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Outline of the Survey anci the Results
I Introduction

During the 1990s, information technology (IT) rapidly spread in workplaces around
the world. The IT-advanced U.S. ushered in the era of sustainable non-inflationary
economic growth powered by IT, as the theory of new economy emerged as opposéd to
the old economy. On the other hand, thé degradation of the occupational life of some
segme_nts of workers, as the result of the digital divide (gaps in incomes and
employment opportunities based on IT skills) for instance, became evident as new
social issues. Consequently, new labor union movement for improving worker life in
the U.S. arose with the advance of IT. ‘ , |

A U.S. research institute prepared a report on the new trends of industrial relations
in the U.5. in response to the expansion of IT. In Japan, a study group on the
“industrial relation in the New Economy” was established within the Japan Institute
of Labour (JIL) to elucidate the changes in work and workplaces and the situation
related to labor relations in Japan. This reportz compiles the results of the study

gfoup’s research.
II. Background and objective

The new information technology (IT) has had such an exflsensive influence on the
industry that it is even sometimes called the “third industrial revolution.” IT has
created new demands by developing new products and pioneered the production .
frontier by bringing about changes in production' technology and processes. But its
influence has not been limited to fhat,. The most significant feature of IT in
comparison to other technology is the extensiveness and depth of its influence and the
speed at which it is spreading. In a previous survey conducted in 1996 (Policy
Planning and Research Department, Minister’s Secretariat, Ministry of Labour, 1996),
slightly more than 30 percent of the companies surveyed had installed a computer for
every two to three employees. In the current survey, in contrast, the percentage was
80 percent. Moreover, whereas the percentage of companies that had a computer for
every employee was less than 10 percent five years ago, the percentage in the current
survey was close to 50 percent. As IT is spreading rapidly, there is a need to
understand that the nature of its effect is also changing every moment,

Another important feature of IT is that it is not limited to the use of computers and

other information devices. For example, it makes routine work more efficient by



digitizing information and through the use of in-house and external networks. It also
enhances the quality of core jobs and creative jobs that directly influence business
administration (Higuchi, 2001; JIL, 2001; Policy Planning and Research Department,
Minister’s Secretariart, Ministry of Labour, 1996). Furthermore,.IT enables quick
decision-making and communication not‘ bound by time and space (JIL, 1997). It has
already been pointed out in previous reports that these characteristics of IT have
changed the corporate structure and had no small effect on the human relations at
workplaces and on the quality and volume of employment and labor (Employment and
Human Resources Development Organization of Japan and Employment Information
Center, 2001; Sanwa Research Institute Corporation, 2001: Employment and Human
Resources Development Organization of Japan aﬁd Fuji Research Institute
Corporation). -

One of the objectives of this survey is to clarify the impact of IT on work and
workplaces. As it is indisputable that IT will continue to evolve further, the current
survey, just as previous ones, can only capture the “current changes” in the
development of I'I' (this was also pointed out by Tao, Yoshikawa, a‘nd Takagi, 1996}.
Nevertheless, understanding these changes is essential in considering what would be
the ideal workplace, foreseeing the effect on employment and labor, and setting a
direction for new labor-management relations.

In the current survey, analyses are also made from another angle. In the face of
globalization, declining birth\rate, ageing population, and prolonged recession in
addition to the spread of I'T, Japan is undergoing change of the economic and industrial
structure. In this context, both companies and employees are looking at new ways of
employment and work. For example, it was pointed out in the previous surveys that
" IT had led to reduction in clerical workers and increased utilization of non-regular
employees (Sanwa Research Institute Corporation, 2001; Policy Planning and
Research Department, Minister’s Secretariat, Ministry of Labour, 1996). Also
reported was that the sense of unity within a workplace declined and discretion of each
employee increased in IT-advanced workplaces (Employment and Human Resources
Development Orga'nization of Japan and Employment Information Center, 2001; JIL,
1997). However, it may be possible to argue that these changes were not necessarily
brought about by the advent of IT. It caﬁ also be surmised that these changes were
caused by coﬁpaﬂes’ personnel management policies adopted il’]l. response to the
change in employment structure under the globalization, declining birthrate, ageing
population, and prolonged recession mentioned above, or the changing economic and
industrial structures undertaken within such context.

It is true that unprecedented changes are occurring to‘employment and labor in



today’s Japanese companies. It is, however, difficult to determine whether such
changes are the result of IT or changes in companies’ personnel and employment
" management policies under the current economic environment. Nonetheless, we
should, at least, strive to explain the current state of work and workplaces of Japanese
companies and to distinguish between IT and companies’ personnel and employment
management policies as causes of the changes, in order to gain perspective. Therefore,
we aim in this survey to obtain an overall picture of the changes in white-collar
workers’ work and workplaces and elucidate the factors affecting them as much as
possible by trying to answer the questions set above through the analyses of the survey
data. o ~ |

In sum, the current survey has two objectives. The. first is to explain in detail the
degree to which IT has spread in the workplaces and the changes broﬁght about to,
work and workplacés of white-collar workers, who are apparently most influenced by
IT. This theme and the methodology used are the same as those in the previous
surveys. Therefore, by comparing the results of the current and previous surveys, the .
‘reader will be able to chronologically grasp the spread of IT and the changes effected
on la;bor. ’ ,

