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Organization Management for Generating the Future: Six-Stage Theory of “Turning Differences into Value”
mOverview
The characteristics of Organization Management for Generating the Future can be summarized as follows.
(1) Knowledge based on over 12 years of practical experience is developed into a theory concerning the

utilization of cross-cultural employees?® in Japan and overseas. The process of turning diversity into value
is shown.

(2) Based on the_integration of heterogeneity by highly homogeneous organizations, a specific
methodology is set forth for turning differences into value and developing organizations that support this
method.

(3) There are six stages: “‘Understanding”, “Trust”, “Suggestion”, “Development”, ““Deepening” and
“Enculturation”.

(4) There are five changes between these stages: “(1) Adaptation of cross-cultural employees”, “(2)
Adaptability of line management”, ““(3) Transference of knowledge”, ““(4) Adaptability of system”, and
“(5) Organization innovation”.

(5) The framework is composed of two axes: learning theory (adaptive learning and generative learning)
and adjustment theory (formal adjustment and social adjustment).

(6) Three reasons are given to_the importance of the line manager:

1. At the workplace, the line manager is the executor of the personnel system that has been designed by
the human resource department based on business strategies.

2. There is a need to tie together the contradictory elements of: adaptation and creation + formal
adjustment and social adjustment; and management and support + organization system and organization
norms.

3. When tying together these elements, it is necessary to have separate types of uses based on the stage.

2 Cultures are patterns of thinking, feeling, and acting, which are collectively shared with people who are
within the same social environment. There are layers of cultural level like national, regional, ethnic,
religious, linguistic, gender, generation and social class. In Six-Stage Theory employees whose cultural
levels are different from the organization are defined as “cross-cultural employees”.
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Adaptive learning (management, discussions, teaching)
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<Chart 1. Organization Management for Generating the Future: Six-Stage Theory of “Turning Differences

into Value”>

Generative learning (support, dialogues, coaching)

Stage Characteristics

Understanding

Aimed at obtaining the minimum necessary understanding of company policy.

Trust

Requires that work is carried out as directed.

Suggestions

Bosses and cross-cultural employees can make suggestions through discussion and dialogue.

Development

A situation where bosses and cross-cultural employees make suggestions to each other through
discussion and dialogue. This is developed and distributed throughout the company, through various

media and processes, using personnel and in-house information systems.

Deepening

The system of the organization becomes more tolerant of heterogeneity compared to stage one.

Differences based on national origin become a non-issue.

Enculturation

The culture of the organization becomes more tolerant of heterogeneity compared to stage two.

Differences based on national origin become a non-issue.

<Chart 2. The Six Stages>
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Transition between stages

Details

(1) Adaptation of Cross-cultural
employees

(from “Understanding” to

“Trust™)

Cross-cultural employees learn the organization (company) systems and rules. They

adapt to the workplace environment and processes of operation.

(2) Adaptability of line
management

(from “Trust” to “Suggestions™)

As line managers and cross-cultural employees carry out work together, the
necessary relationship of trust is developed. This leads to a relationship where they

can make suggestions to each other through discussion and dialogue.

(3) Transference of knowledge
(from “Suggestions™ to

“Development”)

A relationship in which line managers and cross-cultural employees can make
suggestions to each other through discussion and dialogue is developed throughout
the company based on the personnel and in-house information system. This

promotes the transfer of knowledge.

(4) Adaptability of system
(from “Development” to

“Deepening”)

As transference of knowledge is facilitated by personnel and in-house system, the
more it becomes adaptable. National origin becomes a non-issue from a company

process point of view.

(5) Organization innovation
(from “Deepening” to

“Enculturation”)

The workplace becomes more adaptable. A new organizational culture is developed
when internal and external influences are handled appropriately. National origin

becomes a non-issue from organization culture point of view.

