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Rochelle Kopp is founder and Managing Principal of Japan

Intercultural Consulting, an international training and
consulting firm focused on Japanese business.
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Wy | LONSULTING Servant Leadership

IR—v—IF, F—LIZAZITRENMETRTHRY . F—LDOY
R—hZEFT 5

Managers focus on supporting teams rather than telling them what to do.
IA7AI R AMIHEREINTELY Micro-management is discouraged.
YEPEF2:EZ L L &9 5 Delegation is emphasized.
RA—IO 5% —[EF—LDEZFYPEIMYRLDZEITS

Managers help remove obstacles for the team

IR —v—[FENITEURFILE T4— RN\ | RFILERH ST
L% Managers have good listening and feedback skills.

IHR—v—Id EENHREIZLHIBELTHFOBEKRGTEKRE
L 75U Y Managers avoid overly critical or demanding statements that make
employee nervous.

TLAT I H—T%v—U V5% LY No “playing managers.”

©2017 Microsoft and Japan
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» SHDNTHF—T R (RNEHE)
» BADF—LDANEHHGETF—LIYENNSRLONDSLIIZES
» F—LDINTHF—IVANRLLES
» hRAT—H—EXMDMAL
» XEBEEL. AFEADBEE (VT —IAVMN DREE
» REEBDV)ITAT1ETa4MHL
» EEXBEDHITEVDOESLIVDR L
» Increased performance of the company overall (improved profitability)
» Feeling that one’s team is more capable than the average team
» Improved team performance Improved customer performance
» Improved employee satisfaction and engagement
» Increased creativity
» More helping behaviors between employees

©2020 Japan Intercultural Consulting www.japanintercultural.com 9
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You must be the change you If you want to change the

want to see in the world. world start with yourself.
HEDOIZ I ZzEHRLEL\O HREZZEZ-L\OTHNIRX
To. HRBENEIEIZED FEIIFBEZBEENEDDS

LD TRITNIEELARLY, CEMBIRDIESLY,
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Z= | IAPAN )—F—9T EIEERRIS
\S, 7)) | INTERCULTURAL AEERTZDM ?
N2 | consuLine What Exactly Is Leadership?

p ) —=F =T EF AN ? FNIFEFNGHALIZHIZDLTLY
53DEDMN. RITEBEINDIBLDEOMN? ) —F—vT ElE
BZAbNDEDLEDEA50?BRGIFBE T, BRIGEARIMNE
DEHLWERZLTERLE V44—V T OREICRYED
A, — K= =T LGN, HEENRFTDITCER
DITELELLS VT =T DERITLUTDREYTY :

» What is leadership? Are leaders born or made? Can leadership
be taught? These are some tough questions that people have
been asking for years. Before we can begin our journey into the
essence of leadership, we must first create a working definition of
exactly what leadership is. Following is a definition of leadership.



Z= | JAPAN J—HB—SwTDEE
Y I DTES=
‘\:\\V/j’, IEHEIL}EPNLBT URAL A definition of leadership

p =T =y TElL, RHRELEHILE-HEEL TSI LE. [T
MDA PYFLGEEHEIINEMITE—FEDETH S, -
"Pyramid Climbers" 7> X-/\yh—FFE

» Leadership appears to be the art of getting others to want to do

something you are convinced should be done -- Vance Packard,
in The Pyramid Climbers

©2020 Japan Intercultural Consulting www.japanintercultural.com 15
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want to -- not forcing to

[HTITHS——TRZFITIEAEL

the art -- not a science

[MEDAREDDDDY 1——TE2TEBHTPDIDTIEZRL

getting others -- not doing it all yourself

DAL HEEL TS ——THED N R ZERT 1D TIXZEL

you are convinced -- not doing a snow job on people

©2020 Japan Intercultural Consulting www.japanintercultural.com 16



Research by American leadership

Z= | JAPAN
‘F”;ﬂ experts Kouzes and Posner
\' y INTERCULTURAL 5 2y —s T B R . S L X -
\\& EUNSU]_.”NG a—tz&/ﬁ\lj—-#{’x*_(:é:éﬁﬂ%

» EODLIEREEAON T, TNICEATHRSI-REREIHYE
HANBIEORR—YDF—LGE, EATRRTHENEE
A) o TDEIERRT, BN —ELTEHMLIE-AYDC
EEZEBZIENL, LTOERICEHEZTESLY,

» Think of a time when you willingly followed the direction of
someone. (In the workplace, on a sports team, or in another
situation.) Thinking of that person who you admired and
respected as a leader, answer the following questions:

This section adapted from The Leadership Challenge
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» COANBE, HE-PCRBDAN=BIZIRIAMNERLLEEWVERDES
=8Iz, EOXSEITEIFIYFELT=H, What actions did this person

take to get you and others to want to perform at your best?