The second is to carefully analyze the identified changes in._vifh_i"ce'collar workers’
work and workplaces not only from the aspect of the advancement of IT, but also from
the aspect of changes in companies’ employment and personnel management policies.
The analyses will be made to better understand the current state of affairs and to
obtain an outlook for the future.. The survey was designed to conduct a general
analysis of the effect on white-collaf workers’ work aﬁd workplaces of changes in
personnel management policies, sich as introduction of personnel management based
on individual employees’ performance, and changes in the state of employment, such as
an increase in the number of middle-aged and older workers and in the use of
non-regular employees. As a result, some interesting findings were discovered that

had not been noticed before.
III. Subject and method

1. Subject of the survey .
Japanese companies, from all regions of the country, that had been established for
more than 10 years and that had more than 100 employees were made the subject of
this survey. From Teikoku Databank Ltd’s company data files (COSMO02), 300
companies were randomly selected in five company size categories (companies with
100 to 299 employees, 300 to 499 employees, 500 to 599 employees, 1,000 to 2,999



employees, and 3,000 or more employees), bringing the total to 1,500 companies.
Because one of the objectives of the survey is to comprehend the changes brdught about
by IT on work and workplaces, we considered that companies that had launched out of

the early unstable period soon after their establishment should be targeted. As a
result, a high percentage of respondent compahies were large companies.

Seven copies of a questionnaire were sent to the personnel department of 1,500
companies, a total of 10,500 copies. The pérsonnel department of each company was
a‘sked to distribute the questionnaires to seven departments within their company,
namely (1} sales, (2) personnel, labor relations, and training, (3) management and
planning, (4) general affairs, public relations, and secretarial, (5) accounting and
finance, (6} R&D, design, and technology, and (7) information processing and systems,
in order to ensure a balance between different job types. Employees in each
department were requested to fill in the questionnaire and mail it back directly to JIL.

. Prior to the questionnaire survey, an interview survey was conducted from July to
August 2001. The interviews served as a preliminary survéy for the development of '
the questionnaires as well as providing a qualitative viewpoi.nt in the analysis of the

collected data.

2. Period of the survey .

Initially, the questionn‘ai'res were to be returned to JIL from March 4 to 11, 2002.
Reminders were subsequently mailed to the companies, and the deadline was extended
to March 16, 2002. - Therefore, the final period of the survey was from March 4 to 186,
2002.

3. Effective response
Out of 10,500 questionnaires distributed, a total of 1,225 effective responses were

collected. The response rate was 11.7 percent.

4. Respondents’ profile _ .

By industry, the largest percentage of respondents (25.4 percent) worked for
companies in the manufacturing industry, followed by wholesale & retail trade and
restaurants with 11.0 percent, construction 10.3 percent, transportation &
communication 8.5 percent, finance & insurance and real estate 7.4 percent,
information service 5.2 percent, and other services 19;5 percent. All other industries
constituted less than 1 percent. (If a company was involved in more than one industry,
the industry in which the company had the highest annual sales was considered

relevant.)



By sex, men made up 78.9 percent of all respondents, and women 19.2 percent.
Close to 80 percent of the respondents were men.

By age group, those under 29 made up 16.4 percent, those between 30 and 39 were
37.7 percent, between 40 and 49 were 26.9 percent, 50 and 59 were 15.2 percent, and
60 and above 1.5 percent. The middle-age group of between 30 and 49 constituted a
majority of 64.6 percent. The average age was 39.1. | 7

With respect to the length of service, the average was 13.2 years. Specifically, those
with 1 to 4 years of service made up 16.5 percent, 5 to 9 years 22.0.percent, 15 to 19
yvears 14.6 percent, and 20 years or more 22.8 percent. The largest number of
respondents had worked for 20 years or more, which suggests ageing of employees at
white-collar workplaces. N

By department, the largest number of respondents was in the personnel, labor
relations, and training departments with 24.9 percent, followed by general affairs,
public relations, and secretarial departments with 18.8 percent, accounting and
finance departm'ents 15.2 percent, sales departments 10.2 percent, information
processing and systems departments 8.9 percent, strategic planning departménts 6.3 '
percent, R&D, design, and technology departments 5.'0 percent, and other departments
8.4 percent.

With regard to the number of years working in the currently placed section, the
average was relatively long at 5.9 years. Specifically, those who had been working in
the current section for less than a year comprised 17.6 percent, those working for 2 to 4
years 31.8 percent, 5 to 9 yearé 24.7 percent, and 10 or more years lé.l percent. The
relatively high percentage of respondents with 10 or more years of working in their

. current sections is particularly noticeable. '

By job position, the largest number of respondents had “jobs at the general level”
with 43.3 percent. Those “equivalent to chief clerk” were 19.9 percent, those
“equivalent to section head” 23.0 percent, and those “equivalent to department director
or deputy director” 11.6 percent. There were more section heads than chief clerks.
Judging solely from these data, we can observe that the percentage of employees with
higher job positions is increasing in white-collgr workplaces.

On the question of how many times the respondents were subjected to internal
transfers at their current companies, the average was 2.5 times. To be more precise,
those who had never been transferred internally constituted 24.9 percent, those who
had been moved once 17.7 percent, those moved twice 12.9 percent, threeto four times
20.9 percent, and five or more 17.7 percent. The respondent with the highest number
of internal transfers was as many as 20 times. '

By number of employees, companies with less than 100 employees made up 2.4



percent, companies with 100 to 299 employees 19.3 percent, 300 to 499 employees 18.6
percent, 500 to 999 employees 21.7 percent, 1,000 to 2,999 employees 19.6 percent, and
3,000 or more employees 16.7 percent.

