
1．Introduction

Since2008,Chinahasbecomethelargestautomobileproducingcountryintheworld.Ac-

cordingtothestatisticsfrom OICA（InternationalOrganizationofMotorVehicleManufactur-

ers）,Chinanowispossessingtheproductioncapabilityby23,722,890unitswhichisfollowedby

USAandJapan.

However,whenitcomestoproduct・squalityandbrandpower,theimagetowardsChinese

automobilemakersarestillnotgood1.Therefore,fromnowon,thedevelopmentofTanoko2is

necessaryforimprovingthequalityaswellasproductivityforChineseautomakers.Inaddition,

Chinahaveenteredthelistofagingcountriesanditwillsufferfromthelabourshortageinthe

nearfuture.AccordingtotheChinesestatisticsofsocialservicesanddevelopment3thatthelabor

forceofChinais916millionby67.0％ofthetotalpopulationin2015.Theagingpopulationis138

millionby10.1％ofthetotalpopulation.ThecurrentbirthrateofChinaisextremelylowbyonly

1.18.Ifthesituationcouldnotbeimproved,In2050,theagingpopulationofChinaisanticipated
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toreach36.5％（around500million）.Therefore,byconsideringthelowbirthrateandlongevity

ofChina,raisingupthelabourproductivityiscompulsoryforkeepingthelivingstandardand

supportingthefuturesocialstability.

Duringthetimewhenthesurveyofthispaperhavebeendone,Toyotaproductionsystem

（TPS）havebeenacceptedasthebestpractice・duetoitshighefficiency.ThetransitionofTPS

fromJapantotheothercountriescanbealsowidelyobserved.Oneoftheimportantfactorthat

supportTPSissupposedtobethewideformationofTanoko.AccordingtoKoike（2005）・sthe

theoryofintellectualskills・（Chitekijyukurenriron）thatTanokoisthepersonwhoisnotonlybe

abletodotheregularwork・butalsoirregularwork・whenitoccurredintheworkplace.The

highefficiencyofTPSisbecauseofthewideformationofTanoko・whoareabletodealwith

bothoftheregularandirregularwork.

BecauseofthehighperformanceofTanoko,thetransitionofTanokofromJapaneseautomo-

bilemanufacturestotheothercountries・manufacturescanbewidelyobserved.Kumonand

Yasuho（2005）havedonetheresearchtoobservethetransitionaldegreeofapplicationofthe

typicalJapanesemanagementofautomobilecompaniestoothercountriesusingthefivesteps

evaluationmethod・4.HepointedoutthatthedegreeoftheapplicationofTanokoinNorth

America,SouthAmerica,England,ContinentalEurope,Korea,TaiwanandSoutheastAsiaare

3.0,2.6,3.3,2.8,2.9,and2.6respectively.Therefore,wecanknowthatthedevelopmentofTanoko

havebeenwidelyintroducedandacceptedthroughoutthewholeworld.

UndertheglobaltrendofthedevelopmentofTanokoandthesituationofChinesefuture

problem oflaborshortage,whatisthecurrentsituationinChineseautomobilecompaniesof

Tanokodevelopmentneedtobeclarified.However,workers・skillsaretooabstracttoobserve

becauseitwouldbesubjectivesometimes.InordertoidentifywhethertheworkersareTanoko

ornot,thewayofhowtheworkersarebeingrewardedplayanimportantroletodeterminethe

workers・attitudeoflearningnewskills.Besides,thewayofhowworkersarebeingrewarded

determinetheattitudeofhowtheworkersusethenewskillsbacktotheworkplaceactivelyor

not.Therefore,thisresearchisfocusingononeleadingautomobileCompanyCasacasestudy

toclarifywhetherthecompensationsystem haspositiveeffectonproductionworkers・skill

developmentintheassemblyplant.CompanyCisoneofthefourthlargestautomobilecompa-

niesinChinawiththelargestannualproductioncapacity.CompanyChavebeenseparatedfrom

itsparentscompany（ministrygoodsproducer）asanindependentAutomobileCompanyin2005.

Besides,Compensationsystemisthesumtotalofallmonetaryandnon-monetarybenefitspro-

videdtoemployeesinexchangefortheirwillingnesstowork.Usually,compensationsystem

consistoftwopartswhicharedirectfinancialcompensationandindirectfinancialcompensation

（fringebenefit）.ThispaperonlyfocusesonthedirectfinancialcompensationofCompanyC.

Therearetwoobjectivesinthispaper.First,toclarifythecompensationsysteminChinese

government-operatedcompanyC.Second,toexaminetheeffectivenessofcompensationsystem

onTanoko・sdevelopment.Becausethewayofhowworkers・compensationbeingdeterminedhas

astrongeffectonhowtheworkersbehavingintheworkplace.Therefore,fromobservingthe

compensationsystem,wecanknowwhetherthecompanyhaverecognizedtheimportanceof

workers・skilldevelopmentandwhethertherehaveincentiveeffectsonmotivatingworkersto
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developingtheirskills.Then,inordertodefinewhethertheworkersareTanokoornot,howthe

workersdealwiththeirregularworkswillbeobservedbasedonKoike（2005）・sthetheoryof

intellectualskills・.Theirregularworksarebeingshownasfollowing3pointswhicharethe

issuesdirectlyinfluenceproductivityofassemblyplant.

