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CASES- How to make meetings with
Japanese people more effective

* Non-Japanese: Why can’t we make a decision during the meeting?

* Japanese: They expect me to make a decision in the meeting!

* An American manager at a joint venture company recently
described to a meeting he had just attended. “We had gotten
together people from each of the partners, and had a three day
teambuilding meeting to work on developing a new mission for
our functional part of the organization. We thought that we had
included all the key decision-makers, but at the end of the
meeting, the Japanese representatives told us that they would
have to go back and discuss it with people in Tokyo. It’s two
months later, and we’re still e-mailing back and forth about
it. Why couldn’t we have just decided there, that was what the
meetine was for!l”



CASES- How to make meetings with
Japanese people more effective

 Non-Japanese: Why don’t Japanese participate?

* Japanese: Why do they make it so difficult for us to
participate?

* “What do you think?”

* Japanese don’t have the same feeling that each participant
needs to contribute. The democratic idea that everyone
needs to give their opinion during the meeting doesn’t exist
in Japan. |t may be enough for a participant to just be there,
gathering information (if they are a junior person) or showing
their support for what is being discussed (if they are a more
senior person)



CASES- What was that meeting
about?

Why don't Japanese speak up in meetings?
* Lack of confidence in English
* |tisimpolite to interrupt

Why are there so many meetings, and many formal meetings, in Japanese
companies?
* First, meetings are a demonstration of "form" in business.

* Holding regular meetings helps to instill confidence, trust and commitment in the
people involved

* In a high-context, group-oriented culture, meetings serve to establish a shared
context and group cohesiveness

* Finally, meetings are often called for the official announcement of decisions which
have already been made through consensus building

* During the process of nemawashi, everyone involved informally discusses a
proposal and gives their input, so that by the time the meeting comes, everything
is already decided



HoRenSo

Ecnn Ball ANOHCKM HaYa/IbHUK MONYUT, TO Bbl BCe AenaeTe
NPaBUbHO, €C/IN OH NPOCUT COODLLUTL, Kak NPOABUraeTCs NPOEKT,
3TO 3HAYMT, YTO OH HEeJ0BOJIEH

O6bI4HO ANOHCKME MEHEOKepPbl He CNPaLIMBAtOT, Kak MayT Aena,
NOTOMY YTO NOAYMHEHHbIE NOCTOAHHO OTYUTLIBAIOTCA Nepes HUMMU
camu

O6paTHas casb- feedback 74—k 7\, «kommeHTapun»,
«3amMeyvyaHuna»

HoRenSo (0T coKpaleHHbIX CNOB «A0KN1aAblBaTb», KYTOYHATLY
N «COBETOBATbCAY) - NpeAcTaBnAeT cobon 6ecKoHeYHbI NOTOK
3N1EKTPOHHbIX MMCEM OT NOAYNUHEHHOIO K PYKOBOAUTENIO



HoRenSo system

Don’t fix it!

Our company facilitates leadership training for Japanese engineers who are assigned to
their companies’ factories in the US. Our job is to make them aware of American
leadership styles and how to manage Americans effectively.

When we ask groups about their challenges, someone always brings up this point. “If the
machine isn’t operating normally, Americans try to fix it themselves. On their own, they
decide that it is a simple fix, and they can do it themselves. This can turn into a serious
problem later. Instead of fixing the problems, we want them to report the problem so
that we can investigate.”

Everyone in the room nods in agreement.

“The simple fix may cover up a bigger problem that might not present itself again until a
critical later stage in the process. Also, if the malfunction is fixed, the original
phenomenon is gone, so it is much harder to find the cause. And if we don’t find the
cause the same problem may keep occurring again and again. Why do Americans feel
that they have to fix things all by themselves?”



KayecTBo

* Ecnun Bbl CKaXKeTe COTPYAHUKY, YTO OH XOPOLLO
paboTaeT, 310 byaeT 03Ha4YaTb NOTEPIO NLA
N ANA Hero, n Ansa Bac-'cnacmnbo’” nam soobue
HMYEero He roBopuTe



“KavectBo” B CLLUA, AnoHun, KO.Kopee,
Kutae

In Korea- quality is considered to
be embodied in the newness of an
item

Japan defines quality as the
absence of defects, which
underlines perfection

China defines as a single word:
status. Personal relationships and
connections are everything in
China and the best way to attract
new members to your network
than the trappings of wealth and
success.

