his wife, Susan, wrote to ask if I would write the forew:.. "+ i
second book. I immediately agreed, telling ber that I conssiered it
an honor to be able to contribute to the men:ory of a man so dedi- -
cated to cross-cultural understanding and communication between
the United States and Japan.

On many occasions I have said that the U.S.-Japan relatior:ship is
the most important bilateral relationship in the world—bar none.
This is obvious when one looks at the breadth of our mutual concerns
that encompass the trade, financial, political, security, and cultural
realms. The list of shared interests is almost endless. For our two
great countries to continue to progress and develop closer relations,
communication and mutual understanding are absolutely vital. Al--
though we have had problems in the past due to weaknesses in {hese
areas on both sides of the Pacific, our knowiedge and understanding
of each other, and our ability to deal in an informed and sensitive
manner with each other, are increasing rapidly and dramatically.
Today more Americans than ever before are studying aboui ;xpan
and learning the Japanese language. And the same can be said of
Japanese interest in the United States. More and more people are
crossing the Pacific, for tourism, business and study. I welcome and
fully support these developments. Without such efforts, we are
doomed to repeat the mistakes of the past.
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Mz ¥ Ziramerrnan was a man who embodied the fremendous po-
entii jor continued cooperation and comr: unication between cur
swo .ocieties. Although he arrived in Japar with lit:le prior knowl-
edge of the country, its people, or its languag 2, he departed five years
later as an eminently successful Japanese-sp2aking businessman. He
made prodigious efforts tc master the Japanese language, recogniz-
ing that this ability was vital for living there and achieving his goals.
He studied Japanese culture, explored the country, and learned
about its long history, thereby gaining a far better understanding of
how its society, geography, and past have influenced the Japan of the
1g80’s and will continue to affect its future development. Ho.c: to Do
Business with the Japanese demonstrates clearly that he fully suc-
ceeded n reaching his goal. _

Based on Mark’s own experiences in Japan as the representative of
an irapc stant American company, this book is a practical guide to
doing business in an incredibly dynamic and ever-growing market-
place. But it is much more than just a businessman’s guide; it is a road
map to understanding, and can be used by anyone who plans to work

“in Japan or with the Japanese, whether in diplomacy, cultural affairs,
academia, the sciences or communications.

During the six decades I have studied this part of the world, I have
read innumerable books and articles about how to communicate
effectively with the Japanese, but Mark Zimmerman’s insights into
Japan—its culture, history, business practices, language and philoso-
phy—are unique. In this volume he offers the experience of a prag-
matic American businessman, but this is tempered by the sensitive
perspective of an internationally oriented ir tellectual. He was con-
stantly looking for opportunities to impleme t what he had learned.
He sought feedback from those arvund him- both friends and busi-
ness associates—for he knew that only by listening to and absorbing
what was happening in the local environment could he ever hope to
understand Japan and the Japanese.

As president of the American Chamber of Commerce in Japan
(ACC]) in 1981, Mark was the most visible representative of the
American business community in Japan. He succeeded admirably in
bringing together a widely disparate group of American business
leaders and providing them with directions in which to channel their
energies. As general manager of Sterling-Winthrop, Inc., his ability
to listen to others and learn from them earned him the confidence
and respect of his American and Japanese staff. This meant not only



FOREWOQRD | vii

achieving greater. profits and rapid growth for hiz company but,
perhaps more important, developing <lose and warm relationships
with his Japanese colleagues and counterparts. Mark reccived great
personal satisfaction from his unique ability tc bridgz what are all toc
often considered by many people to be unbridgeable gaps between
the two cultures.

Perhaps Mark’s most significant contribution to breaking down the
barriers between our two societies was his attempt to establish pro-
ductive relationships with Japanese government officiais. The fact
that these contacts can be a lifeline for foreign businesses is often
ignored, but Mark fully recognized their importance. 1 attribute to
Mark’s early initiatives and leadership the continuing successfui
efforts of the ACC] to build bridges to Kasumigaseki.

In addition to representing his own firm and the entire American
business community, Mark had other interests that were broad and
varied. Religion played an important role in his life. He was a lay
reader of his church and was involved in many religious activities. He
was also a patriotic American, serving in the United States Army
Reserve. He took his military obligations seriously and considered his
military activities an integral part of his career and life. He was also
a genuine intellectual who, at the same time, understood the practi-
cal world. Thus, he brought an especially broad perspectwe to his
everyday activities.