（1）Whendefectiveproductsoccurred.（2）Whenmachineproblemsoccurred.（3）Whenmarket

demandsdecrease.

2．Methodology

Therearetwocompensationpatterns－skilledbasedcompensationandjobbasedcompensa-

tionarebeingwidelyusedintheworldinordertolinkworkers・compensationtoorganizational

goals.Therefore,thispaperistoobserveinCompanyC,whichcompensationpatterndoesCom-

panyCbelongstoandhowdoesthecompensationmotivatingworkers・skillsdevelopment.

Inordertocollectdata,thein-depthinterviewshavebeenconducted.Theinterviewshave

beenconductedbasedonplannedquestionswhicharemadeupof4parts.Theyarecompensa-

tionsystem forproductionworkers・,theorganizationalstructureofassemblyproduction

line・,workers・processofpromotionandupgrading・andworkers・workingbehaviorsindealing

withtheurgentproblems・.

TheresearchtargetistheassemblyplantinCompanyC.Thisassemblyplantconsistof580

productionworkers.Amongtheworkers,thereare174irregularworkers.Thetargetinginter-

vieweesconsistsof7people.TheyaredivisionchiefinHRM department,productiondivision

chiefinassemblyproductionplant,foreman,3teamleadersandassistantteamleader.Allthe

interviewshavebeenconductedfrom1to2hoursand1to2times.Forobjective1,thequestions

weremainlyaskedwithdivisionchiefinHRMdepartmentandtheproductiondivisionchiefof

assemblyline,sincetheyarebeingconsideredaspolicymaker.Forobjective2,thequestions

weremainlyaskedwiththefloormanager－foreman,team leadersandassistantteam leaders,

sincetheyaremostsimilarwiththeissuesintheactualworkplace.

3．Researchresults

3．1．Outlineofassemblyplant

Thisassemblingplantwasestablishedin1982astheautomotiveproductiondivisionwhich

wasundertheparentcompanyH.Thecompanyhadachievedanannualproductioncapabilityof

100thousandsvehiclesin1991.Moreover,CompanyHinvested198millionChineseRMB5inits

automobileproductiondivisionbypurchasingthenewassemblyequipmentwhichhasmatched

theglobalstandards.Afteracquiringthenewinvestment,theautomobileproductiondivision

hasachievedtheproductioncycletimeof1.85minutesandtheannualproductioncapabilityof

200thousandvehicles.Intheyear2002,underthepermissionoftheChineseMinistryofForeign

TradeandEconomicCooperation,theautomobileproductiondivisioninCompanyHbecamean

independentCompany.However,becauseoftheproblemsofmanagement,CompanyHsuffered

fromahugefinancialdeficitin2006.Eventually,ithasbeenmergedintoAutomobileCompany
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Cin2007asamemberofCompanyCgroup.Currentlythetotalnumberofemployeesin

Heilongjiangfactoryare7000.ThefactoryinHeilongjiangprovinceiscomposedof4plants:

stamping,welding,paintingandassembling.Theresearchtargetofthispaperistheassembling

plantinthefactoryofHeilongjiang.Thefactory・scurrentproductioncycletimeof1.85minutes

andtheannualproductioncapabilityof200thousandvehicles.

Thetotalnumbersofassemblingworkersintheassemblydivisionare580workers,thereare

26assistant-teamleaders,25teamleaders,8foremen,4vice-productionchiefsand1production

chief.Forthein-depthinterviewsofthisstudy,oneproductionunitwasselectedtobeinter-

viewed.Withinthisproductionunit,thereexists6teamswith144productionworkers.Thereare

7assistant-team leaders,6team leadersand1foreman.From team 1toteam 6,thenumberof

membersineachteamare23,20,22,22,24and19respectively.Thereare2assistant-teamleaders

inteam5.ThedetailedworkmapofthisunitareshowninFigure1inAppendix.Teamone・s

assemblingprocessisbeingshownasanexample.Teamoneisconsistof23productionpostsand

23productionworkers.Thecomponentsareflowingontheconveyorfrompreviousposttothe

nextpostalongwiththedirectionofthearrow.Teamone・sjobcontentsareattachingthedoors

andlightsontheautomobile・sbody.Eachproductionpostforeachworkersconsistoffrom3to

6movements.Sincethecurrentcycletimeis1.85minutes,theworkersneedtofinishhisassem-

blingworkwithinthetime.

3．2．TheCompensationSysteminChineseCompanyC

Thefollowingdatawasmainlyfromthein-depthinterviewswiththedivisionchiefofHRM

departmentwhichtook2timesby1hourforeach.InCompanyC,productionworkerscompen-

sationarebeingcalculatedbythefollowingformula:

Productionworkers・compensation＝age-basedcompensation＋post-basedcompensation＋per-

formance-basedcompensation＋perfectattendancereward＋allowanceformanagerialposi-

tions6.

Firstly,theage-basedcompensationforproductionworkersisonlydeterminedbytheir

yearsofservice.Thestartingage-basedwageis420RMB,andthisincreasesalongwiththeyears

ofservice.Theupperlimitdoesnotexist,butitonlyincreaseforaslowas10RMByearly,so

thereisverylittlechangeinthetotalamountoftheage-basedwageoftheworkers.