With respect to the changes in the number of employees in the previous three years
(around 1999 to 2001), the number of employees increased in 25.4 percent of the
combanies, remained unchanged in 19.2 percent, and declined in 53.5 percent. The
number of employees decreased at the majority of companies'in the past three years.
As regards changes in the number of new recruits, the pumhér rose at 13.3 percent of
the companies, was unchanged at 41.4 percent, and fell at 40.3 percent. The
employment of new white-collar regular employees declined.

The percentage of respondents who answered that they have labor unions at their
company was 56.3 percent, of which 50.5 percent replied that there is “one union” and
5.8 percent answered there are “more than one union.” On the other hand, 41.9
percent responded that there are no labor unions. The unionization rate in Japan in
2002 was 20.2 percent. The unionization rate of the surveyed companies, therefore,
was twice as high ag the national average.

On the companies’ business standing, those replying “very good’ composed 2.1
percent, those with “good” standing 16.6 percent, those with “average” standing 31.3
percent, those with “difficult’ standing 35.3 percent, and those with “very difficult”
standing 12.8 percent. Close to half, or 48.1 percent, of theA respondents said their
companies’ business was in difficulty (“difficult” + “very difficult”). o

IV. Qutline of the results — 1! questionnaire survey

In this section, the results of the questionnaire survey are summarized centered
- particularly on the major findings. ' The summary is con}posed of (1) the extent of the
spread of IT, followed by discussions on five topics of interest in relation to the spread
of I'T, namely, (2) personnel management, (3) response to ageing of the population, (4)
employment of non-regular employees, (5) changes in work and working styles, and (6)

industrial relations.

1, Spread of IT ‘

In Japan, it can be said that IT has already spread to a large segment of workplaces.
Generaily speaking, the spread of IT accelerated dramatically after 1998, In addition
to price reduction and improved versatility of personal computers at that time,
companies’ investment in I'T, which essentially is a tool with high externality (meaning

that its effectiveness can be enhanced when more people use it), was concentrated



during this period.

With respect to the PC penetration rate (number of PCs / number of regular
" employees x 100), workplaces with the penetration rate of 60 percent or above macie up
more than 70 percent of those surveyed. Of those, workplaces with 80 percent or
higher composed slightly less than 65 percent, and with 100-percent for about 50
percent. For more than 60 percent of the workplaces, the penetration rate reached 80
percent after 1998,

Slightly less than 90 percent of all PCs used by white-collar workers were connected
to a Loqal Area Network (LAN). Approximately 80 percent were also connected to the
Internet and were given an e-mail address. For more than 50 percent of the
workplaces, the PCs were nétworked after 1998, |

‘With regard to IT education and training, many white-collar workers learned how to
use IT through the support of their companies, which organize seminars on the basic
operations of the computer and on the systems required for performance of particular
jobs. The percentége of workers who obtained IT skills through the support of their
companies was higher in IT-advanced workplaces. As regards to IT training as part of .
OJT at workplaces, there was a significant difference in the response of “full
penetration” workplaces and “low penetration” workplaces.! White-collar workers at
IT-advanced workplaces also had the option of acquiring IT skills on OJT, and a
virtuous circle may be created at such workplaces. In fact, lack of IT competence was
pointed out at a comparatively smaller percentage of IT-advanced workplaces as
compared with low IT penetration workplaces. |
2. Personnel management

It was clearly observed that changes in personnel management were related to the
spread of I'T. Firstly, on the method of appraisal and treatment of employees,
companies that were more IT-advanced tended to have introduced a method of
assessing employees based on individual performance. Secondly, on the disclosure of
personnel information, the more IT-advanced the company is, the more personnel
information made available. The results show that IT is used in making changes to
personnel management systems and that IT is playing a role in assisting in the design

and implementation of new personnel policies. Regarding personnel information

. 1 In the current survey, workplaces were categorized into four types depending on the spread of IT,
which was determined based on the penetration rate of PCs, to examine the effect of IT on work and
workplaces of white-collar workers, Workplaces with less than 40 perceni penetration rate’were
classified as “low penetration,” those with 40 to 79 percent penetration rate as “medium penetration,”
those with 80 to 99 percent penetration rate as “high penetration,” and those with 100 percent rate as
“full penetration.” The distribution of workplaces for each class was 19.8 percent, 15.1 percent, 18.5
percent, and 45.6 percent, respectively.



disclosure, the percentaée of companies that revéaled, directly through IT, information
other than the names of thosé who were promoted or transferred (e.g. information on
the results of personnel apbraisal or the evaluation meéhanism) was not high. The
use of IT in collecting and organizing personnel-related data, however, may have

helped in facilitating information disclosure in writing or verbally.”

Figure 3-6: Four penefration-rate categories and employee appraisal and treatmant
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The more pertinent findings however are as follows: (1) an overview of the general
trends for the past three years shows that in many workplaces, the policies remained
unchanged for securing  justhess and fairness in the assessment and career
development of individual white-collar workers in the methods of personnel appraisals
and placement/transfer oi' employees (such as ‘intreduction of multidimensional
assessment, systems of employees’ application for transfer, and in-house staff
recruitment systems). - (2) Nonetheless, many workplaces are shifting to
performance-based evaluation. Its effect was already reflected in the form of an.
increased wage gap, differentiating the promotion of employees at earlier stage of their
career, and fast-track promotion. Probably as a result, (3) white-collar workers’
approval of personhel appraisals and treatment tended to decline. (Approval only °
increased with respect to goal setting and declined for all other measures. In
particular, satisfaction with current income and with the management’s appraisal of

employees’ efforts that were not directly reflected on performance fell considerably.)

| .



