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DEVELOPMENT  OF  MARKETING  IN  JAPAN

How did Japan's marketing strategies develop?  The six stages in the evolution and development of Japanese marketing are premarketing, marketing awareness and interest, marketing acceptance, marketing expansion, global marketing, and market maturity. After the Second World War, Japan's main focus was on creating adequate supplies to satisfy its consumers’ needs. This was the premarketing stage (1946–1953) for Japan as it began to transfer technology from developed countries and focus its efforts on improving the poor image of its products.  Statistical processes and marketing research and surveys were introduced by Dr. Edward Deming during this period. 


The second stage (1953–1964) was Japan's marketing awareness and interest phase. Japan's executives and academicians began to use marketing and management approaches as a discipline. The Japan Productivity Center and the Japan Marketing Association were established, and the first marketing research agency and periodical appeared. As its economic climate became more favorable, Japan saw its first consumption revolution, and it increased its liberalization of trade. The three sacred treasures of the Japanese consumer in the fifties were the television, electric washing machine and refrigerator (Interesting aside, to this day most Japanese households still do not have an electric dryer because of the high cost of electricity). During this stage, the Japanese translated several American  marketing books, and they summarized the sections on marketing management, principles,  research,  sales promotion  and  product policy.   In  1953,  the  first Japanese marketing book was published by Tsuyoshi Hamano, and in 1963, the first  marketing course was taught at a Japanese university.


From 1964 to 1969 Japan had the third stage—marketing acceptance and diffusion. During this period, affluence and mass consumption spread among  Japanese consumers, which further emphasized the need for and acceptance of marketing approaches. The Japanese manufacturers began to cultivate the international markets and to diversify their own domestic product lines. 


In the 1970s, Japan underwent the fourth stage, market expansion and the extension of its marketing domain. Japanese marketing thought became concerned with social issues and responsibilities during this period of market expansion.  Japanese marketers began to emphasize productivity and efficiency for their productss, and continued their effort to expand their markets by exporting products from these highly productive manufacturers.


The 1980s were the stage of  global marketing when Japan began to focus its marketing strategies and strategic planning on international markets.  As a result, Japan has became a global marketing success.  This international focus has became one of the most important factors that has shaped Japan's marketing mix and has  prepared it to become a strong global force within the world  markets. 


The 1990s have been the sixth and current stage, that of a mature marketing philosophy, a holistic consumer society, the “whole individual.  Table 1 shows the stages in the development of marketing in Japan.


Most of the early Japanese marketing concepts originated in the United States. The Japanese have taken these concepts and have blended them with their values and beliefs to attain their own unique marketing philosophy. This philosophy involves studying the nuances of the markets they tend to penetrate to find out exactly what consumers want. After consumer desires are determined, a product is designed to fit these desires, and the product is positioned in the market for a substantial amount of time.  The result of applying the marketing  philosophy has been not the Americanization of Japanese business methods and approaches, but the Japanization of American marketing, the modification and adaptation of selected American marketing constructs, ideas, and practices to adjust them to the Japanese culture, which remains intact. As compared to American marketers and American marketing principles, Japanese marketers tend to be more intuitive, subjective, and communications and human relations oriented.


In Japan, responsibilities for marketing are in the hands of a broader but less sophisticated and less technically trained group of managers.  Marketing is not solely the responsibility of the marketing department; all other departments accept the company’s philosophy, the logic of the marketing concept, and its approach to business, as they are directly involved in applying it throughout the organization. Less reliance exists on formal and conceptual aspects of formulating marketing goals and strategies and more emphasis on implementation and human relations than are found in American companies. Japanese companies are more adept at exploiting strategic windows, opportunities created by new market segments, changes in technology and new distribution channels. This has been strongly encouraged by the Ministry for International Trade and Industry (MITI) and endorsed by Japanese companies, which emphasize fast market adaptation rather than innovation. The redesign, upgrading, and rapid commercialization of innovations made elsewhere appear to be Japan’s common priority.  Its very low level of defense spending has allowed Japan to put its best technical resources not toward military applications (as in the United States) but toward commercial applications. 
Table 1   