» COANDDITEDED LG RZE. HE=IFEHLELI=A ., What

did you admire and respect about this person's actions?

» CHOAPNELTVWSEFIZRERL-REBE3.458BTELVKRT &LI=L.
EABEEIZRYETH, DOFY. 2D —F—IZ&L>T. BHDIE%E
E:),L,\’)J:')l %Y FELT=H, What 3 or 4 words would you use to
describe how you felt when you were around this person? In other
words, how did this leader make you feel about yourself?

©2020 Japan Intercultural Consulting www.japanintercultural.com 18
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» CO2ADHRBRX. BT AZHRICCOEMZENRELT -,

These two researchers asked this question to thousands of people

el

» BT 5 —F —¢L—ITHEBELIEFIZREL-REFLICDO0
TERECA . ZFLEMEZFIILUTOLIIZHYELT -,
Putting together the replies to the question of how people felt
when working with a leader they respected, the following were

the most frequent ones:

©2020 Japan Intercultural Consulting www.japanintercultural.com 19
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» valued BN iSnh TS ERLT-
motivated RHRHEL V-

enthusiasticit HIZ[FEAZ XL T-

challenged F¥L U f5@aMNEILToNT-
inspired B3I T-

capable BRIZITEENLHSHEEZT-
supported HiRh—hkENTLVSERLT-
powerful AMHSERLT-

respected BAMNEEINTLSHERLT-
proud BB AT

vV VvV VvV VvV VvV V9V VvV VvV VY
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y W, HELEOLEINSRIBIZIE. LTOLSLGEOLAHYEL

f-. However, nobody used the following words:

» fearful L yEE 7=
» intimidated B T=& DR L 1=

» stupid B hEeEL LOITRL T
» sad FELLLGHoT=

y CHIZDOFEY. BRERVESITEETChBY—F—IZ, AlX
HEDELNDZEZRLTULYE S, In summary, people follow
leaders who make them feel good about themselves

©2020 Japan Intercultural Consulting www.japanintercultural.com 21
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y SRR DA, BHEND)—F —(d. BS DM ERTALT
Y. B TZEWALAICT HITENER U T AT EABYFEE A,
In other words, respected leaders don't emphasize their position
and engage in disrespectful behaviors towards their subordinates

BN —F—(F I NSRDENIIKFLTIEBEZRTOE
FHDTIIEL A TZEEL. BB T DILDERDTAIEREIFT
;itiT=LE 9, Rather than relying on their position and the
authority that comes with it, and trying to show that authority,
good leaders respect their subordinates and fill their hearts with

good feelings

v

©2020 Japan Intercultural Consulting www.japanintercultural.com 22



\

W

\

=\

&N

T
\:

JAPAN

INTERCLLTURAL
CONSULTING

=N\ =T =T
TN RBIIZEET HT-I
Z\E&ﬁé
CHARACTERISTICS OF
SERVANT LEADERS




V/

\

é JAPAN

N, 7
) e

» Listening (EI<AH. EFLZERBRDEA)

» Awareness (D<A, FH=[E

» Empathy (X351, ZHMEEE)

Foresight (7R 9 S8ES)

B ICkDHEE

)

Conceptualization (#&Z1EdTHHN. EPa>DRLA)

Commitment to the growth of people

Healing (B9 1. Win-Win® 33 7 1lT)
Persuasion (8iF9 5N ERMDIBX7)

»
»
»
» (ANBEIHRKRZBRT SN, T14— NV IDIEZT)
»
»
»

Building community (F—LEJILT427)
» Stewardship (RHEIRILGEZA)

©2020 Japan Intercultural Consulting www.japanintercultural.com
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» Commitment to the growth of people

» (NEIMBRERZBIRI DA, T1—F/\VIDIRZT)

©2020 Japan Intercultural Consulting www.japanintercultural.com 25
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Commitment to the growth of
people
(ANHRRZEIRT 5.
T4—k NV IDIEZ )
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» 74—k 7\v%Y Feedback

» ¥EfRREE  Delegation

©2020 Japan Intercultural Consulting www.japanintercultural.com
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<= |JAPAN T4—R Ry EIEfTM ?
\\,il 1 - J :
“\\\V&‘ E'HEEEPNLBT LRAL What is feedback?