Secondly,post-basedwagearebasedonthedifficultyoftheactualjobs.Intheassembly

productionline,thejobpressureforworkersarenotsame.Somejobsneedheavyphysical

strengthwhileothersarerelativelyeasy.Thereforedifferentcoefficientnumbershavebeen
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Table1 thecoefficientnumbersforeachtypeofpost

Generalworker
Heavyphysical
worker

Assistant
Teamleader

TeamLeader Foreman

Coefficient
number

0.9 1.0 1.2 1.3 1.5

Totalamount 620 690 825 895 1030

Source:createdbaseonthein-depthinterviews



createdinordertopresentthedegreeofdifficultyofeachjobdescriptionandthepostwageare

beingcalculatedbasedonthesenumbers.Thecoefficientnumbersandthetotalamountofpost

positionforeachtypeofjobsareshowninTable1.ThepostwageforGeneralworkersisthe

lowest（620RMBpermonth）whilethehighestpostwageisthatoftheforeman（1030RMBper

month）.

Thirdly,theperformance-basedcompensationisbeshowedasthefollowingformula.

Performance-basedwage＝［（themoneyforproducingonevehicle）×（thetotalproduction

amountpermonth）－（thefineforproducingthedefectivepart）×（thetotaldefectivenum-

berspermonth）］

Themoneyforproducingonevehicledependsonthedegreeofthejob・sdifficulties.Gener-

ally,itis0.2RMBforeachvehicleand0.3RMBforthepostswhicheasilycomesoutwithdefec-

tiveproducts.Ifthedefectiveproductsareduetothemishandlingofworkers,theworkers・

performance-basedwagewillbereducedbasedonthedegreeofthedamage,butthefixed

amountisnotdetermined.However,thisperformance-basedcompensationdoesnotmeana

higherwagefortheworkerwhocanproducemore.Thereasonisbecausethemonthlyproduc-

tionplanninghasacertainproductionquota.Itisimpossibleforworkerstoproducemorevehi-

clesthanthedecidedquota.WhenthemarketdemandsforCompanyC・sproductstoincrease,

theincomeoftheworkerswouldincreaseaswell.Therefore,theperformance-basedwageis

directlylinkedtothemarket・sdemands,butdoesnotreflectworkers・skills.Besides,despitethe

corporateregulationstatesthatthesalarywillbereducedwhentheworkersproducedefective

parts,intherealitytheregulationisneverfunctioningatall.Itmeansthateveniftheworkers

haveproduceddefectives,theirsalaryneverbereduced.

Theperformance-basedwageaccountsforthelargestproportionoftheworkers・totalwage.

Thecurrentproductionvolumeofthisassemblyproductionfactoryisaround6000�7000vehicles,

soassumingoneworkerwhoproduced6000acceptedproducts;hisperformance-basedwagewill

be:6000×0.2＝1200RMBpermonth.Therefore,eventhoughthiswageelementiscalledasper-

formance-basedwage・,butitisnotreflectedontheworkers・individualperformance.Instead,it

isfirmlybasedontheworkers・attendancerate（aslongastheworkerscometoworkeveryday,

hecanproduceonemonth・productionquota）.Theworkerswhoarenotontheassemblyline,

suchasteamleadersandforemenarebeingrewardedwiththesamepiece-ratewagebasedona

monthlyproductionplan.

Then,Perfectattendancerewardisdeterminedbyeverymonth・sattendancerate.One

month・sfullattendancerateisequalto100RMB.

Finally,theallowanceformanagerialpositionsareonlypaidtotheworkerswhoareabove

teamleaderlevels.Themanagerialallowanceforeachofthefloormanagersarethefixed.They

areAssistant-team leader－300RMB,Team leader－500RMBandForeman－1000RMBrespec-

tively.

AccordingtotheaboveintroductionofcompensationsysteminCompanyC,wecancalcu-

lateeachcompensationelement・scompositionandeachtype・sworkerstotalcompensationof

eachmonth.Now,supposingalltheworkershave8yearsofserviceandhavefullattendance

ratethatisunderthiswagesystem,eachvariable・samount,compositionandtotalwageare
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shownintable2.

AccordingtoTable2,wecansummarizethecharacteristicsoftheworkers・compensation

systemasfollows:First,performance-basedwageandperfectattendanceratebothhaveastrong

impactonencouragingworkersnottobeabsentfromwork.Performance-basedwageaccounts

forthebiggestportionoftheworkers・totalwagebyaround45％.However,asmentionedbefore,

thespeedandamountoftheproductionisnotcontrolledbytheworkers.Therefore,theperform-

ance-basedwageinCompanyCplaysanimportantincentivetomotivateworkerstonotbe

absentfrom work.Besides,it・sobviousthattheperfectattendancerewardisanincentivefor

encouragingworkerstocometotheworkplace.Therefore,thepiece-ratewageelementandthe

perfectattendancereward,together,accountsfor50％ oftheworkers・totalwage,whichencour-

ageworkerstocometoworkeveryday.