Development of Marketing in Japan
Stage 1:   Premarketing:   1946–1953    



Emphasis on Basic Needs and Manufacturing



Pursuit of Technology at any Cost



Access to Necessities of Life

Stage 2:  Marketing Awareness:     1953–1964



Beginnings of Marketing Research



Rapid Economic Growth



Emphasis on Product Planning

Stage 3: Acceptance of Marketing:  1964–1969



Affluence and Consumption



Advertising



Product Diversification



Importance of Status

Stage 4:  Market Expansion:  1970s



Environmental and Social Issues



Quality of Life Concerns



Expansion of Exports



Productivity and Efficiency Emphasis

Stage 5:  Global Marketing: 1980s



Mature and Saturated Domestic Markets



International Focus



Trade Surpluses



Market Share Dominance

Stage 6:  Market Maturity: 1990s



Consumerism



Expanding Competition in Home Markets



Modernization of Marketing Methods



Efficiency in Product and Marketing Segments

STRATEGY  AND  COMPETIVENES

Competition in Japan is not between individuals, but between groups; in this regard it is extremely fierce.  The Japanese are integrated mentally, based on the principle of interdependence, owing to both formal and informal human relations. What motivates members is not an economic contract. They have a tacit agreement to cooperate interdependently. They feel strongly that they belong to the community and come to have a sense of solidarity only when they work at the same job site or in the same company. In Japan, the employees of a company have formed a team, which acts as a united body to compete with teams from other companies; successful companies distribute the profit gained to all members of the team in the form of a bonus. And the national spirit also is strong, with employees of companies  constituting a national team of Japanese industry to compete with their foreign rivals as a single united body. Table 2 compares strategic orientation for Japanese and American companies.

Table 2
Traditional Strategic Approaches
Strategic Element


In Japan
In the United States







Employee Attitude

Team/Cooperate                  
Individual/Competition

Risk/Reward


Learn from Failures     

Punish Failures

Innovation


Incremental Improvements  
Breakthroughs

Manufacturing Focus
Process



Product

Product Objective

Quality/Utility                       

Performance/Novelty


Product Introduction    
Sustain Market      


First to Market

Business Focus                
Share/Customer           

Profit/Shareholder


Reasons for the high degree of Japanese competitiveness  include


•a high degree of vertical integration;


•a broad product line strategy heavily oriented toward basic 




undifferentiated products;


•the devotion of considerable resources to overseas fact-finding 




missions, data base development, and systematic analysis of 



foreign scientific, technical, and business literature;


•great insight and imagination to push new technologies far 




beyond the limits  thought possible by their competitors;


•a strong design-manufacturing-marketing links;


•a strong market intelligence network;


•near-cost or below-cost pricing strategies;


•an excess cash flow from mature sectors to high-growth sectors;


•the selection by MITI of knowledge-based industries for nurturing;


•the promotion of organizational learning, skill development, 




horizontal flow of information and better organizational communications `


systems through flexible new product teams with overlapping stages of 


commercialization, job rotation, extensive operator-engineer 



communications at the shop-floor level, and use of interdisciplinary 


teams consisting of 
production/marketing/research and development 


(R&D)/engineering personnel for technology transfer;


•intensive world technology trend scanning;


•the continuous upgrading  of facilities with low cost and high 




quality as its objectives.

Marketing Conclusions


In Japan, it is not good enough to simply build a better mousetrap.  You must produce the device with features desired by consumers.  Then you must make sure that it continues to function properly.  This is why customer service along with product quality and after-sales service  are the triple pillars of marketing and selling in Japan.

Most Japanese businesses are in touch with their markets.  Tremendous attention is paid to research on what customers want. Japanese consumers have constantly complained that foreign businesses do not take the time to inquire about what Japanese customers want.  Non-Japanese companies do not seem to have second thoughts about either shipping clothing that does not fit the typical Japanese physique or attempting to sell appliances that have incorrect voltages or are too large for Japanese living spaces.  On the other hand, Japanese manufacturers tend to be well attuned to their own customers' particular needs. (For instance, Japanese machine-tool producers found that their American  customers used the machine tools  more  than their Japanese  customers.  Due to higher labor costs, American firms used the machines more intensively and could not afford downtime for maintenance. Therefore, Japanese producers modified both their products and their service programs to sell to the American market.)


From an American vantage point, one shortcoming of the Japanese is that they overly stress market share, where the selling emphasis is on volume.  A Japanese company is not driven by profit maximization.   A manager who increases market share while reducing profit would be preferred to one who makes more money out of fewer sales. The Japanese look to sell in large quantities, seeking market share at any price.  They export large quantities at low prices.  As soon as one company drops its prices, all others tend to follow (the “herd instinct”). They secure market share by flooding markets and initiating price wars, and they often are accused of dumping.  


The Japanese strategy follows a pattern of rapid growth in a protected and highly competitive Japanese market where firms battle for market share; then there are steady improvements in costs and quality among the leading Japanese companies, followed by an export drive by the domestic winners from Japan's maturing industry.  This strategy involves expansion, greater market share and increased sales. To accomplish these ends, the Japanese companies will do almost anything (e.g., cutting prices, offering rebates). Breaking even or absorbing losses can be momentarily tolerated. But some loss of economies of scale ultimately results, causing substantial losses. In Japan, this sort of competition continues until only a few producers dominate the market, the market matures, and market shares stabilize.  Then, usually through collusion, the surviving companies mutually boost prices and start reaping higher profits.  This form of business strategy is usually not feasible in foreign markets with stricter antitrust laws or stronger domestic competition.  When the potential for profits is dismal at home in Japan and negligible abroad, second thoughts about this strategy occur.