Figure 3-7: Four penetration-rate categories and personnel information disclosure
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An analysis of the above findings based on IT penetration shows that although the
shift to performance-based evaluation was progressing faster among IT-advanced
workplaces, the decline in the workers’ approval of personnel appraisals and treatment
was relatively limited compared to less IT-advanced workplaces. The results were as
follows: (1) The shift to performance-based evaluation, increased wage gap, differences
in promotion earlier in employees’ careers, énd fast-track promotion were all more
evident in IT-advanced workplaces. At the same time, however, (2) the tendency of
such workplaces to introduce the system of employees’ request for transfer or in-house
staff recruitment was also strong. (3) IT-advanced workplaces also disclosed more
personnel information (including results and criteria of appraisals and the mechanism
of assessment). Probably as a result, (4) reduction in the workers' approval .on
personnel appraisals and treatment was relatively limited in IT-advanced workplaces
(in particular, a decline in approval on how appraisals were reflected on wages and
bonuses and in satisfaction with current income was restricted).

In sum, while a progress was being made at IT-advanced workplaces in shifting the
focus of personnel evaluation on performance, such workplaces were also adopting
policies for considering employees’ wishes in internal transfers and making more
personnel information available in building a mechanism in which justness and
fairness was ensured in the evaluation and career development of white-collar workers.
It is possible to infer that as a result, the decline in the .approval of the
performance-based system of evaluation and treatment was limitéd, albeit by a small

margin.



Figure 3-8: Four penetration-rate categories and reasonahleness of appraisals and treatment
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However, the following remains unexplained. Wlhile a declining | approval of I
personnel appraisal and treatment was checked at workplaces with -higher IT
penetration, contradicting results were obsérved_ in some respects. Specifically, “low
penetration” and “medium penetration” workplaces had higher approval with respect
to goal setting, and “medium penetration” and “high penetration” workplaces had
higher affirmation of the management’s evaluation of efforts that were not directly
reflected on performance. Furthermore, on satisfaction with the results of appraisals,
fairness with respect to work performance and competency evaluation, and satisfaction
with current job position, “medium penetration” and “high penetration” workplaces,
“medium penetration” workplaces, and “high penetration” workplaces, respectively,
were higher than “full penetration” workplaces. '

As seen above, a general decline in the approval of personnel appraisal and
treatment was small at IT-advanced workplaces (which can also be considered as
having made more progress with respect to changing personnel appraisal and
treatment and disclosing personnel info'rmatibn) compared with less IT-advanced
workplaces (which can be considered as having made less progress in changing
- personnel appraisal and treatment and personnel information disclosure). However,
at “full penetration” workplaces, where the system of personnel appraisal and
treatment was being reformed very rapidly or extensively, the approval of white-collar
workers declined contrary to expectations. The probable causes are that white-collar
workers had not been able to adapt to such a rapid change and that policies had not
been implemented to raise workers' acceptance of the new methods of personnel

~ evaluation and treatment. Moreover, the current survey indicates that while the



incieased use of IT and greater disclosure of personnel information were effective in
“checking” the decline in approval, they were not yet able to “increase” approval. For
the new system of appraisal and treatment to be reasonably and positively accepted by
employees ‘and become fully established as a useful system, policies for ensuring
fairness and other complementary policies need to be introduced.

As it will be discussed later, disapproval of the system of personnel assessment and
treatment will manifest itself as complaints and dissatisfaction on employees’ work
and workplaces. It can be expected that such a tendency will promote employees’ exit
from the companiés they belong to and expand the job transfers market. To address
various issues that are anticipated to arise with the spread 6f IT and changes in
personnel management, thé industry, academia, and government have a major task of
jointly considering what kind of policies, a persdnnel management framework, and

complaint management methods are needed.

- 3. Reaponse to ageing of the population
In previous surveys, it was pointed-out that the spread of IT had not made middle
managers dispensable. This observation is supported by the interpretation that even
- in IT-advanced workplaces, middle manager&l*. have a ‘distinet role to play that is
unrelated to their IT skills and that indispensability of middle managers is perpetual.

The results of the current survey have shown, however, that while a lack of young

employees was felt by about 50 percent of those surveyed, a lack of middie-aged and
- older workers was felt only by 8 percent. On the contrary, about 40 percent reported a

surplus in middle-aged and older workers. The rate reporting a surplus was higher
among more iT-ad{ranced workplaces. It was also found that the higher the IT
penetration of workplaces were, the more decrease of work for middle managers.

Therefore, replacement of middle managers by IT was actually oceurring to some

extent. In other words, as with the wérk of non-management employees, the use of IT

was reducing and s‘trea_mlinin.g some of the work performed by middle managers so
' that less labor was required in the performance of the same work.

. At the same time, it should be noted that a higher percentage of those surveyed said
that the lack of competence for the job is the major factor that made middle-aged and
older workers éxcessivé, compared with those who mentioned reduction in the work
due to IT. The percentage of those who gave the former response was equally high
irrespective of the IT penetration rate. . It can also be pointed out that the percentage
of those who remarked that inability to adapt to the IT environment as a surplus factor
was higher among “medium penetration” workplaées than “high penetration” or “full

penetration” workplaces. These results suggest that while the lack of IT skills may



result in a sense of excess of middle-aged and older workers during the transitional
period of acquiring sufficient skills, the issue will be solved with further spread of IT

and improvement in I'T skills.