Second,thepost-basedwageandthemanagerialallowance,together,playanimportant

functiontoencourageworkerstocompetewitheachotherinordertobepromotedtoahigher

jobladder.Post-basedwagerepresentsthesecondlargestpartbyaround30％.Theworkerswho

workongeneralpostsorheavyphysicalpostsstronglydependsongenderandage,butdoesnot

dependsonworkexperience.Normally,theworkerswhoworkontheheavyphysicalpostsare

theyoung,maleworkers.Thewagegapbetweenthem issmall,onlyby70RMB.However,

lookingatthefloormanagers・positions（assistant-team leader,team leaderandforeman）,the

wagegapfromthegeneralworkersbecomeslargerby205RMB,275RMBand410RMBrespec-

tively.Moreover,themanagerialallowanceareonlypaidtotheworkerswhoarehigherthanthe

assistantteam-leaderby300,500and1000respectively.Therefore,thepost-basedwageandthe

managerialallowance,together,giveastrongincentivestocompetewitheachotherinorderto

bepromoted.Inotherword,aslongastheworkerswanthigherincome,theonlywayisthrough

thepromotionprocess.Therefore,thepromotionprocessshouldbeconfirmedinordertosee
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Table2 thewageofeachelement・samount,compositionandtotalwage
Unit:RMB

Generalworker
Heavyphysical
worker

Assistant
teamleader

Teamleader Foreman

Age-basedwage 500（21％） 500（20％） 500（17％） 500（16％） 500（13％）

Post-basedwage 620（26％） 690（28％） 825（28％） 895（28％） 1030（27％）

Performance-based
wage

1200（50％） 1200（48％） 1200（41％） 1200（38％） 1200（31％）

perfect
attendancereward

100（ 4％） 100（ 4％） 100（ 3％） 100（ 3％） 100（2.6％）

Managerial
allowance

0 0 300（10％） 500（16％） 1000（26％）

Total 2420 2490 2925 3195 3830

Source:createdbaseonthein-depthinterviews

Note:Somepercentagesarenot100％evenifaddthemup.Itisbecausethatthenumbersafterdecimalpointhavebeen

Note:roundedoff.



whethertheprocessofdeterminingpromotionhasinfluenceonenhancingworkers・skills.

3．3．Workers・PromotionProcess

Thepromotionprocessgenerallyfollowstheordersfromassistant-teamleader,teamleader,

foremanandproductionchief.But,theassistant-teamleaderdonothavemanagerialfunctions.

Instead,heiscalledasthereplacedworkers,・whosefunctionistoreplacetheworkerswhoare

absentfromwork.

Thefirstpromotionprocesstobeanassistant-teamleaderisbytherecommendationfroma

teamleader,thenreportedtotheforeman.Afterthat,theforemanwritestherecommendation

lettertotheproductionchief.Finally,productionchiefdecideswhowillbepromoted.Asprevi-

ouslystated,oneofthefunctionsforassistant-teamleaderistoworkinthelineinplaceofthe

workerswhoareabsent.Sometimes,theassistantteam-leaderneedstoreplacetheworkerswho

evenworkinotherteams,orwhichproductionposttheassistantteam-leaderhaveneverexperi-

encedbefore.Therefore,inordertobeabletocatchupwiththecycletime,oneofthenecessary

conditionsforassistant-teamleaderstobepromotedisthathemusthaveahighlearningability.

Then,thepromotionprocedureforateamleaderisthatheneedatleast3yearsofserviceand

thentheforemanwillrecommendthequalifiedworkerstotheproductionchief.Production

chiefshavetheauthorizationtodeterminewhocanbepromoted.Theconditionsforateam

leaders・promotionareasfollowing.First,hehastohavegoodknowledgeofhisbelonging

team・sworkingcontentsandhasagoodrelationshipwiththeotherco-workers.Second,hemust

havenorecordsofviolatingthecorporatediscipline.Third,theabsentrateislow.Therecom-

mendedworkershavetopasstheinterviewexamswiththeproductionchief.Thecandidatewho

passedbecomestheteamleader.Generally,teamleadersdonotworkontheproductionline,but

onoccasionswhentherearemanyabsentworkersatthesametimewhichisbeyondthenumber

ofassistantteam-leaders,theteam leadershouldalsoworkintheproductionline.Moreover,

anotherfunctionforateamleaderistocoachthenewlyhiredworkers.

Next,thepromotionprocessforaforemanisbasicallybasedonSelf-recommendation

system・,withatleast5yearsofservice.Ifthevacancyexistsforaforemanposition,theinforma-

tionwillbeannouncedonthebulletinboard.Theannouncementwillbekeptfor1week,during

theperiodoftime,theworkerswhohavetheintensionofwantingtobeaforemancaninformto

theproductionchief.Itdoesnotrequiredthatthecapablepersonmustbethecurrentteam

leaders.Generalproductionworkersalsohavetherightstoapplyfortheself-recommendation.

Afterthatthewritingtestandinterviewtestwillbeconductedfortheapplicants.Theweight

ofthewritingtestandinterviewtestaccountsfor40％and60％respectively.Onlytheapplicants

whohavepassedthewritingtestcangoontohavetheinterviewtest.Theevaluatorsforthe

interviewsare3people:thevice-productionchief,theproductionchiefandtherepresentativeof

theHRM department.Although,itdoesnotrequiretheworkerstobethecurrentteamleader,

mostly,theactualpromotedworkersarethecurrentteamleaders.

Finally,fortheproductionchief,abachelordegreeisneededfortheworkerstobepromoted

astheproductionchief.Becausetherearenobachelordegreeholdersintheproductionline,so

theopportunityfortheworkerstobepromotedtoproductionchiefis0.Thecurrentproduction
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chiefhasbeenrecruitedfromtheexternalmarket3yearsagowhohastheexperienceofworking

attheotherautomobilecompanies,buthehasnoexperiencesoftheactualproductionoperation

before.

