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Abstract: The paper Japanese miracle versus thirty-six years of excellence in American searching
groping presents the way in which a country which can ensure the necessary from own resources only to
the limestone and sulfur, having a hardworking population, highly disciplined, proud and persevering has
managed to install in the consciousness of the world an undeniable phenomenon called Japanese miracle.

In this paper the authors tried to decipher some of the mechanisms that have made the great achieve-
ments of Japanese. The authors believe that being forced to start from scratch, the availability and openness
that they had in order to learn from others, especially from the best managers of the moment, but also from
their mistakes enhanced by the consistency and perseverance of not doing sacrificing quality, represented
the main factors of success.

The Japanese have used like nobody else the oil crisis as a great opportunity, by restructured and mod-
ernized their economy, while their total dependence on raw materials forced them to be imaginative into
collaborations of all kinds and become very performant. No one before them has harnessed more the new
technologies communications, coordination and mainstreaming.
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1. Introduction

The country which can ensure the nec-
essary from own resources only to the lime-
stone and sulphur, having a hardworking
population, highly disciplined, proud and
persevering has managed to install in the
consciousness of the world an undeniable
phenomenon called Japanese miracle. We
tried to decipher some of the mechanisms
that have made the great achievements of
Japanese. We believe that being forced to
start from scratch, the availability and open-
ness that they had in order to learn from oth-
ers, especially from the best managers of the
moment, but also from their mistakes en-
hanced by the consistency and perseverance
of not doing sacrificing quality, represented
the main factors of success.

The Japanese have used like nobody
else the oil crisis as a great opportunity, by
restructured and modernized their economy,
while their total dependence on raw materi-
als forced them to be imaginative into col-
laborations of all kinds and become very
performant. No one before them has har-
nessed more the new technologies commu-
nications, coordination and mainstreaming.

2. Openness and availability versus
ignorance, or: “no one can be a proph-
et in his own country”

About the Japanese economic miracle
was written into the seventh decade of the
last century, an entire literature impregnated
with wonder at the speed with which Japan
defeated and occupied military had risen
from the ashes of the last world war to regain
a prestigious place among the main industri-
al powers of the world.

In our approach we try to decipher the
key decisions that made the difference. The

essential element in our opinion was the
opening, the availability and preference for
quality and well done things.

We will evoke the architect of Sony
(originally called Ibuka), Masaru Ibuka, who
in 1945 rented a store from the Tokyo city
center, who had a former telephone switch-
board, bombed and torched, and with seven
employees and $ 1,600 of personal savings
began a hard and unpredictable work.

In spite of the great difficulties of the be-
ginning, of struggle for survival, Ibuka had
enough energy and time to define his be-
lief that certainly does not lack options: eth-
ics (we will remove any source of dishonest
profit), progress (the application of advanced
technology in people’s lives), and overtaking
performance (we will focus on skill, perfor-
mance and individual character so that ev-
eryone can give his best in terms of skills and
understanding).

After 1946 total disorganization situ-
ation faced by Japan create big problems of
American occupation authorities. The situ-
ations being critical, USA decide to take all
necessary steps to strengthen and restruc-
ture Japanese industry and services. General
Douglas MacArthur, committed to public
education including through radio, recruits
Homer Sarasohn (American engineer spe-
cializing in Radio Engineering and subse-
quently Quality Management) to restore the
telecommunications industry from Japan af-
ter the damage sustained during the Second
World War.

In 1946 he also founded the Japanese
Union of Scientists and Engineers (JUSE)
organization with an important role in the
promotion of quality control under the pa-
tronage of which has been created in 1949
“Quality Control Research Group” (QCRG),
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with very precise intention to provide sup-
port to directors of companies in their activ-
ity by managing the production and services.

Between the members QCRG can be
found professors K. Ishikawa, S. Mizuno, T.
Kogure, who have had an important role by
educating and preparing business leaders,
helping them to understand the power of
quality control program.

From 1946 to 1950, H. Sarasohn lead
Civil Division of Communications - Civil
Communications Section (CCS), helping
Japan in the recovery, repair and installation
of equipment, materials and components in-
cluding the achieving necessary to restart the
factories, reinstatement of laboratory equip-
ment tests (ETL).