» T4—RN\VIIEHFOLFEICOVWTEHTDERZIZZASHFETH S,

Feedback is a way of telling someone your opinion about their work.

» T4—FN\VDITIEEDHETHS, Feedbackisa way to give
someone direction.

» T4—RN\VIFBENEBEMGIA NI AEL,, Feedback
includes both positive and negative comments.

» T4—FN\VIDBBIE. HENEDKREZRIIL TS, ECEHE
Lzl > TELHZEIZEH S, The purpose of feedback is
to help someone know what they are doing well and where they need
to improve.

©2020 Japan Intercultural Consulting www.japanintercultural.com 29
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HKEENEPDEEDOFMZE(F-ZTYEREZINIE. BRYLGLITEBE S THRETED,
When employees understand how their work is evaluated, they can work to improve
areas of weakness.

REEBEDBCEFREEYR—IT S, Feedback supports employees' self-development
efforts

REBDBHERDBHFERIZIES, Feedback is a way to recognize the employee's
efforts.

BHLIEICEHTERDMALEZENSL. REEDEBZTEMTESD, Giving praise

improves morale and helps the company's retention efforts.

REENESHITESOTKRUITHSZEFTRT CEMNTES, Feedback demonstrates

that the employee is important to the company.

MIBINBDI(L. HEEIFFELLY ! Everybody hates to be ignored!

©2020 Japan Intercultural Consulting www.japanintercultural.com 30
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X7 | INTERCULTLRAL Actions
W | cunsuning You're Not Happy About

» MAILEH T ERLTUONIL, MREFXBRITEASTZA51ED
B HITMHEELNTH S, To assume the "If | don't say anything
and ignore it, the problem will go away" is wrong.

» EFLLGLMTHIEIEERICHLTEBIZERELZEL S, BED
IHIZEFSN TS, EZITRONSERENH S, If you don't
actually point out undesirable behaviors in words, the person will
think that it's OK to do them.

©2020 Japan Intercultural Consulting www.japanintercultural.com 31
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N4 7/} | INTERCULTURAL JITAS AN
Wy | LONSULTING Negative feedback

y» J4—FN\VIIXE{RITRIELZELDIZT S, Be specific and concrete with the
feedback.

» —iEH TG ERLEROBIZEIZ#HE D, Concentrate on substantive
issues that are specific, not general.

» TDOANDEESYEEEZATHITEIHENH S, Think deeply and carefully

about the person's work.

» T4—R/\yI(IBHETH M YAST K, Beclear and understandable with the
feedback.

» T4—b\VIIFTCIZIRT H-F<F=1E0,  Give feedback in a timely
manner -- don't wait too long

» HHEAZ2 =S —2av(IXLTIDEFL, Be open to two way communication

©2020 Japan Intercultural Consulting www.japanintercultural.com 32



7)) | ARAN RHTFAT T4—F 1Y

| NTERCULTIRAL — Negative feedback

» BRI AET, BEE RIADT4—FRN\vI%ETBHEIE, HHFIC
XL THOKRELEEYMTH S, Taking the time to give thoughtful,
helpful feedback in a supportive way is often a big compliment.

y HEMNELDE, Ta—F N\ DF EFLATITET, TDOANFTER@L. £
DADNR LT DD NRANTESMNLTHSD, This kind of
feedback, if done well, shows that you care about the person and want
to help them improve.

y» J4—KI\wOEEZAHZET JBILDEFROBENEFNEINELN

7L\, Giving the feedback may also lead to a useful discussion.

