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Toyota’s Promotion Disparity based on Type of Job and Educational Background:
Analysis into employees who joined Toyota in 1960 using the “career tree” model

HIGUCHI Hiromi *

Abstract: This paper aims to identify the career paths followed by people who entered Toyota in
around 1960 and the characteristics of the company’s personnel management organizational
structures that significantly influence its employees’ provate and work life. Specifically, the “career
tree” model, which has been widely accepted as a basic career studying method, was used to
visualize data concerning 515 employees who joined the company in 1960 and 200 in 1959. The
competition mechanism of Toyota’s personnel management practice was analyzed by employment
category based on educational background, type of job, and gender (with a focus on comparison
between the white-collar and the blue-collar sectors).

From the perspective of seniority-based promotion, seniority criteria differ depending on
employment categories. Toyota’s seniority system was largely divided into two types:
“consideration (kizukai)”-centered and “instigation (keshikake)”-centered. White-collar employees
can be categorized into the former, being in line for promotion but under increasingly competitive
pressure in their later career path. Blue-collar employees can be grouped into the latter, being
exposed to competition from the beginning; their career path in later life is affected by whether
they are placed on a selected list in the first half of their career path. As a result, the presence of
significantly different promotion mechanisms was identified as a disparity in seniority criteria.
Further study was made of an employee selection system closely related to seniority-based
promotion, actual competitive conditions, and the prevention of morale slump, by looking at the
“competitive group” — consisting of employees who joined the company in around 1960 and were
exposed to most severe competition for promotion — which acts a benchmark for intra-company
hierarchization. As a result, it was found that while actively increasing competition and disparity
among its employees, Toyota also has an employment category-based system to promote
employment stability by providing opportunities for those who lose out to their competitors to be

put back on a career ladder.
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