USA- quality means that the item
could perform its functions

Russia- ???

Source: http://en.rocketnews24.com
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e 5SS — cuctema opraHu3saummn 1 paunoHanunlaumm pabodvero mecra (pabouero
NPOCTPAHCTBA), OAUH N3 UHCTPYMEHTOB BeperKNMBOro NpPomn3BoACTBa

e conpu (E2IH) «copTnpoBKa» (HYXKHOE — HEeHYXXHOe) — YéTKoe pasJeneHune BeLlen Ha
HYXHbl€ U HEHYXHble U n3basneHne oT NOCNeAHUX;

» cauntoH (EHH) «cobniogeHne nopaaka» (aKKypaTHOCTb) — YNOpPALOYEHHOE U TOYHOE
PAcno/IoXKeHNEe U XPaHEHUA HEOBXOAMMbIX BELLEN, KOTOpas No3BoaAET BbICTPO M NPOCTO
UX HAUTU U UCNOJ1b30BATb;

« caunco (;EHR) «copepkaHue B unctote» (ybopka) — comeprkaHue paboyero mecra B
YUCTOTE N ONPATHOCTY;

« camkauy (FBi&) «cTaHaapTusauma» (ycTaHOBAEHME HOPM M NpaBua) — Heobxoaumoe
YCNOBME ANA BbINOAHEHUA NepBbIX TPEX NPaBU;

e cuuyKa (%) «coseplueHcTBoBaHMe (ByKBasbHbIN NepeBos — BOCMUTaHME)»
(camogucumnanHa) — BoCNUTaHME NPUBLIYKM TOYHOIO BbINO/IHEHWNA YCTAHOB/IEHHbIX
nNpaBwu/, Npoueayp Y TEXHONOMMYECKMX onepauni.

Llenn 5S — CHU)KeHue Yncna Hec4HacCTHbIX Ca1ydaeB, NOBbILLEHME YPOBHA Ka4yecTBa
NPOAYKLUMUUN N CHUKEHUE KONMYecTBa AedeKToB, Co34aHne KOMPOPTHOrO
NCUXOJIOTMYECKOTO KAMMATA U CTUMYNNPOBAHUE XenaHnA paboTtaTtb, YHUPMKaUMA U
CTaHAapTM3aumnAa pabouymx mecT, NoBblEHWE NPOU3BOAUTENIBHOCTM TPYAA 33 CHET
COKpaLlLLeHNA BPEMEHM NOUCKA NpeaMEeTOB B paMKax paboyero npocTpaHcTBa.






MeperoBopHbIN Npouecc 8 busHece lll

* Coumanmnsaums

* [lpnoputetnbl

* Mcnonb3oBaHWe TULLUHDI

* [loarotoBKa

e [lonroe NpuUHATUE peLleHUn

* KTO roBOpuUT NepBbim?

* [logapku
* He nepebuBaTtb
* 3aaaBaHWe BOMPOCOB

* TepneHue nT.A.



[leperoBopbl

1/25- ycnex

OwmnbKa- KPaTKOCPOYHaA opmneHTaumnsa, ocobeHHOCTH
KYNbTYPbl, COLIMANbHOIO YCTPOICTBA 06LLEeCcTBa, OTCYTCTBME
TepneHus...