Mark Zimmerman was a fine individual—gregarious, friendly, sin-
cere, warm, concerned and, quite simply, a pleasure to be with. He
was truly interested in people as people, not just as targets of business
opportunity. The relationships he developed with those around him
demonstrated that this warmth and concern were reciprocated.

1t is a tragedy that we lost Mark when he was only forty-five and
still in the prime of life. He has, however, left us a legacy in this book
that should help other Americans. Gne of my principal goals as the
U.S. ambassador in Japan has been to increase communications be-
tween our two countries and peoples. To this effort, Mark Zimmer-
man made a lasting contribution, and I thank him for it.

—Mike Mansfield
Tokyo, Japan
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CHAPTER

1

THE BASICS:
SOCIAL AND CULTURAL MOTIVATIONS

Almost from the moment I set foot in Japan I realized that I had
arrived not at ¢ world center of commerce but at the world center
of commerce. The Japanese believe in big business, and the whole
time I was there I felt myself caught in a society that was in an
incredible ferment of commercial activity, a society dedicated to the
principle of economic growth. In fact, all Japanese are taught even
as children at school that Japan’s economy must continue growing,
and that a favorable balance of trade is the only way for an ar-
chipelago poor in natural resources but rich in people to survive.
Although growth has slowed in recent years, due to the world reces-
sion, rather than retrenching and cutting back, Japanese companies
are frantically searching for innovative technology and seeking to
penetrate new markets. The Westerner who would fully appreciate
this spectacle must come to know the Japanese intimately.

Most Westerners who come to Japan on business or suddenly find
themselves dealing with Japanese businessmen may know a little
about the country and the people, but seldom does their knowledge
come anywhere near approaching adequacy. Far too many of us
continue to believe in the geisha—cherry blossom-Mount Fuji stereo-
type, a line that is still fed to and swallowed by many Western tour-
ists, who are predictably disappointed by the reality. One would
expect that executives whose career depends on being well provided
with up-to-the-minute information would be considerably more so-
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phisticated, but misinformation continues to be bandied about,
largely because, until recently, there has been a persistent lack of
serious interest in Japan. There is a new stereotype forming these
days, lurking in the back of the minds even of those whose business
it is to be well informed about such issues as bilateral trade. That is
the notion of the Japanese as “economic animals™ or “industrial ro-
bots”—a nation of homunculi emerging from “rabbit hutches” each
day, marching in lockstep and hell-bent on a mission of world eco-
nomic domination. Few would seriously maintain the literal accuracy
of such a picture, but then again few have entirely forgotten World
War 11, and such adjectives as “inscrutable,” “wily,” and “sly” spring
very quickly to our minds, even if less often to our lips.

At all economic levels—from the GM or British Leyland auto
worker, who faces the prospect of never working again because
superior Japanese cars have captured the market for the cars he used
to make, to the executive of a consumer appliance or semiconductor
company whose market is crumbling away because of Japanese com-
petition—protectionist sentiment is on the rise, and along with it the
usual nativist reactions: fear, distrust, hatred. From such emotions
arise the “rabbit hutch,” “robot,” and “animal” stereotypes. But
there is another side to our view of the Japanese—grudging admira-
tion, amazement, wonder at their “cleverness.” A calculator on a
watch, and now a television on a watch! The consumer’s vote con-
cerning Japan is certainly “yes”—but there is a tinge of condescen-
sion even in our admiration. The Japanese are called net “brilliant™
but “clever.” Clever is the sort of word one would use to describe a
dog that has learned to sit up, roll over, and play dead. Nobody would
say “a clever nuclear physicist.” In a recently published work on
European views of Japan, Misunderstanding, by Endymion Wilkin-
son, the author shows that while the Europeans have always had a
quite distorted picture of Japan—at times ludicrously so—the Japa-
nese on the other hand have had a far more accurate picture of
Europeans (and Americans, for that matter). This is basically because
good information has been more widely disserinated in Japan.

