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Promotion Disparities within a Company and Intergenerational Social Mobility:
Case study: Toyota (1910 ~ 2000)

TSUJI Katsuji *

Abstract: This is a continuation of the analysis of the Toyota Workers Career Data (TWCD), a file
into which personnelrelated articles published in the automaker’s house journals were
exhaustively collected and loaded. This analysis focuses on promotion differentials within Toyota.
Its employees were grouped by the highest posts individuals held within the company, to compare
the years required for promotions by groups. The analysis also attempted to combine and
integrate qualitative and quantitative research methods, using records of interviews with Toyota
employees conducted by an occupational research institute in 2002. As a result, four major
findings were obtained.

1) Quantitative analysis has found that the biggest factor behind promotion disparities among
skilled workers is the age at entering the company. For example, the average age at entering the
company is 26 years for section leaders, and 17 years for deputy managers and department
managers. The most significant contributing factor to the promotion differentials among clerical
workers/engineers is the duration of work as a low-level personnel member (ordinary employees),
affected by educational background. It stands at 22 years for assistant managers and nine years
for department managers. 2) Toyota provides skilled workers with a major opportunity to move up
through the ranks. Greater advantages, however, have been offered to college-educated clerical
workers and engineers. In this respect, a corporate-social system contributes to the reinforcement
of disparities through the intra-company promotional mechanism. 3) Qualitative analysis has
shown that only higher-ranking position holders, regardless of job categories (skilled workers,
clerical workers, or engineers) become what Edgar H. Schein calls “fully-fledged insiders.” A
majority of employees (approx. 80%) remain in a state in between insider and outsider within the
company. 4) In terms of social mobility of three generations (a Toyota employee, his father, and
his son), it was revealed that the pre-war social disparity experienced by the employees’ father’s
generation has been amplified by the disparities in promotion and retirement that current Toyota

employees experience in the company, which has been conveyed to the following generation.

Keywords: TWCD, career, fully-fledged insider, quantitative and qualitative research, corporate

society.
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