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INTRODUCTION: 
Nissan had been suffering from losses for years, when in March 1999, Carlos Ghosn took over as the first non – Japanese Chief Operating Officer of Nissan. Many industry analysts anticipated a culture clash between the French leadership style and his new Japanese employees. For these analysts the decision to bring Ghosn in came at the worst possible time because the financial situation  at Nissan had become critical. Basically, the new leader of Nissan was either going to turn the company around, or Nissan faced the prospect of going out of business.


Realizing the immediacy of  the task at hand , Ghosn boldly pledged to step down if Nissan did not show a profit by March 2001, just two years after he assumed duties. But it only took eighteen months for him to shock critics when the company began to operate profitably under his leadership.
In my view, industry analysts’ doubts when Ghosn went to Japan were consistent because it is clear that it is hard to overcome Japanese cultural obstacles, and to transform effectively a bureaucratic corporate culture. Actually, the thing that plays a major role in Japan is their business culture. For decades it had been producing business leaders who were very good at reaching consensus and working cooperatively within a department. Thus, the conventional wisdom in Japan was that conscientiousness and cooperation were the key elements to maintaining operational efficiency. This often resulted in delays to the decision making process in an effort to achieve consensus. During the postwar period of the company’s growth, it contributed to great working relationships among everyday team members at Nissan, but these norms, by the mid 1990’s, were actually slowing down the company’s decision making. Specifically, these norms created difficulties in risk – taking and slowed decision making at all levels. This set of values contributed to a certain degree of satisfaction with market position and internal systems at Nissan, undermining the company’s competitiveness. In this respect, as employees became increasingly aware that Nissan was not performing well, the Japanese culture led to finger pointing rather than acceptance of responsibility.    

Ghosn’s first steps – decisions and criteria
Despite all his doubters, Ghosn embraced the cultural differences between Japan and himself, believing strongly
that cultural conflict, if paced and channeled correctly, could provide opportunity for rapid innovation. He felt that by accepting and building on strengths of the different cultures, all employees, including himself, would be given a chance to grow personally. One very important factor, I think, is that Carlos Ghosn was aware that  no one leader should try to impose his/her culture on another person who was not ready to try the culture with an open mind. To this end, Ghosn went to Japan knowing that if he were to start imposing reforms by using the authority of his company position, rather than work through the Japanese culture, then the turnaround he sought would likely backfire.

In my opinion, the new leader of Nissan brought with him several principles of managing that overcome specific cultures. He seems to have used those as milestone to give employees structure for their efforts of determining the proper reforms. Among those principles are : the so called transparency - an organization can only be effective if followers believe that what the leaders think, say, and do are all the same thing; improving quality, costs, and 
customer satisfaction; communication of company’s direction and priorities—this is the only way to get truly unified effort. Altogether the above mentioned have led to successful business in Japan, bearing in mind that, Japanese are so organized and know how to make best of things. Furthermore, they respect leadership. 


The new leader gets quickly adapted.

Practically, even though Ghosn expected that his attitude toward cultural respect and opportunism would lead to success, he was pleasantly surprised by how quickly Nissan employees accepted and participated in the change of their management processes. In fact, it seems that he has been  trying his best to fulfill the needs of employees at all levels to change their mindsets and embrace new ideas. Perhaps it was the way he started that set the foundation among the employees. He was the first manager to actually walk around the entire company and meet every employee in person, shaking hands and introducing himself. In addition, Ghosn initiated long discussions with several hundred managers in order to discuss their ideas for turning Nissan around. This consequently led to problems being addressed within the vertical layers of management by bringing the highest leader of the company in touch with some of the execution issues facing middle and lower management. But he did not stop there. Another profound change he implemented was the development of a program for transformation which relied on the Nissan people to making recommendations, instead of hiring outside consultants. One reason I consider reasonable for this change is that employees might have been quite energetic, which has resulted in proposals either recommendations. This translates in job involvement, job enrichment and personal satisfaction. This led to considerable reduction in costs.

Apart from everything, Ghosn began to organize cross-functional teams to make decisions for radical change. This action I regard essential to address the motivation and communication issues that he might have encountered throughout the organization. This also signals that if employees could accomplish the revival by their own hands, then confidence in the company as a whole and motivation would again flourish. 

Operational methods and their integration
Before the strategic alliance occurred between Renault and Nissan, Renault had made an agreement to remain sensitive to Nissan's culture at all times, and Ghosn was intent on keeping pace with that commitment. First and foremost, he was supposed to impose new plans of action according to the new culture and its background. In my view, those new methods he decided to implement in his strategy have never or have rarely been used in his previous practice. In approval of my theory and Ghosn’s flexibility I will mention the first and most important part of Carlos’s revival plan: he mobilized existing Nissan managers by setting up nine cross-functional teams of approximately 10 members each in the first month. This obviously translated into a new corporate culture from the best elements of Japan's national culture. In fact, these cross-functional teams are likely to be a powerful tool for getting line managers to see beyond the regional boundaries that defined their direct responsibilities. Important issue I would like to mention just in a nutshell is that in Japan, the trouble is that employees working in functional or regional departments tend not to ask themselves as many questions as they should. Working together in cross-functional teams helped managers to think in new ways and challenge existing practices. Ghosn had the teams review the company's operations for three months and come up with recommendations for returning Nissan to profitability and for revealing opportunities for future growth. This step was of paramount importance and came in time to make employees understand how the standard measures of success for their own departments were meaningless to Nissan. Meaningless, unless they were framed in a way that connected to other departments would result in customer 
attraction and retention. In other words, Ghosn established a feeling in his subordinates that they need to be involved in the change process, giving them a sense of responsibility and ownership about getting Nissan back on track. 