For better organization, H. Sarasohn
decides to apply management and quality
control methods in the U.S. sector, introduc-
ing stringent quality standards for products.
Sarasohn sets including one quality manage-
ment education program for top executives
in Japan.

Moreover, on his return in the United
States Sarasohn recommends W. Edwards
Deming (American statistician, professor,
author, lecturer and consultant recognized)
to support a seminar in Japan on the theme
about statistical control of quality, especial-
ly with one of his first initiatives of QCRG
group was the development of such a course
(Quality Control Basic course), whose impor-
tance and power was easily understood by
the Japanese.

In addition, in the early 1950s, the
magazine publication “Statistical Quality
Control” (SQC) has been a key tool in pro-
moting control techniques in Japan, Japanese
industry knowledge gradually advanced
unexpectedly.

The Lecture Series of “all day long” type
(which lasts all day), held in the ’50s Japan
for eight days, began with the one in which
Deming focused on philosophy quality and
on clarifying the role of statistical methods
in quality control, he being the man who in-
vented management process statistical con-
trol, giving managers the means to determine
when to intervene in an industrial process.

The concept introduced of “design cycle
of the product” (product design cycle) differs
from the process management-laterknownas
the PDCA cycle type (“Plan-Do-Check-Act”).

Deming emphasized five key points of
this work:

- -Product design based on appropriate

models;

- -Implementation and testing it in both
laboratory and production line;

- -The launch of product on the market;

- -Product testing by the customer, so
that, on the basis of marketing re-
search to identify users opinion about
it, and the reasons for which the prod-
uct was not purchased (the opinion of
non-users);

- -Redesigning the product due to con-
sumer reaction across the relationship
between quality and price.

At his conference “of introduction”
Deming stressed the differences between
inspection and quality control, pointing out
that they were much discussed since 1939
by W.A. Shewhart (American physicist, en-
gineer and statistician, sometimes known as
the father of statistical quality control) in-
spection (check the reception quality and / or
delivery) with a post-procedural role, while
acknowledging quality control - in terms
of cyber command and control - is consid-
ered exclusively a process of management
technology.
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The first result is reflected in the con-
cern of many Japanese companies in order to
introduce the statistical techniques of quality
control (the years 1951-1954), originally ap-
plied only on finished products.

Through these seminars, Dr. Deming
taught executives, managers, engineers and
researchers in Japanese industry, the basics
of statistical of quality control. His teachings
have left a deep impression in the minds of
participants and were a boost to implemen-
tation of quality control in Japan, then in the
early stage of recovery.

Dr. W.E. Deming generosity to donate
its copyright backed up seminars on Japanese
Institute JUSE, was very well received by the
Japanese as a sign of appreciation and friend-
ship; later they used them in order to finance
the prize that bears his name, through ac-
knowledge its merits and commemorates his
help to promote the continuous development
of quality control in Japan.

J. M. Juran (Romanian-born American,
engineer and management consultant), in-
vited to Japan in 1954, promotes the idea that
quality control should be seen as a manage-
ment tool and not just a technical problem.
The concept of quality control must be intro-
duced in an organization from the highest
level, based on a well-defined strategy.

To promote the quality control, JUSE
promoted a number of courses such as: QC
Middle Management Course Basic QC for
Top Management Course, QC Introductory
Course, Design of Experiment Course,
Sensory Test Course, Basic Course Reliability
QC  Executive
Reliability Course, Reliability Management

Course, Introductory
Course, etc.

Kaoru Ishikawa (Japanese chemical
engineer, theorist of organizational quality)

assessed the quality of personality in Japan,
develops theories of American experts Juran,
Deming and Feigenbaum, launching the con-
cept of involving all departments of the or-
ganization in achieving quality, based on the
idea that the participative management is
essential.

The research activity continues,
Professor Kaoru Ishikawa, managing to es-
tablish of quality control circles (quality con-
trol circles), later called “quality circles”,
widespread and valued subsequently in
Japan. The basic components of “Company
Wide Quality Control” are: quality assur-
ance; ensure quality and cost control; ensure
control quantities and delivery dates.

The inner circle of quality assurance
is the core of the concept CWQC. The term
quality refers primarily to control the devel-
opment of new products. Any control mea-
sures, on the second level, considering all the
activities with impact on quality and compli-
ance with estimated costs.