Theaveragespendingtimeforbeingpromotedtoteam leadersandforemenisasfollows:

Theaverageageforteamleadersare30yearsold,andthetimetheyhavespentforpromotionare

3�5years.Ontheotherhand,theaverageagesofforemenis40years,buttheyearsforthemto

bepromotedvariesamongdifferentpeople.

TheprobabilityofbeingpromotedtoeachjobladderswasshowninTable3.Aforemen-

tioned,thereare580workersworkingintheproductionline,butthereonlyexist26assistant

team-leaders,25team leadersand8foremenasthefloormanagers.Comparedwiththetotal

numbersofworkers,thefloormanagersareveryfew.Theprobabilityofbeingpromotedis4.5％,

4.3％ and1.4％ respectively.Aslongasnovacancyexistsonthehigherpositions,evenifthe

workersarecapableenough,theycannotbepromoted.

From theabovedescription,wecaninterpretthepromotionprocessasfollows:First,be-

causetheperformanceevaluationisnotconductedforproductionworkers,soclearandspecific

criteriadoesnotexistforworkerstoreferto.Therefore,thecandidateswhocanbepromotedare

stronglybasedonsupervisors・subjectiveopinions,sobiasmightoccur.Second,sincethewage

systemfortheproductionworkersdoesnotreflectskills,performancesandefforts,sothatthe

promotionhaslittleeffectonmotivatingworker・skilldevelopment.Moreover,theprobability

forworkerstobepromotedisextremelylow.Aslongasnovacancyexistsinthehigherposi-

tions,theworkerscannotbepromoted.Therefore,wecanconcludethatpromotionprocessalso

hasfewmotivationaleffectonworkers・skilldevelopment.

3．4．EffectivenessoftheCompensationSystem

Above,wehavedescribedthecompensationsystemfortheproductionworkers.Itisalready

clearthatthecompensationsystemdoesnotreflectworkers・skilllevelaswellasperformance.

Therefore,wecananticipatethattheaverageskilllevelofworkersissupposedtobelow.In

ordertofindouttheevidencetosupporttheassumption,howworkersarebeinginvolvedin

dealingwithirregularworks・willbedescribed.Ashavebeenmentionedbeforethattheirregu-

larworks・arebeingdefinedasfollows.（1）Whendefectiveproductsoccurred.（2）Whenmachine

problemsoccurred.（3）Whenmarketdemandsdecrease.

Firstly,whendefectiveproductsoccurred,thecompanyrequeststhattheworkersthem-

selvesmustinspectthedefectswhichflowingfromthepreviousproductionpost.Fortheimpor-

tantcomponentswhichmightleadtoaccidentsorconflagrations,theinspectiontechniciansare
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Table3 theprobabilityforworkerstobepromotedtoeachjobladder

Jobladder Assistantteam-leader Team-leader Foreman Productionchief

Totalnumbers 26 25 8 5

Probability 4.50％ 4.30％ 1.40％ 0％

Source:Createdbasedontheresultsofin-depthinterview



beingallocatedtomonitortheproduction.But,theinspectiontechniciansarenottheproduction

workers,theyarealmostgraduatedfrom vocationalschoolwhohasnoproductionexperience

before.Whenthedefectiveproductsareseenintheproductionlineorarediscoveredbythe

workers,thegeneralworkershavenoauthoritiestostoptheproductionlinetofixtheproblem

immediately,whichisnormalinJapanesemakers.Instead,theworkershavetochecktheprob-

lematicpartsonthequalitycheckinglist・whichisbeingattachedtothevehicle.Afterthat,the

problematicvehiclewillkeepmovingontheconveyoruntiltheendoftheproductionline,which

iscalledqualityinspectionarea・.Untiltheproblematicvehiclereachesthequalityinspection

area・,theworkerswillthenstopattachingthecomponentsonthevehicles.Currently,thecycle

timeisaround1.85minutes,sowhentheproblematicvehiclecomes,theworkersjuststandthere

anddonothing,soalargeofcosttotimeishappening.Thequalityinspectiontechniciansdeal

withtheproblematicvehiclesafteritgoesoff-the-line,whentheproblemsareseriousandare

beyondthequalityinspectiontechnician・scapability,theteamleaderoftheteamwheredidthe

problemhappenedwillbecalledtofixtheproblemtogether.Demolishingthevehiclesinorder

tofindouttheproblemsarefrequentlyhappening.Therefore,exceptingdiscoveringtheprob-

lemsandcheckingthelistonvehiclebody,theproductionworkershavebeenexcludedoutofthe

qualitycontrolprocess.Moreover,fromtheperspectiveofmanagementside,theyevendoesnot

allowtheworkerstostoptheproductionline,from theinterviewresultswiththeproduction

chief,ifanyhugeproblemsshouldoccurwhichwillresultinstoppingtheprocessofinthe

productionline,theforemanoftheunitwillbefinedbecausetheefficiencyrateofassemblyline

onlybecalculatedbythetimeoflinestop.Therefore,theforemanhatestheinterruptionsinthe

productionline.