Figure 3-11: Four penetration-rate categories and factors
that make middle-aged and elderly workers excessive
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More crucial is the lack of essential competence of middle managers as 'pointed out in
the survey. It is likely that this issue became more apparent because of the
increasingly tough economic environment and regardless of the advancement of IT.
Middle-aged and older employees need IT skills to serve as middle managers, but that
is not enough. As long as they lack the basic competence required for a manager, the
sense of excess of middle-aged and older employees will not be dispelled.’

An inquiry into the relation between employment of older employees of 60 and above
and the spread of IT revealed that the rate of employment of workers 60 and above was '
lower among more IT-advanced workplaces. Whereas the rate is more than 60
percent armong “low penetration” workplaces, the rate is afmut half of that, or 34
percent, among “full penetration” workplaces. The results indicate that the spread of
IT affects the employment of older white-collar workers in no small measure. It
would be premature to conclude, however, that this had been caused simply by IT
making older white-collar workers’ skills and expertise unnecessary. A closer analysis

of this issue will be required in the future.



Figure 3-13: Four penetration-rate categories and'employment
- of employees of 60 and above
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On the next gquestion on how white-collar workers felt about employment after
mandatory retirement age, some relevance with advancement of IT was recognized.
More specifically, the percentage of those who wanted to work for their present
company after their retirement age declined among more IT-advanced workplaces.
The percentage of those who thought it was possible to work at their present company
after the retirement agé also declined among more IT-advanced workplaces, the figures
for both of these measures being approximate to each other. Although a more detailed
data analysis is necessary, it is likely -that the respondents who thought employment
after retirement age as possible were practically the same respondents who wished to

- continue employment after retirement age. - It is, however, not sufficiently clear why
the percentage of those who thought continued employment as possible fell at more
IT-advanced workplaces. One explanation may be that IT had made more options
available with respect to their lifestylles (for example, telecommuting using IT, interest
in hobbies, community activities, etc.). It may also be possible that workers were not
confident about their employment after the retirement age because of the rapid
changes in _the workplace as represented by the spread of IT. On the other hand,
iﬁstead of IT being a direct cause, it may be that other factors connected to the
penetration of IT, such as the changes in personnel management as discussed in the
‘previous section, were affecting how white-collar workers felt about employment.

Further examination of this issue will also be required.



Figure 3-14: Four penetration-rate categories and employment after retirement age
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4. Employment of non-regular employees

As far as the general trends of employment of non-regular employeés are concerned,
many non-regular employees were working at white-collar workplaces. Non-regular
employees as percentage of regular employees had been increasing in the last three
years. The rate of increase, however, was not necessarily uniform in all IT
penetration categories. More non-regular employees were working at less
IT-advanced workplaces, and their number had been growing at such workplaces in
recent years. On the other hand, the number of non-regular employees at more

IT-advanced workplaces was small and declining.

I

Figure 3-18: Four penetration-rate categories and employment of non-regular employees
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On jobs performed by non-regular employees, the more IT-advanced the WOrkplaces
were, the more in.volvedA they were in routine jobs and other marginal jobs such as
assistance in the performance of core jobs. On the other hand, about 30 percent were
engaged in jobs that required specialized skills and expertise and in core jobs such as

administration and planning. On the question of which types of jobs companies



wished to increase non-regular employees, the need for employees performing
specialized jobs was most prominent, This was probably due to the fact that with the
progress of IT and globa,lizétion and in response to the stfuctural reform of the
economy and industry necessitated by ageing of the populaiéion and Severe recession,
companies needed non-regular employees with specialized competence to achieve new
vision. In parenthesis, the need for specialized non-regular employees was
particularly pronounced among “low penetration” and . “medium penetration”

workplaces.

Figure 3-19: Four penetration-rate categories and jobs
performed by non-regular employees
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Tt can be considered from the above that as IT was intro_dﬁced into the workplace,
the way in which non-regular employees were employed by companies changed
significantly. At “full penetration” workplaces, jobs were routinized and streamlined
with the introduction of IT and some of the jobs for regular employees were altered by
non-regular employees sooner than in other categories. As IT fully spread in the
workplace and quantitative and qualitative job adjustment was completed, companies
gradually began to cut the number of non-regular employees. It was also likely that
because there were already a large number of non'reg'ular employees working ét “full
penetration” workplaces when it came time to cut back the workforce under the
prolonged recession, they were made subject to the cutback and this might have
accelerated the reduction in the number of non-regular employees. On the other hand,
as “low penetration” and “medium penetration” workplaces are now in a transition
phase to introducing IT, employment of non-regular employees at such workplaces is
just beginning to increase.

As discussed under the next section “5. Changes in work and working styles,” it is conceivable
that by routinizing a part of regular employees’ jobs and transferring it to nonregular

employees, .regular employees can concentrate more on specialized and core jobs than before.

)



Figure 3-20: Four penetration-rate categories and jobs of non-regular employees
that would hopefully be increased in the future
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5. Changes in work. and working styles

The results of an inquiry into how white-collar workers’ jobs and working styles
changed after IT began to rapidly spread after 1998 clearly show that jobs and working
' styles did change as a result of IT. The following points were noticeably linked with
the progress of IT: (1) the higher the IT penetratibn rate in the workplaces were, thel
more white-collar workers felt that advanced competence and knowledge were
required; (2) the higher the IT penetration rate in the workplaces were, the more it was
felt that the workload was increasing; and at the same time, (3) the higher the IT
penetration rate in the workplaces were, the more they felt that efficiency increased in
doing one’s job. Therefore, it is considered that while white-collar workers felt their
workload was increasing, they were using IT to manage the increased workload.