©2020 Japan Intercultural Consulting www.japanintercultural.com 33
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N | consutmin negative feedback

y [FoFYEMBEZIERLGEN L. BFEANDEEZAHT=TER
FIEZFHLYS, While pointing out problems clearly, it's
necessary to use sufficiently polite terms that show respect to the

other person.

» BOSROBIBoYT A LE, HFEQOEELESE DT, A
MR M EENSE &2 D, Rough language and yelling damage
the other person's self-esteem and destroy your relationship with

them.

y [IES1DIE, FHRIKRLLTLNDES T, KLU, "Scolding” is

not appreciated because it is how one would speak to a child.

©2020 Japan Intercultural Consulting www.japanintercultural.com 34
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" | INTERCLLTURAL How to give
'/ CONSULTING negative feedback

/

» THEBIDTIEAL, F?aérﬁkf%&m?’é; o D Tq—R /Ny D%E L
?k I5t=-8 D BB TS, Rather than "scolding," "pointing
out" and "educating" are the key philosophies in good feedback.

N

» FDMMDFTE/NA X Other tips:

» BRIZITED, D ADEITTILLZELY, Do it privately, not in front of
other people.

» FALZVTEES - SR EKHBESIZE-TULVSEF, Choose the right
time -- when the person can listen to you.

» + R ESEFRIDHHEFEIES L, Leave enough time to have

a good discussion.

35
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S | AN 5525810, BEE—E

‘\\\’;’/" INTERCULTURAL Give a word of warning before
’ CONSULTING presenting negative feedback

» FIBERBEDEENT=T4—F/\vIZ 5 Z LA, [FFr[ 17K D
A, Ask for "permission" before giving feedback that will contain
criticisms.

» BIHIC I HLEEEINDRATAT - T1— RNV IEFEMENE
FTRIELWDEFEEZ S, T5INIE IDDEFMNEES, Inother
words, give them warning that they are about to hear negative
feedback, so that they can be mentally prepared.

» BERBOH: — IO TOBHBIZDNTIA—R /Ay sELEL
DTIH, FIITEEKTIEIHYFERFAD, Example: I'd like to give you
some feedback on the work we've been doing together. Is now a good
time?

©2020 Japan Intercultural Consulting www.japanintercultural.com 36
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\S", 70 | INTERCULTURAL |
‘\\\V;‘ CINSDLTING 3 Feedback Steps

1. RZE{TENZ$E#E9 5 Point out the problem behavior

» BIEENEZIZHEIMNTR YT BT S, Point out the

problem in a way that is easy to understand

» CEAHIEITEARBIZRT , Give as many specific examples as
possible

©2020 Japan Intercultural Consulting www.japanintercultural.com 37
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v

I've noticed that you are sometimes late for work. For example, you
were 20 minutes late on February 5, 15 minutes late on February 8, ....

» HET-NEREZRITAHZEIZEZADODLVTWWET  HIZAIE. 2A5R8IC
[F20ENT. 2A8IZIX157ENT..

» The software update was late. It was supposed to go out on Monday,
but it didn't go out until Wednesday.

» VIR DIT7OT7VvIT—FRENFELI-42, BEBRIZHAFTE->T-

MKERFETHFEREATL,

» You were asked to train Ms. Smith, but you have not done so.

» ASASANDIEEZFKIELI-DIZ, FLELTHWFEE A,

©2020 Japan Intercultural Consulting www.japanintercultural.com
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» BIREDEBZSZEAL, BLSZDLODOLITH0IZ, 5D
BIZRDIHHERIFLFTIFIMA 5N S: To emphasize the
importance of the problem and soften the blow, you can precede
your sentence with one of the following phrases:

» | noticed that .... AR DEEL,

» It has come to my attention that .... ... MNEDFEZUVEELT,

» | am quite concerned about the fact that .... ..[ZDWWTETHID
BELTLVET,

©2020 Japan Intercultural Consulting www.japanintercultural.com 39



== |JAPAN 2. ZELHVTBIO RV EREERHTS
‘\\\ ’7]‘ INTERCULTURAL  Point Out the Undesirable Re;ult of

\\\”ﬂ CONSULTINEG the Problem Behavior

» CORATYIIZHLE ARG RFIRET 2DV ENH S, Specific

information should be given in this step as well.