Secondly,whenmachineproblemsoccur,themanagementsidedoesnotallowtheworkers

tosolveiteveniftheminorproblemswhichcanbeeasilysolvedbyrestartingthemachineor

fixingthebrokenline.Iftheworkerstouchthemachinewhenproblemsoccur,theworkerwill

befined.Fromthispoint,wecanclearlyknowthattheintentionformanagementistoexclude

workersfrommachinemaintenance.Instead,whenproblemsoccurredonthemachine,theregu-

lationofthecompanyistocallthemaintenanceengineerstocomeandaskhim tosolvethe

problems.However,theofficeformaintenancetechniciansisoutoftheassemblyplant,sowhen

problemsoccurred,teamleaderwillcallthemaintenancetechnicianstocome.Untilthetechni-

ciansarrive,theworkersjuststandthereorchatwiththeothers.Besides,smallproblemssuch

astheproductsinterveninginthelineandmachinerestartingarebeingsolvedonlybythe

maintenancetechnicians.Inthecasethatthemachineproducesdefectiveproductscontinuously

andtheproblemscannotbesolvedbysimplemachinerestarting,theauthorizedpersonfromthe

machinesupplierwillbecalledtocomeandsolvetheproblems.

Finally,whenmarketshareshrinks,how todealwiththedecreasingdemandsarebeing

shownasfollows:AccordingtotheinterviewresultswiththeHRM divisionchief,thecurrent

marketingdemandsonvehiclemodelswhichisbeingproducedinthefactoryinHeilongjiang

provinceisdecreasingrapidlyintherecentyears.Despitethedecreasingmarketshare,the

productioncycletimehasbeenmaintainedthesameasusual.In2006,theproductionlinehas

reacheditspeakproductionvolumeby300vehiclesperday.Atthattime,theproductioncycle
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timereachedto1.85minuteswhichwasthefastestinthehistory.However,intherecentyears,

theaverageproductionvolumeperdayisonly200,buttheproductioncycletimestillremains

thesameasbeforeby1.85minutes.Inthenormalcase,whenmarketsdemandsdeclinedrapidly,

jobcombinationshouldbeconductedinordertoraisetheproductivity.However,inCompany

C,Jobcombinationandchangingthecycletimearenotbeingimplementedatall.Therefore,

regardlessoftheworkingtimeofthisfactoryisfrom8amto5pmeveryday,butbythesame

productioncycletime,currentlythisproductionquotacanbefinishedat2pm.Sometimes,the

workershavenojobstodo,sothefloormanagerswillasktheworkerstocleanthemachinesand

thefloormanytimes.Intheworstcase,themanagersjustlettheworkersgohomeearly.Even

ineventslikethese,theproductionworkersarestillbeingmaintainedby580productionworkers.

Ashavebeenmentionedbeforethatthereare174irregularworkersareworkingatCompanyC,

butnoworkerhavebeendismissedunderthedemandsdecliningtime.

Abovearetheprocessesabouthow theworkersbeinginvolvedintotheirregularjobs.

Aforementionedwehavelearnedthattheworkersarenotinvolvedinthequalitycontrolprocess

andmachinemaintenanceevenforthesimpleproblems.Thereasonforthatissupposedtobe

thelowaverageskillsofworkers,whichmadethemanagementsidedonottrusttheworkers.

Thereasonfortheworkers・lowskillslevelisalsoduetothemanagementsarelackoftheaware-

nessofworkers・skillsdevelopment.Therefore,duringthetimeofmarketsharingshrinking,the

workersarenotabletoparticipateintothejobcombinationandincreasethecycletimebecause

noworkerscanundertakeit,whichbroughtadisasterfortheassemblyplant.Asaresult,the

efficiencyisextremelylowinCompanyC,recentlyworkersevendonothavejobstodointheir

workinghours.

Tosum up,from section3.4thatwehaveclearlyknownthatthecurrentcompensation

systemhavenomotivationaleffectsonworkers・skilldevelopmentinCompanyC.Thecurrent

compensationsystem haveresultedinalow skills・level.Becauseofthelow skillslevel,the

workershavebeenexcludedfrom qualitycontrol,machinemaintenanceandproductioncost

reductionprocess.Asaresult,theevidencehaveshownthatalotofinefficienciesinthesideof

theworkersandahugelossintheproductionlinemightoccur.But,CompanyCcannotfinda

waytosolveit.

4．Conclusionandpolicyrecommendation

Inthispaper,wehaveclarifiedthecompensationsystemanditseffectivenessonworkers・

skilldevelopment.Then,wefoundthefollowingproblems.

Firstly,theimplementationofCompensationsystemisbasedonJobtitles・.Sincejob-based

compensationisbasedontheprincipleofequaljobequalpay・sothatthecurrentjob-based

compensationhavecreatedthebarriersofmovementbetweendifferentproductionposts.This

rigidstaffingplanninghaveahugenegativeimpactontheformationofTanokoinCompanyC.

Besides,thecompensationofCompanyCdoesnotreflectworkers・differentskills,responsibility

andperformanceintodifferentsalaries,sounderthissystem,itwillbehardtomotivateworkers

toparticipateintotheskilldevelopment・methodssuchasjobrotation.Asaresult,the
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compensationsystemhaveresultedinalowlevelsofworkers・skillsinCompanyC.Secondly,due

tothecompensationsystem hasnomotivationaleffectonworkers・skilldevelopment,ithas

broughtalowworkers・skilllevel,sotheworkersareexcludedfrom theprocessesofquality

control,machinemaintenanceandthereductionofproductioncost.Thishavealsoresultedina

hugeproductioninefficiencyandproductionwasteinCompanyC・sassemblyplant.Theevi-

denceisthateventhoughcompanyCissufferingfrom market・sdemandsdeclining,thecycle

timestillremainthesameasthepeaktimeandthejobcombinationisnotbeingconducted.