On the other hand, it is also interesting to note that for the points shown below, the
_positive response was higher among more IT-advanced workplaces in general, yet the
percentage of positive response was higher among “high penetration” workplaces than
“full penetration” workplaces. These points were, namely, (1) the need for more
advanced levels of specializdtion, (2) an. inerease in the number of subordinates and
non-regular employees to supervise and manage, (3) an increase in the number and
hours of meetings with other employees, and (4) an increase in the number and hours
of meetings with non-regular employees and other companies’ employees. One way of
explaining this is that whereas “high penetration” workplaces were still in the
transition phase of IT, “full penetration” workplaces had already made adjustments to
the above points or they were not reflected on the response because such issues had

existed from three years ago.



Figure 3-21: Four penetration-rate categories and changes in work and attitude towards work

B Low penetration
B Medium penetration 802
B High penetration BT
D Full penetration ———

678 G867 6RB
&4

1. Higher lavels of competence and knowledge required in the
performance of job
. 2. Advanced levels of specialization required
3. Clearer divislan of labor and roles

4. The number of subordinates and non-regular employees to

manage and supervise increased

5, The number and hours of meetings with other employees
Increased .

6. The number and hours of meetings with non-regular employees
and with ather firms’ employees increased ’

16.8

140,
1.
12,
13

145

& 9 10 1

Routine wark increased

The number of times attending in-house tralning pregrams and
seminars increased

The motlvation to cantinue working for the present fim Increased
Discretion in the performance of work increased

The work load increased

IT impraved efficiency

The motivation te change jobs or start ene's own business

increased

expertise rose.

3

N

An overview of how the progress in IT changed the jobs performed by white-collar
workers clearly indicates that in a link with the progress in IT, the weight on key jobs
of administration and planning as well as jobs reduiriﬁg specialized skills and
This is in contrast to the increase in routine assistance work for
non-regular employees at more IT-advanced workplaces as discussed in the previous
section. It can be observed, that while the energies of regular white-collar workers
were being concentrated on core and specialized jobs that were more eséential to

business administration, non-regular employees’ labor was used to assist in those jobs.

Figure 3-24: Four penetration-rate categories and changes in jobs
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How‘then are white-collar Workers"capabillities expected to change in the future?
Here, we made an overview of the changes in the abilities that white-collar workers
considered important. As a result, it was found that changes in almost all capabilities
were linked with the penetration of IT. In other words, it became evident that the
importance of abilities related directly to IT, such és the ability to collect information
and to analyze the information, as well as abilities for Iﬁlanning, logical thinking,
flexible respbnse, communication, and creativity increased more at more IT-advanced
workplaces. It is likely that the advance of IT led to concentration of regular
white-collar workers on the performance of companies’ key and specialized jobs, and as
a result, changes were also brought about in white-collar workers’ awareness. In
workplaces where such awareness on the importance of the capabilities is pervasive, it
can be anticipated that the white-collar workers’ job coﬁnpetence will be further
enhanced in the future to become a driving force in supporting companies’ business

activities under a new economic and industrial structure.

Figure 3-23: Four penetration-rate categories and changes
in the importance of specific abilities
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6. Industrial relations ‘

The following points }:)ecame apparent with respect to the relation between IT and
industrial relations: (1) a general increase in complaints and dissatisfaction with work
and workplaces in the last three years, particularly with respect to employee appraisal
and treatment and to the given job and the amount of job, and (2) by IT penetration,

complaints and dissatisfaction tended to be more mitigated at more IT-advanced



wofkplaces. These findings were consistent with the results of “9. Personnel
management,” allbove. In other words, as more IT-advanced companies had adopted
policies that reflected each worker’s intention through such personnel management
methods as a system of employees’ application for transfer and information disclosure,
resentment and discontent were alleviated, It was also observed, however, that
contrary to the above, there tended tb be more complaints and resentment among “full
peﬁetration” workplaces than “high penetration” workplaces. (The tendency was
particularly noticeable with respect to employee appraisal and treatment and to given
job and amount of job. Similar tendency was found for other items including
personnel transfer and placement, concerns over job security, contents of and
opportunities for education and training, and non-regular employees.)

- On the other hand, the results of a sufyey on in-house systems for complaint
procedures clearly indicated that the more IT-advanced the workplace, the more
In-house systems for complaint procedures were implemented. The reasons for this
may be that IT-advanced companies were required to set up systems for responding to -
complaints and dissatisfaction because changes in the system of employee appraisal
and treatment, as discussed above, were more significant at such companies and that
the use of IT might have facilitated implementation of such procedures (ex. complaints

by e-malil, use of the IT for collection of information, etc.).

Nonetheless, most white-collar workers sought the advice of their superiors and
seniors in dealing with their complaints and dissatisfaction in the last three yearé.
The use of external offices for receiving and dealing with complaints (labor bureaus, .
labor administration offices, Japanese Trade Union Confederation, counéels, ete.) was
extremely limited, although some white-collar workers intended to use such offices in
the future. It remains that about 50 percent of white-collar workers believe
complaints and discontent should be solved within their companies and that their view
was unlikely to change 1n the future. This tendency was observed regardless of IT

penetration.