» ITEIDFERZIEW I 5L SERRILKIGBFREIILNEK
SBHIELEH#EL77 5D, By pointing out the result of the
behavior, you motivate the other person to make sure that those

things don't happen again.

©2020 Japan Intercultural Consulting www.japanintercultural.com 40
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» When you are late it disrupts the office and inconveniences customers
who want to reach you at the start of the day. REE~NDEZI L, Bii5
PEHE ’igﬁw’oa Bl—FICHLTIEERERMY-WLWEEZ TS
BRICHERKRZEMNTET,

» The Operations Department was very unhappy about the late update,
and it caused them a lot of extra work. 7Y 7 T—FDEMNIZEJL T,
A=A =23 B A RBELGRREZRL, WOITELDTRAGHLSE
ARILFEELT=,

» Itis very important that Ms. Smith learn quickly to do her job. With
training and support from you, she will learn what she needs to do.
RIREAFHBERCECHIIRERBYES  HEENSDR
L—=2 9 & R—MMI& 2T, BERIFAZLEITNIEXGELENNNEK
CEMNDEOIZHYFET,

©2020 Japan Intercultural Consulting www.japanintercultural.com 41



Z3 | JAPAN 3. SREALGTEIZE>THRLLI DM
70) | INTERCULTURAL ~ Point Out What Behaviors
\\\Vﬂ CONSULTING You Expect in the Future

» IHEITHENB RGN T, BiFF T HITEIZ TETHEITERR
(2R RBHLEMNEH S, The purpose of pointing out the expected
behavior is to give guidance, so it also should be as specific as
possible.

©2020 Japan Intercultural Consulting www.japanintercultural.com 42
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|

» In the future, I'd like you to make more of an effort to arrive at work on time.
In other words, be here promptly when the work day begins. 5% (4. Fffé] Ei
BYICEISHICESEIITE2EF AL TTEN, BT DI, 6 EFFREIZITT
S#IZEFEWNTLTLIESLY,

» As we go forward, | want you to make sure that there are no more delays in
updates. | don't want to see this happening again. §#&(&. 7 v T—rDE
NHTENEIIZERZEDIT T2, SEID I SLGRBED BRI TN E
cE2AHFT,

» Starting tomorrow, and for the next two weeks | want you to set aside an hour
a day to work with Ms. Smith. At the end of two weeks, | expect that you will
have taught her all the essential items. BB Hvio ZEfE . #H —BRAIRS
AE—FEICEBILTULVEZE L, HBRICIEK. BRENEELGH 2225 E
FLEZTWWAIEZHFLTULETD,
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Z= | JAPNKN FEICRIRBITEIDNRREY RENT-i5E
\S.“Z/) | INTERCULTURAL When the Same Problem
\\\V& CONSULTING Occurs Repeatedly

» TDEPEFIEEDRATYITZ{F-TIEHET ADH LLY, Use the 3

feedback steps every time the problem behavior occurs.

» ELCEFELIERT LI, MBEDEEMZ AL, R
{F1+5ZEIZH75 5, Pointing out the same behavior repeatedly
has the effect of emphasis, and serves as a reminder of the
importance of the issue.

» —[EZIFTDIEFHTIIRYLZWEE L H S, In some cases, just

pointing out something once isn't sufficient.




Z3 | JAPAN WENGUVBFOR K
‘\\\”7/) INTERCULTURAL What to do if there is no
CONSULTING improvement

» ZDOOYAT, FALCHEREZIEIL EFEEL TEREN ALY
BFIZIE . RDBKRIEARNE Z NS, If you point out the same

problem three times and there still is no improvement, one of the
following should be done the next time it happens:
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S35 | JAAN BYESNI-CEEIEHT
N\ &7 R Y] XX o B
‘\:\\u/j" INTERCULTURAL point out the repetition

» As you know, this isn‘t the first time I’'ve had to bring this up with
you. cELDEIIC, CHOEZHIET-ITEET DI, SEIH G
HTTIEHBYFE A,

» This has been a continuing pattern. | am concerned about your
lack of improvement, even though | have mentioned it to you
several times. CODREIF/NZ—2ELTWNSELOTT . CNFE
TERENDLE-ICIERLTERDIZ, HEIcENRONG
LD TIDBERICE>TEFRLT =,
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== |JAPAN

Ke—#

\‘\{7}—” INTERE”LT”RAL Ask About Barriers (to

N2 | consuting

» ECRREMRY RSN DEFIZ(E, AT A

BREEZRRT SOICEEICLE->TLSEDE 24 TH

285
Solving the Problem)

and Create Strategies Together

 ANHHEENELY,

When the same problem happens again and again, there's often a
reason.