In the spirit of sincerity, Ghosn did have one great stroke of luck that helped him reinforce the need for change. At approximately the same time as he was arriving in Japan, Yamaichi, the major financial house in Japan, went bankrupt and was not bailed out by the Japanese government. Before that, Japanese employees, including Nissan's, did not worry about corporate problems because the government was always saving the day. This recent turn of events helped to develop a sense of urgency among Nissan employees. Ghosn used the Yamaichi example whenever he could, to continue to motivate his employees, repeating that their fate would be no different if they did not put all of their effort into figuring out the best way to turn Nissan around.


Getting rid of the seniority rule and putting seniority first
As for promotion and job retention, in Japan, age, education level, and number of years of service to an organization are key factors determining how an employee moves up the career ladder. Due to their cultural features, Japanese professionals tend to avoid making mistakes at all costs in order to protect their career growth. Placing power in the hands of the most knowledgeable and experienced, promotions are normally based on seniority' and education. In practice, the only things that usually hamper these time- and education-based promotions are performance errors that reflect poorly on the team and any behavior that causes disharmony among team members. When something goes wrong, the most senior person accepts responsibility while accountability at lower levels is much lower. This part of Japanese culture had been useful to reinforce control over operations and enhance quality and productivity. During the postwar period of the company's growth, it contributed to great working relationships among everyday team members at Nissan, but these norms, by the mid 1990s, were actually slowing down decision making and reducing the level of flexibility within the organization, which might have been the reason for Ghosn to “ditch the seniority rule”. Certainly, this has been quite unaccustomed and weird to Nissan workers, but the end justifies the means. It turned out that Nissan accomplished its preliminary goals set by the one who abandoned the seniority rule : 
(1) development of new automobiles and markets,
(2) improvement of Nissan's brand image,

(3) reinvestment in research and development, and 

(4) cost reduction. 
Hence, although it may sound unusual and in contradiction with the Japanese traditions, the strategy to focus on performance and personal development rather than on education gave results.    
As for me job performance would be the most powerful source of motivation and improvement. Usually, promotion occurs when the employer holds a combination of positive beliefs about the worker. I think the it may be observed if the employer believes that the worker has acquired new productive human capital, has a strong commitment to the firm, adequate ability and skills(education and occupation), and inclination to work hard. I have to mention that performance on the workplace may lead to a wage increase but not necessarily. Furthermore, promotion may have an impact on other aspects of the job, such as training opportunities, career development, supervisory responsibilities and status. Simply put, job performance can result in either wage growth, or job satisfaction. All in all, I find performance based promotion most appropriate for organization like Nissan that has to be able to react effectively to environmental changes. Consequently, knowledge workers who are flexible, responsive and update their knowledge constantly deserve to get promoted regardless of their background.     

Mutual respect toward success

As a matter of fact, each company depends on the entrepreneurial spirit for sustained competitive advantage. High performance in dynamic and competitive environments increasingly depends on the creative contributors of workers who are willing to assume risk and take initiative. In particular, this was the case with Nissan after Ghosn took the control over the company into his stride. On the other hand, paradoxally, the natural tendencies of very large and complex systems is toward stability and avoidance of risk. In our case , Ford and Daimler – Chrysler best represent those corporations. This was either because they weren’t sure whether Nissan would reach the surface, or tap down and sink. Anyway, the French automaker Renault showed interest toward the seductive Japanese producer. The important issue here is the mutual respect that Renault conveyed in the process of taking over. Although they might have taken advantage of the unenviable situation Nissan had found themselves in, the management of the French corporation played fair – play as for the preliminary negotiations. The first question that springs to mind is ; “ Why did they do so? “ Reasons could be various, but the issue here is that the mutual respect has brought the interrelation between the two car manufacturers to a higher level. The results: First of all, Nissan is flourishing on an international scale. It has penetrated new markets and released new models for each car class. In my opinion this is not primarily due to the fact that Ghosn is doing his job well, but because his subordinates are motivated and see the prospects of Nissan in the future. Here comes respect. If Renault had been acting as an umbrella to Nissan’ internal operations then none would have been willing to work enthusiastically because he would be under the French ceiling. 

Thus I reach the conclusion that the more integrated relations are, the more effective and creative work is. In fact, Renault’s success prior to the acquisition of Nissan has been relatively modest. At present, Nissan occupies not only “everyday user” and “mid – range” segment, but is striving for the sports and luxury car class. All in all, the Nissan case represents the ultimate outcome of two companies with rich history and unified future toward exciting success. 