Figure 3-26: Four penetration-rate categories and various labor—managemenf systems
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In sum, it is conceivable that systems of complaint procedures are important at “full
penetration” {&;'orkplaces where a rapid change in employee appraisal and treatment
can be expected, but establishment of such systems is not enough. Not all
white-collar workers may be able to adépt to such changes, and in addition to systems
of complaint procedures, new policies designed to check the declining approval on the
new employee appraisal and treatment methods should be introduced at the same time.
In other words, while development of measures for glleviatiﬁg complailnts and
dissatisfaction with the advance of IT do mitigate them, they may be not effective
encugh in dealing with significant changes in the system of employee appraisal and
treatmeﬁt. Therefore, revision of personnel management systems should not be
limited to implementation of systems for complaint procedures and s}-lould‘ be carried
out in stages through execution of policies for enhancing the fairness and justness of
employee appraisal and disclosing personnel information. |

As shown above, some of the findings of the current survey confirmed the results of
prior surveys. On the other hand, some of the results contradicted preceding results.
These contradicting results will need to be carefully examined in future analysis. In
addition, there were alse some new interesting findings. Our next task in the current

research is to undertake more detailed analysis based on the resulis of the survey.
V. Outline of the results — 2; thematic reanalysis

Theme-specific reanalysis was carried out with the purpose of more closely analyzing

and deepening discussions on some of the issues identified for each theme in the’



questionnaire survey.

1. Progress in IT and individualized personnel management and response of employees

With the advance of IT, individualized personnel management having an emphasis
on each employee’s performance is spreaciing, At the same time, personnel policies,
such as disclosure of personnel information, which are designed to enhance the
fairness of the processes of employee appraisal and treatment (policies for securing
fairness of the processes) are beginning to be implemented in a link with the progress
in IT. In this section, we examined the effect of these changes in personnel
management on employees’ work incentives and their thinking on changing jobs.
Previous surveys pointed out that with the spread of IT, motivation for work declined
for those workers who were unable to adapt to IT. It was also pointed out that the
expansion of individualized persdnnel management generally streng‘i;hened employees’
orientation towards changing jobs. The objective of this éec;tion is to find, from the
standpoint of human resources management, the viewboints that will be required in
the future personnel management in drawing emﬁloyees’ contribution in corporate
activities and promoting their retention in their organization,

In the analysis, we investigated on how the spread of individualized personnel
management as well as 1'301icies for securing fair processes (disclosure of personnel
information and employees’ participation in career decisions) and complementary
personnel policiés {clarification of: jobs and roles, opportunities for competency
development, and greater discretion in the performance of work) were affecting
employees’ approval of the new personnel systems, their satisfaction on employes
appraisals, their thinking on job change, and a sense of unity within the workplace.
In particular, the analyéis was conducted by categorizing those surveyed into a group
who considered themselves as being on the winning side and a group who considered
themselves to be on the losing side, ‘

The main findings were as follows: Whereas the spread of individualized personnel
management was effective in raising both employees’ approval on the new systems and
their satisfaction with the results of appraisals, policies for fair processes were
effective only with respect to improving employees’ approval on the new systems and
were not significantly effective with respect to employees’ satisfaction with the results
of appraisals and treatment. Complementary personnel policies, namely, clarification

- of jobs and roles, more opportunities for competency dew;elopfnent, and greater
discretion in work, were effective for both approval on the new systems and

satisfaction with appraisals and treatment. For low-wage group, however, approval



on the systems and satisfaction with appraisals and treatment could not be improved
using any methods. Moreover, whereas individualized personnel management
advanced employees’ orientation towards job change, implementation of policies for
fair processes and complimentary personnel policies was significantly effective in
retaining employees. This was particularly true for the high-wage group. In
addition, expansion in wage gaps and competency gaps and employees’ participation in
career decisions weakened unity within the workplace, but disclosure of personnel
information, clériﬁcation of jobs and roles, and increased discretion in work were
effective in strehgthening unity. .

The above results sﬁggest that for corﬂpanies that intreduced the individualized
personnel management, with the progress in IT, to stop the outflow of necessary
human resources, it is important to introduce, at the same time, policies for fair

processes and changes in working styles.
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2, Effect of IT and individualized personnel management on the employment of older
workers

The relation between advancement of IT and employment of elderly persons was
often discussed in previous surveys. The discussions, however, are currently broadly
divided into i) the delay in adapting to IT and changes in the nature of one’s jobs
brought about by IT are making employment of older workers, including both
middle-aged ‘and_older workers, difficult and 2) because more important elements of
middle-management, which many middle-aged and older workers are engaged in, are
work tha.t is unrelated to IT skills, the advancement of IT has not brought about a
critical effect on employment of middle-aged and older workers. In this section,
therefore, we focused on older people, as it was possible to clearly see the effect of IT on
employment, analyzed both the direct and indirect effect of IT, and attempted to -
explain a general picture of the effect of IT on employment of older workers. | .

Firstly, we analyzed the relation between individualized and performance-based
personnel management systems, which is being introduced with the spread of IT, and -
employment of older workers in understanding the indirect effect of IT. In researches
done in the past, it was pointed that introduction of the individualized personnel
management systems were promoting the establishment of continued employment
systems, which were essentially measures for expanding employment of older workefs.
However, our analysis revealed that while individualized personnel management
systems did have a positive effect on the institution of the continued employment
systems, they also had a substantially negative -effect on actually promoting the
emplo&ment of senior workers. It also became e.vident that the presence of a labor
union, with the exception of those conducting labor consultations, also had a negative
impact on employment of older workers,

Secondly, we analyzed the relation between changes in work, workplaces, and
_ required capabilities brought about by IT and employment of older workers in
examining the direct effect of IT. As a result, it was found that IT did not significantly
affect employment of older workers.