The third circle symbolizes the surveil-
lance procedures of how the company is
performing all activities in order to prevent
deficiencies extremely important in achiev-
ing high quality products, aiming, while re-
taining the required quantities and delivery
dates predetermined.

Ironically, we can say that the most
important precursors of quality manage-
ment are considered the Americans: Walter
Shewhart, W. Edward Deming, Joseph M.
Juran, Armand V. Feigenbaum, Philip B.
Crosby, who joined them much later, the
Japanese: Kaoru Ishikawa, Taguchi, etc.. One
of the developer’s ideas of performance as-
sessment at the individual concerned and
aligning objectives at individual performance
with organizational level was Peter Drucker,
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Figure no. 1 - The basic components of Company Wilde Quality Control (CWQC)
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Source: Kaoru Ishikawa, What is Total Quality Control? The Japanese Way, Ed. Prentice-Hall Inc., Englewood

Cliffs, New York, 1985

who introduced the concept of management
by objectives, since 1954 included in his book
“The Practice of Management”.

The explanation was obvious: while the
Japanese are at crossroads in great difficul-
ty, and have shown their entire opening and
availability in learning, adaptation and ap-
plication of quality concepts promoted even
by Americans experts sent to Japan’'s econo-
my recover, Americans proved reluctant and
even uninterested in applying the new con-
cepts of total quality management, while fail-
ing to understand the usefulness and value
that it would be able to generate companies.

Union of Scientists and Engineers of
Japan (JUSE), decided in 1951 to set and
to grant “Annual Award for Quality WE
Deming” as recognition of illustrious U.S.
personalities merit in quality management,
whose contributions to the development of
theory and methods for improving product
quality industrially manufactured boosted
Japanese industry.

1960 is the inaugural year for Japan na-
tional campaign for quality, November be-
ing designated the month of quality, during
which activities and events designed to pro-
mote quality control.
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The lack of coherence found in the ap-
proach to quality JUSE determined from
1962, to set up the first quality circles. These
circles were composed of small groups of
workers, partners and even leaders, directly
concerned in improving the production sys-
tem, to solve problems they faced in their
work, receiving and exchanging information
between them based on the experiences that
they can share.

Surprisingly, the idea took shape, was
successful, even reaching between 1980-1990
to have approximately 250,000 quality circles.

3. Restructuring versus protection

The existence of quality circles proved
beneficial, contributing to a better involve-
ment of leaders in the management, greater
accountability of subordinate employees, the
existence of good communication between
all levels participating in creating an envi-
ronment where quality being understood to
the true value required a continuous devel-
opment and improvement.

QOil shock, after the proclamation of the
embargo and oil prices in 1973 did not put
Japan issues of other nature than to other in-
dustrialized countries. But put these issues
in more dramatic due to the extent of 88-90%
dependence on external sources of energy
and more than 99% of oil consumption.

Market fluctuations and the economic
crisis imposed organizational environment to
constantly change the approach to business.
Ministry of International Trade and Industry
of Japan was concerned consistently restruc-
ture the economy (Ionescu, B.; Ionescu, I;
Tudoran, L.; Bendovschi, A., “Traditional ac-
counting vs. Cloud accounting”, 2013, pp 106
-125).

Leadership Prospects

So instead of basic industries, energy
intensive strongly developed in the era of
oil was gradually taken by the computer in-
dustry, integrated circuits, aviation, electrical
and electronic medical uses. The fact is that
the first time, government, employers, trade
unions and research institutes, have join their
efforts to achieve reduced consumption of
raw materials and energy required to obtain
one unit of finished product.

A decisive role towards reducing en-
ergy consumption and research on new en-
ergy sources was played by The Institute of
Energy Economics, founded in 1966. The per-
formance of restructuring and modernizing
the economy can be supported by the fol-
lowing: steel industry, the largest consumer
of energy 19% national consumption in 1974
has reduced the share to 15.6% in 1979; ener-
gy consumption per ton of steel was reduced
by 10% from 1974 to 1980; energy consump-
tion per unit of petrochemical decreased by
13% from 1973 to 1977; energy consumption
per ton of comment during 1970-1977 de-
creased by 21.6%; Between 1973 and 1977 it
achieved a 20% reduction in the production
of alumina and aluminum refining 2.8% and
continued reductions in the period 1978-1985
with a further 14% and 3.4%; and so on.