Therefore,wecanconcludethatthecompensationsysteminCompanyChavebroughtabig

obstacleonbringingupTanoko.Inordertosolvethisproblem,bothoftheshortrunandlong

runsolutionsshouldbetaken.

Inashortrun,thefactorswhichlimittheworkers・skilldevelopmentshouldbeaddressed.

ThebiggestbarriersinCompanyC・assemblylinearesupposedtobethejobdesign,skilldevel-

opmentandthedelegationofauthority.Therefore,reflectingworkers・skillsintoworkers・com-

pensationsystem shouldbeproceeded.Japaneseautomobilecompanies・skill-basedranking

systemisagoodreference.

Inalongrun,theformofgovernment-operatedcompaniesshouldbereformed.Theprob-

lemsarethatgovernmentisthebiggestshareholderandgovernmentdirectlyinterfereinto

companies・management,sothattheself-responsibility・smanagementdoesnotbeingconducted

ingovernment-operatedcompanies.Therefore,forthefuturereformingofgovernment-operated

companies,thesituationofgovernmentisthebiggestshareholder・shouldbechanged.Stock

transferfrom governmenttotheemployeesandexternalinvestorsshouldbeproceededfrom

nowon.Alongwiththedeepeningofstocktransfer,ononehand,thevalueofthecompanieswill

bereflectedbymarketwhichwouldhaveimpactonmanagersandemployees・reformingof

managerialconsciousness.Onanotherhand,thegovernment-operatedcompaniescanabsorb

externalinvestors・advancedmanagerialperspectiveswhichcanenhancecompanies・Manage-

mentculture.

Notes

1 AccordingtoChineseautoqualityreportwhichavailableatwww.people.cn.Thiswebsiteisthemost

authorizedautowebsiteaimingtoreportthequalityrelatedissuesofChineseautomobileproducts.

2 TabokoinJapaneselanguagemeanstheworkerswhohavehigh-qualifiedskillsthathenotonlycan

taketheregularjobsbutalsotheirregularjobssuchasqualitycontrol,kaizenactivitiesandworkload

reductionactivities.Heisabletomaintainandsupporttheflexibleandhigh-mixlow-volumeproduc-

tionsystemsothatheistheessentialpersontoachievethehighprod

3 Availableathttp://www.gov.cn/gzdt/2011-06/16/content_1885931.htm

4 Fivestepsevaluationmethod:thedegreeofapplicationarebeingscoredfrom 1to5.5meansthe

JapanesemanagementhavebeenperfectlytransferredwhichtotallysamewithitinJapan.Ifthefactor・s

scoreishigherthan2.5,itmeansthatthisfactorissimilarwithitinJapan.

5 RMBisChinesecurrency.Theexchangeratewas1RMB＝18.71JPYduringthetimewhenthesurvey

havebeendone.

6 Allowanceformanagerialpositions:Onlybeingpaidtotheworkerswhosepositionsareaboveteam

leader.

CompensationSystemintheChineseAutomobileIndustry

77



References

Asano,K.（2001）.『自動車産業における働き方に関する考察（1）』（ObservationofthewayofworkinJapanese

automobileindustry（1））.Tohogakushi,40（1）,pp.47�65.

Asano,K.（2010）.『トヨタ生産方式と労働密度』（TPSandlaborintensity）Tohogakushi,39（1）,pp.113�132.

Asano,K.（2012）.『自動車産業における働き方に関する考察（2）』（ObservationofthewayofworkinJapanese

automobileindustry（2））.Tohogakushi,41（1）,pp.47�74.

Bemson,J.,&Debroux,P.（2004）.FlexibleLabourMarketsandIndividualizedEmployment:TheBeginnings

ofaNewJapaneseHRMSystem?InC.Rowley,&J.Benson,TheManagementofHumanResourcesinthe

AsiaPacificRegion:ConvergenceReconsidered.pp.55�75.London:Frankcass.

Casey,I.,&Shaw,K.（1999）.TheeffectsofHumanResourceManagementsystemsoneconomicperformance:An

internationalComparisonofU.S.andJapaneseplants.Maryland:InstituteforOperationsResearchand

theManagementSciences.

Chow,I.,Huang,J.,&Liu,S.（2009）.StrategicHRM inChina:ConfigurationsandCopetitiveadvantage.

Humanresourcemanagement,47（4）,pp.687�706.

Cooke,F.（2009）.HRM inChina.InJ.Storey,W.Patrick,&D.Ulrich,TheRoutledgeCompaniontoStrategic

HumanResourceManagement（pp.447�461）.Newyork:Routledge.

Gan,B.（1996）.『国有企匍匍工彿彿分配研究』（WagedistributionofChinesegovernmentoperaedcompanies）

Chengdu:ThepublisherofXiNanfinanceandeconomicsuniversity.

Gao,Y.（2007）.『鈷鈷位示示效工彿彿是国有企匍匍工彿彿制度改革的方向』（Postandperformancedbasedcompensationis

thereformingdirectionforChinesegovernment-operatedcompaneis）XiBeiMeiTan,5（2）,pp.51�53.