From the above results, it can be interpreted that the penetration of individualized
personnel management in the workplace in connection with IT caused workers to
anticipate a harsher labor environment than today’s, which diminished their
willingness to continue working, and that the demand of labor unions for employment
security unﬁil the mandatory retirement age had, on the other hand, a negative impact
on promotion of employment after the mandatory retirement age. '

It is argued that introduction of individualized, performance-based personnel



management is necessary in order to improve business results and maintain
competitiveness. It is also asserted that individualized personnel management is
effective in expanding future employment of older workers. However, our analysis
made clear that while the new personnél management methods had positive relation
with establishment of continued employment systems, they had a significantly
negative effect on the actual employment of older workers. Tt has also beeh pointed
out that as IT and individualized personnel management spread, the role of labor
unions declines. Our analysis, on the other hand, showed that labor unions had a
strong negative effect on actual employment of elderly workers, in what was
essentially paradoxical to labor unions’ purpose. This suggests that we will be
required to address the issue of the employment of older workers, which is expected to
become an increasingly more important issue in the future, from a new standpoint on

how personnel management and industrial relations should be. -

3. Effect of IT technology and an increase in non=regular employees on workers’ jobs

In this gection, we looked at two aspects of the new economy, namely, the
advancement of IT and the increase in the number of non-regular émployees in
workplaces. . We then analyzed how these changes were affecting workers’ working
conditions, the nature of their work, and their workplaces.

The number of non-regular employee_s is currently increasing with the spread of IT.
The jobs they are required to undertake and their roles in their company are also
gradually changing. It has been reported in recent years that an incfeasing number
of non-regular employees are employed speciﬁcally to perform more sophisticated jobs.
It is conceivable that these changes also have an impact on the work and working
styles of regular employees. On the other hand, the effect of the progress of IT on
wage gap expansion in Japan had not been elucidated. In this section, we tried to
empirically explain these questions. ‘ ,

The following points were illustrated from the results of our analysis. The use of IT
for the performance of work led to expansion in wage gaps, while the employment of
non-regular employees in a company’s core jobs tended to reduce concerns over job
security. With respect to the nature of work, in support of researchers’ claims, IT
technology advanced the level of skills and knowledge required in the performance of
work. Moreover, it was suggested that einpl_oyrhent of non-regular employees, either
in core jobs or in subordinate jobs for assisting regular workers, resulted in the
reorganization of work and consequently, regular employees work became more

sophisticated in nature. With respect to changes in the workplace, the introduction of



IT technology tended to facﬂltate identification of capabilities for performlng ‘work
among members of the workplace The introduction of IT and increased employment
of non-regular employees also tended to give rise to the need for holding more meotings,
making adjustments for management of work, and Having more communication at
‘4 workplaces. | X

The above results suggest that IT technology and changes in the employment
structure, &I‘,uch as an increase in non-regular employees, as a result of the
advancement of the new economy, were changing work and the workplace, as 1) the
gap between individual employees regarding their competency and treatment was
eéxpanding, 2) the nature of work of regular employees was becoming more
sophisticated through work reorganization, and 3) more effort was required for

coordinating work through supervision and meetmgs
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4. Industrial relations in the era of IT

As business administratioﬁ as well as employees’ working styles and treatment are
changing in the era of the new economy, we examined, in this section, the kind of
reform that is needed in labor union movement and industrial relations. ‘

To meet the rapidly changing market needs of the new economy, the companies

providing the products must be flexible in their business administration. Obviousiy,
there are administrative risks involved, and companies’ personnel and labor,
management systems, as a means of avoiding risk, cannot. be rigid lest they stagnate.
" In other words, employment must be flexible. In this context, the existing in-house
systems will not be able to match the capabilities required by a company with
individual employees’ working conditions. This is likely to give rise to increased
criticism against the existing personnel and labor systems that are based on groupism
and to promote disinterest in labor union movement. _

On the other hand, with respect to business administration, proposals will be made,
one after ancther, on the personnel and labor systems that would replace the existing
systems. Labor and management will be required to form their views from their
respective standpoints. It should be noted that even though the existing systems are
out of place in the modern age, the systems have their strong points, and order had
been maintained by such systems. On the other hand, if management’ policies and
union’s movement were limited to simply accepting the status quo, it would certainly
lead to breakdown of order and risk the company’s survival. As differences in the -
treatment of employees tend to expand within a company, a strict examination on
these differences will also be necessary. While the importance of ability rating is
voiced, whatever system of employee treatment is constructed, the system framework
must be made transparent through labor-management consultations, and the
operation of the system will require fairness and objectivity. Furthermbre, labor
unions will be required to have the capacity for dealing with complaints about the
results of employee appraisals. |

In industries with declining international competitiveness and industries of the new
economy, labor and management cannot afford to be confrc;nting each other on various
issues within the company. At least on issues related to industrial policies, all
information pertaining to business administration should be supplied to the labor
unioh, and business administrative policies should respect the will of the workers. ‘
This, in turn, is'synon);mous with asking whether labor unions are equipped with the
capability for analyzing business administration and form responsible views.

. Therefore, a relation of trust between labor and rhanagement must be at the



foundation. By extension, labor unions should have a future program for
“participation in business administration.” The people who are most affected by
implementation of business administration policies are the majority of employees. A
system in which people most affeéted by the policies can participate in the
decision-making of those policies is a reﬂection"of industrial relations in which
corporate democracy is most elevated. Coinpanies in which such a system is properly
functioning are most appropriate and are expected to thrive in the era of the new

economy.