In the early 1980s the automobile war-
fare with the United States and Western
European countries the main trade unions
and major car manufacturers demanded of-
ficial action to limit or voluntary restraint of
Japanese imports in total contradiction with
liberal economic platform.

Some companies from United States
and Europe before a lucid analysis of the real
causes of Japanese successes have built a con-
tagious as Japanese competition. Were raised
among others: lack of fair play Japanese
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competitors; undervaluation of the yen;
dumping policies; social dumping; Japanese
the protectionism on the import of spare parts
and machines; Japanese protectionism by neo
requirements too severe pollution and safety
rules; and so on Literature has removed all
these allegations substantiated by the force of
facts and reality. It is evident that the causes
must be sought elsewhere. Refusing to learn
from an initial failure does nothing to turn
this failure into a deadlock.

4. Horizontal collaboration and spe-
cialization versus immediate profit

To ensure continuity and regularity of
supply, large commercial companies which
have central role not only in promoting ex-
ports and ensuring imports determines its
policy of implantations, develop cooperative
relationships with national companies, in-
cluding through joint investments.

By way of example can be mentioned:
the U.S. market providing soya scrap met-
al, coal, cotton, wood, chemicals, industrial
equipment, etc., the initially large commer-
cial houses created as representative offic-
es, became later companies American law
or subsidiaries; the speed with which they
were exploited opportunities is legendary'
by which Japan secured term over 48% of
the high quality iron in Australia in the early

! According to the work reported by Costin Mur-
gescu: “Japan in the world economy”, Scientific
and Encyclopedic Publishing House, Bucharest,
1982, in 10 minutes after they have been informed
that it was discovered a new iron ore in Australia,
they already started the debate, after one week a
delegation of specialists and decision makers are
on the ground, and in a month they know the re-
ality and they were prepared to base their decisi-

ons.

1960s;by using the same policies for explo-
ration and learning through the commer-
cial offices, Japanese companies expanded
their market shares which they hold in the
Bay Area so by increasing exports of general
equipment, electrical and telecommunica-
tions equipment, cars, trucks, precision in-
struments, radios, televisions, etc., but also
by winning long-term outlets for the con-
struction of refineries, petrochemical com-
plexes, power plants, desalination of sea
water, ports, airports, capturing solar energy,
etc.

Coherent, dynamic and imaginative
policy of Japanese companies during their
70s can join the pragmatic management prac-
tices of American and Western European
fame that, with few exceptions, have promot-
ed the principles of specialization and reduc-
ing the costs through mass production.

5. The rediscovery of excellence

Tom Peters, author of the best-selling
book “In Search of Excellence” published
in 1982, expresses the main ideas on solving
business problems, work in which he tries to
empower the decision makers of a company
level, encouraging personal responsibility as
response to the “New Economy” that take
shape around the world.

Through its urges Americans to not
despair because their organizations achieve
excellence. Along with Richard Pascale he
urged Japanese companies to analyze and
learn from their lessons. In 1981 Richard
Pascale, in his book “The Art of Japanese
Management”, makes a comparison between
the Japanese company Matsushita and the
U.S. Company ITT, trying to highlight the
differences in approach to management.
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American business characteristics of
excellence have been identified following
observations and analysis by U.S. econo-
mists, among which there can be mentioned:
Thomas Peters, Robert Waterman, Richard
Pascale, and Anthony Athos. Studying about
50 large American companies, they have
qualified them as business excellence. In or-
der to identify success factors, the specialists
mentioned conducted an analysis of their fi-
nancial performance, interviewing some of
the leaders and their employees, studying
carefully all articles published in the last 25
years on their work seen from all points of
view.

These factors, identified as generators
of success in literature are valued as basic
features of an enterprise of excellence. In ad-
dition, economists have shown that to fit in
the category of enterprise excellence, finan-
cial performance is necessary to confirm the
prestige gained purpose they developed six
specific indicators of performance.

Of these, three are measures of growth
and wealth creation, and the three other mea-
sures of operating profitability.

Modeled after Deming Prize, Malcolm
Baldrige National Quality Prize was intro-
duced in the U.S. by law in 1987. Baldrige
Award, recognizing excellence alone ensures
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