E R R LT, AFLARLEAL RS

» ZTDIE

RZITDELD

5, (MHFIFXBZBALTNSL ., BINT 5=OIZHE=-DBTZE W
BLTBRIEENHSD), It's necessary to uncover the reason and
talk with the other person to figure out what to do about it.

(Sometimes the person is trying, but needs your help to succeed.)

©2020 Japan Intercultural Consulting www.japanintercultural.com
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== |JAPAN

.7 | INTERCULTURAL Bl : Examples:

N2 | consuting

» I'm wondering what the barriers are that are

preventing you from

meeting my target dates/deadlines. Perhaps we can work

together to remove those barriers. #EOZTYUIZILCoNLELRE

[TATE DD ZEFRY =D TI , AN —HEIZENTHET,

» 1‘d like to talk about what we can do to make

BEEICE> TS EDZEMYBRISENTEANBHNFEE A

sure this doesn’t

happen again. S CDEILEETF_E LS
BI=EEBLE Y THERE-TIWEERWET

©2020 Japan Intercultural Consulting www.japanintercultural.com
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] =4 Al §E H

S 7 INTERCULTURAL =Pt the Betavior (Disciohnary -

N2 | onsuLTine measures)

» EREITEIM UL =6, lFICE>TARAFGHREREMNFLRITTLY
5. WS EFEET A, Warn the person about what the
result will be if the problem behavior continues.
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<= | JAPAN
3,7/ | INTERCULTURAL 5l : Examples:
N [nonsuiiing

» If you don‘t show improvement, it will have a negative impact on
your performance review. tENLZINLGWNGESIE., HET-D
B EICEREERIFLET,

» If your performance does not change, it may lead to corrective
action. HE-DITHIZZIENALNIEIFNIL, corrective
action (ER[ERIB SN ZBEAT AN ELNFEH A,
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== | JAPAN SETT S EMBETIA TS DDET .
‘\\ /” INTERE”LT”RM— If the Behavior Has Been Continuing For a

,’ CONSULTING Long Time Without Your Pointing It Out...

» ... cNFT—ELERLI=-CEDLGL, ENESIZHH->THERY
HDIFESIH ? ..isn'tit strange to bring it up now?

» Better Late Than Never ERLLEWKYENTTELEAMNERLY
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AN
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JAPAN
N

" | INTERCULTURAL 5l : Examples:
\\\V/ CONSULTING

» There’s something that’s been bothering me for quite a while.
Even though | haven’t brought it up before, | think it’s something |
need to discuss with you. EUW\EIRIZGE>TWVEAHLDT
I, SETCDrEYIZFRELEZFHEATLED., RIFYHLET-E
ELE-ANRVERNET,

» This has been on my mind for a while. |'ve decided that it needs

to be pointed out. I’'m bringing it up to help you to improve. <
NIEZDECATHERITH MO TN =ZETT M, BT RE
THAHALHIMLEL =, COREYIZIRETHIEIZEO T, H%
=M ETEFBNTELIZLVDTT,
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== |JAPAN

\S ) | INTERCULTURAL
‘\\\V&‘ CONSULTING

HEDOTEICHELTWWSIEE
When You're Happy About
the Behavior

» BRANIIEETRH - REFTEZALIDNEFTHS, Japanese tend

to not be good at expressing thanks and recognition in words.

y ERETIXLEWNEDZEZTHT=-C%LY Don't want to praise things that

aren't perfect

» BMHBDEE NLELIEDHEWDIDEE Worry that people will stop trying

hard if they are praised

» FZAITAHIEFBYFIEZNORIICED S BEITGEWNELNDIEFZS

Belief that working hard is considered normal so it doesn't require any

special praise

©2020 Japan Intercultural Consulting
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Z< | IAPAN MFEOITEICHELTWDES
" 7)) | INTERCULTURAL When You're Happy About
\\\V& CONSULTING the Behavior

» ERLVNDOAETEREERSBIZ I ER Tendency to express

satisfaction and thanks through methods other than words.