He sKOHOMWYECKUI pe3ysibTaT, HO MOHUMaHUE KynbTypbl/
B3aMMOOTHOLIEHUA

MeaneHHble u3smeHeHuI, war 3a warom (kaizen)

Cnocobbl KOMMYHUKaLUK (BaXKHAA U MeHee BaXKHasA
nHbopmaums)

[MepcoHndmKaumnsa busHeca
Counanusauma, oTHowweHuA. loBepue, cTaTb KCBOUM

Xodcreae



[leperoBopHbIN MEHTANUTET
AMNOHLUEB

HepocTaTok pecypcos, OKpyeHue- 6onee cuibHbIMU
CTpaHamu

3aWmnTHAA Nno3mnumA
MeHee rubkmne, agantuBHble, 60A3Hb ObITb NEeperpyXeHHbIMM

BHMMaHMe K HI0aHCaM, 3aLWMTHaA NO3MLUuUA,
NoA03PUTENBHOCTb K MHOCTPAHLLAM (ecnu eLle He 3HaKOMbl)

B nocneaHue roabl neperoBopbl cTaHOBATCA bonee
arpeccuBHbIMU, €CTb ONbIT PaboTbl 3a Npegenamm ANOHUK

Pesiko npeanaratoT anbTepHaTUBHbIE pelleHuns (o0bcykaanoch
}Ke oaHO pelleHune!)



Counanmsauma

Losepue

Ecnm HepoCTaTOYHO O Bac 3HAIOT, TO HET ABUMKEHMUSA B
neperosopax

Honne/ tatemae, noHnmaHue amoumii, doHa
HedpopmanbHoe obuieHue

C yy*Kakamu He BeayT Aena

Pa3roBop- cembs, MHTEPECHI, UHTEpPEC K ANOHUM U T.A.

MepBas BCcTpeya- camasa popmanbHas, raBHoe- JOBEPUE,
3HAaKOMCTBO

ANOHLbI HE OPUEHTUPOBAHbI HA KKOHTPAKT», HO Ha
OTHOLIEeHUA



3HaHWe NPUoOPUTETOB

* NHPopmauuma (OT Bac 1 OT HUX)

* [pynnoBas opueHTauuma, AOCTUKEHMNE
rapMoHUU

* [leperoBopbl 3TO He bopbba, AOCTUXKEHMUE
yYA0BNETBOPEHHOCTM CTOPOH



lcnonb30oBaHMe TULLUHDBI

MeHee pa3roBopymBbie
He nepebusatot

He 3aaato0T BOMPOCHI- NPOsiB/IeHNE HeYBaXKeHUA, He
10CTaTOYHOro BHUMaHUA, NoTeps Anua

TnwnHa Kak Hecornacue
TUWMHA KaK yBaXeHne, CMUpeHune
TuwnHa ansa Hac U AnAa HUX (KompopTHOE cocToAHUE?)

TepneHue, rOTOBHOCTb BEPHYTCA K paHee
obcy)KaaembiMm BONpocam- NpoABAEHME J0BepUa



CKOpPOCTb NPUHATMA pPeLUEHUN

MeaneHHO NPUHUMAIOT pelleHuA
N3beratoT oWmMbOK

[loTepAa nnuya

[pynnoBaAa rapmMmoHuA



[loAroTOBKa K neperoBopam

[ToHMMaHne ocobeHHOCTEeN MeHTanunuTeTa

OpuneHTauma Ha paKTbl, MaTepuasbl,
npe3eHTauunu

Heobxoanmasa nHdopmauma o Ballen
KOMMNaHUU

HanaguTb OTHOLWEHUA
Buorpaduun, onbit, X066K 1 T.A4.



HeBnammble y4aCcTHUKMK
neperoBopHOro npotecca

* [I[paBUTENbLCTBEHHbIE OPraHU3aLUN
(MITI, JETRO, MoFA)-
pekomeHgaumm

* KOMNaHUU-NapPTHepPbI



[loaapKu

l06AT NoAAPKK
OAPKM NapTHEPAM

OapPKN UHANBUAYANIbHO

oynnosas ¢otorpadms

BeuepHune meponpmaTtma

[pynnoBble $OTO Beyepom



KTO roBopuT nepsbim?

[MepBaa popmasbHaA BCTpeYa- CTapLlime no
nepapxmyeckom NecTHuue

[OCTb MX FOCYAAPCTBEHHbIX OpraHU3aLui

[pe3eHTaLuKn, KOTopble MOTYT NOKA3aTbCA
He3Ha4YnTebHbIMKU ANA NEPEroBopoB (3auem?)