Han,L.（2004）.『日中合弁自動車メーカーDQAM工場におけるトヨタ生産システムの導入実態』（Implementa-

tionofToyotaProductionSystemataJapan-ChinaJoint-Venture,DQAM,inChina）.Economicmagazine

ofOkayamaUniversity,46（1）,pp.31�46.

Ishida,M.（2003）.『仕事の社会科学』（SocialscienceofJob）.Kyoto:MinervaPublishing.

Ishida,M.,Nooki,M.,&Yoshinori,T.（2009）.『日本自動車企業の仕事・管理・労使関係』（Job,management,and

labormanagementrelationsinJapaneseautomobilecompanies）.Tokyo:Chuokeizai-Sha,INC.

Kang,S.（1998）.『工彿彿理胎胎和工彿彿管理』（CompensationtheoriesandCompensationadministration）.Beijing:

ThepublisherofChinesesecurityoflaourandsoceity.

koike,K.（2008）.『海外日本企業の人材形成』（HumanresourcesformationofoverseasJapanesecompanies）.

Tokyo:TOYOKEINAIINC.

Koike,K.（2005）.『仕事の経済学』（Economicsofjob）.Tokyo:TOYOKEINAIINC.

Kumonhaku&YasuhoTetsuo.（2005）.『日本型経営・生産システムとEU ハイブリッド工場の比較分析』

（JapanesemanagementstyleandproductionsystemandEU－ComparativeresearchofHybirdfactories）.

Tokyo:MinervaPublishing.

Li,J.（2000）.『中国国有企業の経営と労使関係 鉄鋼産業の事例』1950�90年代（Corporatemanagementandlabor

relationinChinesegoverment-operatedfirms-thecasestudyinsteelindustryfrom1950thto1990th）.Tokyo:

Ochanomizusyobo.

Liu,J.（2006）.『霧霧鈷鈷位技能工彿彿与鈷鈷位示示效工彿彿之單單劣』（Theadvantagesanddisadvantagesofpostandskill

basedwageadministrationsystem）.BaogGangKeJi,32（4）,pp.63.

Macduffie,J.（1995）.HumanResourceBundlesandmanufacturingperformance:organizationallogicand

flexibleproductionsystemsintheworldautoindustry.IndustrialandLaborRelationsReview,48（2）,

pp.197�221.

MunJaeHo.（1996）.『トヨタ生産方式の韓国への移転に関する考察』（AstudyonthetransferofToyotaprodution

systemintoKorea・.syougakukennkyuronnsyu5）,pp.239�256.

Pan,S.,&Xu,C.（2004）.『深化国有企匍匍分配制度改革的障碍与斤斤策』（ObstaclesandCountermeasuresfor

Deepeningthereform ofstate-ownedEnterpriseDistributionSystem）.EconomicsJournalofHebei

Unoversity,25（3）,pp.83�84.

Saruta,M.（1995）.『トヨタシステムと労務管理』（TPSandLaborManagement）.Taxaccountingassociation.

経済科学論究 第13号

78



Suehiro,A.（2002）.『キャッチアップ型工業化論』（Catch-uptheoryofindustrialization）.Nagoya:Theuniver-

sityofNagoyapress.

Sumiya,M.（1976）.『日本賃金制度の歴史研究』（AhistoricalanalysisofwageemploymentinJapan）.Tokyo:

OchanomizuShobo.

Tang,L.（2010）.IncomeDistributionSystemReformofChineseState-ownedEnterprisesinRecentYears－The

trend,significanceandproblems・.Tokyo:MomoyamaUniversity.

ThecomprehensiveplanandwagedivisionofChineselaborministry.（1995）.『鈷鈷位技能工彿彿制方案譜譜柴柴与

操作』（Postandskill-basedcompensationplananditsoperation）.Beijing:ThepublisherofChinese

laborministry.

Toyama,E.（2006）.『日露合弁企業における日本型経営・生産システムの移転』（ThetransmissionofJapanese

stylemanagementandproductionsystem inJapanese-Russianjointventurecompany）.ERINARE-

PORT,68,pp.17�27.

Tsuji,K.（2007）.『戦後トヨタにおける昇格管理 昇格と昇進』（Toyota・sPromotionManagementandEm-

ployeeSelection/CompetitioninthePostwarPeriod:Promotionnumbersandpromotionmanage-

ment）.RitsumekanSanngyouSyakayiRonsyu,43（2）,pp.1�19.

WangHaibo.（1986）.『中国の国有企業における賃金制度の改革』（ReformingprocessofChinesegoverment-

operatedfirms・wageadministration）.Tokyo:Chikumasyobo.

Yamamoto,T.（2000）.『現代中国の労働経済1949�2000』「合理的低賃金制」から現代労働市場へ』（MordenChi-

neseLabourEconomy1949�2000:Fromresonablelowwagesystemtoopening-uplabourmarket）.Tokyo:

Sodosya.

Yang,T.（1988）.『企匍匍潤潤更更工彿彿制系由由譜譜柴柴』（Designoffirms・compensationsystem）.Beijing:Economicsand

Managementpublisher.

CompensationSystemintheChineseAutomobileIndustry

79



Appendix

経済科学論究 第13号

80

Figure1 Workmapofteam1



CompensationSystemintheChineseAutomobileIndustry

81