<Chart 3. Changes between the Stages>
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<Supplemental Explanation>
m The two axes of “adaptive learning and generative learning” and “formal adjustment and social
adjustment”

This framework consists of six stages: Understanding, Trust, Suggestions, Development, Deepening, and
Enculturation. Each stage has a transition phase based on the learning and adjustment theory: (1) Adaptation
of cross-cultural employees, (2) Adaptability of line management, (3) Transference of knowledge, (4)
Adaptability of system, and (5) Organization innovation.

Organization learning can be divided into two categories:

- Adaptive learning - Passive learning that remains within the scope of specific job duties, rules, and
structural controls within an existing paradigm.

+ Generative learning - Active learning accompanying paradigm changes and future-oriented creation.

The roles required of managers differ greatly for each type of learning. They are thus defined as follows:

<Roles of managers in adaptive learning and generative learning>

* Role of managers in adaptive learning

A management approach. Issues that have already been exposed are further clarified
through discussion. The maximum efficiency, rationality, and benefit are pursued
through hierarchies and systems and the strongest results are sought. Managers take the
stance of teaching subordinates. Highly objective indicators and results are used for
evaluation.

* Role of managers in generative learning

A supportive approach. Potential issues are given further clarification through
dialogue. Creative approaches and solutions are the top objective and highly valued.
This is achieved through and facilitated by in-house personnel and corporate culture.
The best results are sought. Managers take the stance of coaching subordinates, and
highly subjective actions and processes are used for evaluation.
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For both adaptive learning and generative learning, the approach when promoting learning is called
“adjustment”. Personnel systems that target an entire company shall be referred to as “formal adjustment”
and norms such as behavior that is required at a workplace shall be referred to as “social adjustment”. Here,
adjustment will be viewed from both perspectives.

In this document, formal adjustment is defined as “standardization and documentation for systems that
defines the rules and standards regarding the knowledge, behavior, and output that is expected of an
individual in order to be a member of an organization”. Social adjustment is defines as “An individual’s
ability to share the values of an organization through education, rituals, customs, and human interaction;
thus creating a situation in which acceptance is obtained.

Based on this, the roles of managers are defined for each type of adjustment.

<Roles of line managers for formal adjustment and social adjustment>

* Roles of line managers for formal adjustment

Line managers have individuals conform to standards and systems, including rules
for various types of procedures. This includes elements related to human resource
management, such as: recruitment, utilization, evaluation, compensation, treatment,
human resource development, and benefits. The human resource department makes
plans regarding measures targeting the company overall, while line managers handle
implementation.

* Roles of line managers for social adjustment

Line managers share values that are necessary for being a member of the organization
through education, rituals, customs, and human interaction. This creates an environment
that promotes the acceptance of individuals. The human resource department sometimes
oversees in-house events targeting the entire company, while line managers basically
serve as the implementers of such events and mainly carry out their roles through OJT.
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Tatsuya has significant experience in the areas of HR/organization and diversity management, specifically
within the context of Global business. He has been involved in many human resource projects for
multinational companies, public sectors, and universities. He is a graduate school lecturer and a
commissioner of the Japanese government (Ministry of Health, Labour and Welfare / Ministry of Education,
Culture, Sports, Science and Technology). Tatsuya has written more than 140 articles and given lectures on
HRM/HRD.

In his time at Pasona tech, he held various management positions, including the department manager of
Global Business Consulting Dept., China Business Consulting Dept., and the director of the subsidiary
company in China. Prior to joining the HR consulting industry, he worked for a global SCM trading
company.

He advocates his own six-stage theory of how to turn difference into value. Knowledge and practical
experience over last 12 years has developed into a theory capitalizing on the influx of cross-cultural talent in
Japan and overseas. So far this concept has spread to China and Singapore with prospects of expanding
further.

He graduated from Meiji University (MBA) in Tokyo, Japan and has intensive training experience at Xi’ an
International Studies University, China. He is also proficient in English and Chinese.

E-mail: kodaira@ja-sol.jp
URL.: http://ja-sol.jp/
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