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1956 6 7 85.7% 1968 12 2 1956 6 13 46.2% 1965 9 5
1957 21 26 80.8% 1969 12 3 1957 2 48 4.2% 1964 7 14
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1971 3 962 0.3% 1980 9 26 1971 1 404 0.2% 1973 2 28
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1962 1 1 100% 1956 6 1 1962 1 1 1 1956 6 1
1963 1963 1 2 50.0% 1959 4 2
1964 3 3 100% 1961 3 1 1964 1 6 16.7% 1961 3 3
1965 16 23 69.6% 1962 3 2 1965
1966 12 18 66.7 % 1962 4 2 1966 1 1 100.0% 1961 5 1
1967 1 34 2.9% 1965 2 5 1967 1 1 100.0% 1959 8 1
1968 9 52 17.3% 1965 3 4 1968 8 8 100.0% 1962 6 1
1969 8 58 13.8% 1966 3 5 1969 2 11 18.2% 1964 5 3
1970 1 62 1.6% 1968 2 7 1970 7 13 53.8% 1965 5 4
1971 6 100 6.0% 1968 3 6 1971 2 51 3.9% 1967 4 6
1972 2 107 1.9% 1969 3 6 1972 22 27 81.5% 1967 5 3
1973 2 138 1.4% 1969 4 6 1973 24 38 63.2% 1968 5 5
1974 1 137 0.7% 1970 4 5 1974 23 37 62.2% 1969 5 5
1975 1 76 1.3% 1974 1 6 1975 7 8 87.5% 1969 6 2
1976 1 98 1.0% 1975 1 8 1976 7 9 77.8% 1971 5 3
1977 14 78 17.9% 1971 6 5 1977 1 45 2.2% 1973 4 6
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1981 4 280 1.4% 1976 5 9 1981 3 81 3.7% 1975 6 6
1982 2 271 0.7% 1977 5 11 1982 1 85 1.2% 1976 6 7
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1994 19 459 4.1% 1988 6 16 1994 3 141 2.1% 1989 5 10
1995 1 439 0.2% 1992 3 19 1995 1 126 0.8% 1990 5 8
Ty 6.7 209 3.2% 3.9 9.3 FH 6.2 77 8.1% 5.1 6.2
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1940 2 1965 25 1 1940 1 1976 36 4
1941 1 1966 25 4 1941 1 1969 28 8
1942 4 1967 25 [ 1942 1 1979 37 7
1943 1 1969 26 8 1943 1 1979 36 8
1944 1 1969 25 7 1944 1 1982 38 8
1945 1 1968 23 8 1945 1 1971 26 4
1946 1 1980 34 12 1946 1 1991 45 17
1947 1 1970 23 9 1947 1 1975 28 9
1948 1 1974 26 12 1948 1 1981 33 15
1949 1 1970 21 9 1949 1 1983 34 12
1950 1950

1951 1951

1952 1952 1 1987 35 1
1953 1 1973 20 6 1953 2 1988 35 5
1954 1 1968 14 3 1954 1 1988 34 7
1955 10 1967 12 1 1955 1 1999 44 7
1956 1 1985 29 2 1956 2 1988 32 5
1957 1 1971 14 3 1957 1 1994 37 14
1958 3 1971 13 2 1958 3 1989 31 11
1959 1 1976 17 6 1959 1 1993 34 13
1960 1 1995 35 16 1960 1 1995 35 21
1961 1 1999 38 27 1961 2 2002 41 22
1962 1 2003 41 31 1962 1 1999 37 27
1963 1 2004 41 33 1963 1 2003 40 19
1964 2 2004 40 38 1964 1 2000 36 21
1965 1 2004 39 35 1965 1 2004 39 22
1966 1 2002 36 35 1966 1 2004 38 21
1967 1 2002 35 33 1967 1 2000 33 20
1968 1 2004 36 33 1968 2 2002 34 25
1969 3 2002 33 29 1969 3 2004 35 28
1970 3 2002 32 25 1970 1 2004 34 27
1971 1 2004 33 26 1971 1 2004 33 28
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1974 2 2004 30 22 1974 4 2004 30 26
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Principles of the Toyota Personnel Management System:
Structural and functional analysis of a cohort of employees
who were promoted in the same year

TSUJI Katsuji *

Abstract: I have assembled a database called TWCD, into which personnelrelated articles
published in Toyota’s house journals were exhaustively collected and loaded. This paper explores
the principles of the Toyota personnel management system, using fully continuous data consisting
of approximately 25,000 cases. Particular focus is given to the process of creating and
reorganizing a cohort of those promoted in the same year. This research has produced six major
findings about the Toyota personnel management system. 1) It is the primary principle that only a
single top employee is selected at the first screening stage. Secondary principles include 2)
multistep differentiation in promotion; 3) a promotional system that provides younger employees
with a chance to outstrip older employees; 4) the uncertainty of decisions at the personnel section
level; 5) an independent system for final promotion; and 6) the creation of a knife-shaped cohort

of employees.

Keywords: Toyota personnel management system, the principle that allows only a single top

employee to be promoted, multistep differentiation in promotion, TWCD, career tree
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