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Toyota’s Promotion Management and Employee Selection/Competition
in the Postwar Period: Promotion numbers and promotion management

TSUJI Katsuji *

Abstract: This paper briefly examines 40 years of Toyota Motor Corporation’s promotion
management policy (1964-2004). I have compiled a database called TWCD (Toyota Workers
Career Data) by comprehensively collecting and processing personnel-related information released
in Toyota’s house journal.

There are six major findings: (1) In Toyota today, about 25,000 employees are on a waiting list
for promotion each year. Of them, however, only 3,000 people can be raised to a higher status, or
12 or 13 out of every 100. (2) During the past four decades, more emphasis has been placed on
the creation of new posts and the increase of the number of posts at the white-collar level of
clerical workers and engineers than at the blue-collar level. The company has pursued its
organizational development by reinforcing the departments of product technology, manufacturing
technology and organizational management. (3) In terms of individual job titles, a marked rise was
observed in the number of posts of manager (section chief) among both blue-collar workers and
clerical workers/engineers. This indicates that the growth of middle management personnel is the
lifeblood of the organization. In contrast, the number of posts at the level of team leader and
assistant manager, which are in the early stage of the promotion process, has been kept down.
The number of those remaining as employees with no title is expected to increase in the near
future. (4) A comparison of blue-collar workers and clerical workers/engineers indicates that more
favorable treatment is granted to those at clerical/engineer level in terms of promotion rate (post
composition ratio), selection rate, and the position of those at retirement. (5) About 40% of those
at the mandatory retirement age are rank-and-file workers when they retire from the company.
This means that Toyota’s human resource management system encourages the long service of its
employees, but seniority-based promotion is not necessarily guaranteed. (6) It is a commonly
accepted view that a large number of employees of major Japanese companies attain promotions
based on longevity” or that tournament selection is carried out only at the later stage of career®.

At Toyota, however, employees participate in tournaments from the early stage of their careers.
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