TepneHue, 3acaywatb Bcex!



He nepebuBaTb

[1hoxme maHepbl

[May3bl Y ANOHCKOro BbICTyNaloLEero (AymaeT, cepbesHoe
OTHOLLEHME K AoKNaAY)

TuwmHa, monyanue- (chinmoku L3R, B AH<)- He oTcyTcTBME
4yero-nnbo cKkasaTtb, a BaxKHas YaCTb KOMMYHWUKALMOHHOIO
npouecca

Ishin-denshin LLILMEID — o6leHune oT cepaua K cepauy, 4To
nymaem nepefaem cepauem, MeHbLLe C0B

Ewe pa3! May3a/ monyaHue- gosepme Uam HeNoHMMaHue,
Hecornacme, He BblAaTb JIMLLIHEro, CKPbITb OWNOKY



YTBepauTenbHble OTBEThHI

The Japanese "Yes..."

"I'm listening to you," to "l understand what you're saying" to "I
understand what you're saying, but don't agree with you”

"l understand”

“I accept” or “l agree” HE PABHO "I have listened to what you have to

o

say
"We will consider it"

3aBepLueHune obcyxaeHma 6e3 Npsamoro HeraTMBHOro oTeeTa. Ecim Het
follow-up action nocne obcyxaerHusa, To 3To 3HaUMT HET

Kyomi wa nai... | do not have an interest, muzukashi desu- it might be very
dificult

Kibusi desu- to hard offer.... Chyotto-.... Muri desu-....



N3beraHme oTBeToB

HeonpeaeneHHocTb byayuiero

BO3MOKHO, OXKMaaem, Hageemcs, OKO10, AYMaeMm,
4yTo...

[loBepue- Beaem bu3Hec

[loBepue K napTHepam JonycKaeT
Heonpeae/neHHOCTb

TpeboBaHMe YETKOro OTBETa- HeAOCTaTOK AoBepus!

KOHTpaKT



BHMMaHKMe K AeTanam

3anpocbl UHPOpPMaL UK
PaccmaTpuBatoT KaXXablK BONPOC OTAE/IbHO
KaK pe3ynbraT- AONAT0e MPUHATUE PELUEeHUN

TepneHue, roTOBHOCTb 06Cy»KAaTb
«HEeBa*KHOE» KaK BaXXHoe



Honne u Tatemae

* OTpakeHne posepuAa

* KaK HexkenaHue niam xKenaHme Bectm bmsHec



TaKTUKa BeaeHUA neperoBopos C
ANOHLAMMU

MpeanoynTaloT MeHee arpeccuMBHbIA NOAXOA,

CnewKa/ HeTepneHue

TepneHune

3anHTepecoBaTb CBOEN NpoayKumen

Give and take, win-win

J10NrOCPOYHOCTb OTHOLLEHUIA

Komnpomuc/ KoHceHcyc

MonyaHue Kak ynoBKa (nonpocute Boabl), HENpPAMbIe Yyrpo3bl, bned
J1ONTUIN KOHTAKT rna3samm

He roBopuTb HET- M3BMHMTE, HO Ballia LieHa CIULLKOM BbIiCOKasn
BblparkeHne HeraTMBHbIX SMOLMN

ANOHCKasA CTOPOHA- KTO BbICTYMAaET U KTO CTaplinii. Komy BHUMaHUeE yaenaTb?



Balla KomaHAa

AnoHcKkaAa KomaHaa 6onblue (Kak BHUMaHUeE K
NPOEKTY, CM1a KOMMNAHUU, NPECTUK)

N3 pa3nnyHbIX OTAE/1I0B KOMNAHUM (ans
KOHCeHcyca)

Bo3pacT

CTOMKOCTb K BeYepHemMy Npoao/KEHUIO
neperosopos

ANOHCKUMN A3blIK



[lognncaHune KOHTpPaKTa

e Bonbwoe cobbiTHe

* Peun, 6baHKeT, popmanbHbie HePOpPMa/ibHbIE
4acTH