When I first arrived in Japan, like many other businessmen, I
thought of culture as a mere cultivation of aesthetic sensibilities, and
of sociology and anthropology as abstruse academic specialities of
limited practical application. I realized right away that I would have
to learn Japanese in crder to be effective, but I thought I could learn
the ins and outs of Japanese business just by working with Japanese
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husinessmen. But experience changed iny original viev,. I now be-
hieve that extensive study of Japanese psychology and the structure
of Japanese society is absolutely essential to fruitful dealings with the
Japanese. When European-and American managers persist in treat-
ing Tokyo as if it were Paris or New York, and thinking of japanese
businessmen as almost the sarme as we are, they very quickly find out
that their competitive efforts are outclassed by the japansse. If, on
the other hand, they study the Japanese well enough to ke uble to
anticipate their inoves, and learn how to deal with them in the
domestic and international marketplace, it may become harder for
the japanese to dominate market after market while we in the West
fall like dominoes before the relent ess determination and persist-
ence of the Japanese corporation.

In what follo =, I attempt to provide an introduction to the factors
that have u..duced the most importarit—and peculiarly Japanese—
economic phenomenon of the latter half of the twentieth centurv—
the Japanese salary man (white-collar worker). It is his dedication—
whether he is managing director or assistant to the assistant-—thac
forms the foundation of Japanese success.

In th= course of just over a century, Japan has evolved from "n
agrarie: feudal society to a modern industrial one. Certain elements
of the old coramunity structure have persisted to the present day, the
most impor.ant and basic of which is the famous Japanese sense of
commitment to the group. Life on the medieval Japanese farm de-
manded the total involvement of every member of the community.
The land-intensive method of producing rice involved backbreaking,
never-ending labor and. plenty of willing hands. Going it alone was
sut of the gquestion, so villages were forced to get along with their
neighbors. Individual farmers couid survive the uncertainties of the
weather, meet the heavy burden of the samurai’s or daimyo’s taxes,
and deal with other emergencies only if they submerged themselves
into the group and put the welfare of the community before their
individual desires. A sense of the village’s vulnerability to unpredict-
able outside forces was prevalent. Moreover, most villages were rela-
tively isolated from their neighbors and were almost self-contained
units. Since experimenting with new techniques risked the welfare
of everyone, the society tended to be ultraconservative in its deci-
sion-making. Group consensus was most easily achieved by pointing
out a precedent to the proposed decision. Even today this conserva-
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tism is apparent; the countryside is the bastion of the Liberal Demo-
cratic Farty, the conservatives of Japan (and the leading political
party nearly every year since the war).

This image of nervous farmers may contradict the averagé West-
erner’s view of the Japanese. Yet I feel that this stereotype is closer
to reality than the comic-book image of Japanese as samurai swords- -
men. Only a tiny minority of the population ever belonged to the
samurai class, when there was such a class—it was eliminated in the
nineteenth century during the Meiji Restoration. Up until the twen-
tieth century, the vast majority of Japanese lived and worked on the
land.

The two most important events (other than World War II) in the
recent history of Japan are the founding of the Tokugawa shogunate
and the Meiji Restoration. The Tokugawa shoguns (military dictators)
ruled Japan from the seventeenth to the nineteenth centuries. The
shogunate consolidated power throughout most of Japan, removing
the administrative capital from Kyoto, the traditional seat of the
emperor, to Edo (modern-day Tokyo). It banned all contact with
foreigners {except for a few Dutch traders authorized to trade in
Nagasaki) on penalty of death, and alsc eventually banned the prac-
tice of Christianity as a religion detrimental to the power of the state
because it required allegiance to the “King of Rome” (the Pope).
(Christianity had been introduced with considerable success by Por-
tuguese missionaries during the preceding century.) The shogun is-
armed the populace of the guns imported by the Portuguese mer-
chants who earlier had been allowed to trade in Japan. The
Tokugawa society was a combination of a strong central government
and a feudal class system of rigid hierarchy.’

The Tokugawa shogunate has been called “the closest approxima-
tion to a totalitarian system ever to appear in a preindustrial soci-
ety.”! Tokugawa leyasu, the architect of this social order, was an
organizational genius, and is much admired by modern Japanese
businessmen. As Albert Keidel has pointed out (in an article on the
history of Japan’s economic growth in Business and Society in Japan),
one of the major factors in Japan's successful industrial revolution
was that Japan already had a body of highly trained and disciplined
managers to draw on:

Because of the suddenness with which Japan began commerce w:. d
intercourse with the West it is easy to overlook the long, slow develop-