ZLDIENDLTIE. BV EERIBHISIRIELIZY  BBILEY,
ZO-YTLH5ONEETHS, Inmany other cultures, good things
are actively pointed out, thanked for, and praised.

NMEEREBREIEDEL GEADZLIL, BLMTEHICRH#Z S
ZHMERMNH L. BRANIIZZANH LUK BT RO T IERND
%, ) "Adding-point System vs. Lowering-point System"(Many non-
Japanese tend to focus on giving people points for the good things they
do, while Japanese tend to focus on taking away points for every
mistake that is made.)



Z= | JAPAN ROTAT = T4—F /73
Z= IR TAD " TL4—R1\Y)
N % 4 INTERCULTURAL Positive feedback

7I-\/-r47 J4—F /NI DTE EL\&%&L’CL\% EERZIE,. FNFIRA

Do, &LMEZNIL, axébu\ﬂ#’&aﬁé?’

Positive feedback = telling

others about aspects of their work that you thmk are good. In other words,
giving praise when deserved.

» HEDIITHEEIC !

Use frequently!

» JIL—TIZHLTHBEANIZHLTHEERIIEZA SN S, Praise can be given

to both groups and to individuals

» BREBODIEROBLLBHT DT LHA, BOLI O LITHIHO

EULVZ %, Praise and thanks are important for motivation. Praise is a

reward.

» EETIEADDIEKYITHS, Important to put it into words.
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Z3 | JAPAN 1. BWMTEIZIEHT S

" ) | INTERCULTURAL Point Out the Positive
\\\"’ CONSULTING Behavior

» L F=ULMTEIZ B ARIIZIEHET S, Point out specifically the

behavior you appreciate.
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== |JAPAN

S ) | INTERCULTURAL f5]: Examples:
N2 | consuing

» Your report was well organized and included lots of good
reference materials. %A F-DLHR—MEIR{EEFL>TULNT, &
UIGEEZEEMMNRIUMAFITTHYFEL

» You found a lot of bugs in the program that other people did not
notice. (MDD ADNR DML EMoF=-/\T#RILEDIFELT-,

» You worked very hard in order to finish the project on time. 7’0

DO HIRFETICR T I DXIIC—ERmFZHLFELA,
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== |JAPAN

70) | INTERCULTURAL 5] : Examples:
,f CONSULTING

» BBILTOAREFFBZRALIZWVEFIC, RITDOFIIZFTIFINZ SHFFA]: To emphasize

your appreciation, you can preface your statement with one of these phrases:
» Ireally appreciate that you... HEF=-M~ZL=DIZITETERBHLTLNET,

» It means a lot to me that you... BET=M~ZLI=DIEFAICESTETEEKRIAHYFE

(o}

» It was a valuable contribution when you... =N ~ZFL-DIIMEHLEF TLI=,
» It was helpful for everyone when you... ®HE=N~ZLI=DIFEDBIFIZZHZYFELT =,

» | noticed that... ~ELNSZEIZEMNDEFELT

v

| think it was good that you... #%F=-M~ZL=ZEIXEN =B WVET,
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£ 2. ZELLMTBIO RUMEREHET 5
\\\ ’7” HNATI:E?Q'EULTURAL Point Out thz Good Result from the

\\\”& CONSULTING Positive Behavior

» BRDITHABRWMERZL-0TDEFMHY., BIELERRETAE
H. NDBBEILEIICLEIETEARFEZHISE S,
Knowing the positive result of their actions gives the person a
sense of accomplishment and encourages them to do the same
thing in the future.
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JAPAN

“Z)) | INTERCULTURAL {5l : Examples:
%/ | LONSULTING

\V/

*-

"

» The report was very easy for me to read, and the people | showed
it to at headquarters were pleased with it. HDLR—KEETH
AR TLTC. AADANICREEREEBELTULEL .

» Fixing those bugs avoided some big problems. M /\J Z &R
HTEICKHT, REGRIRBEZ R ITHIEMNTEELT

» Getting the project done on time enabled us to maintain a good
relationship with our customer. A TV REBEREEYIZIR T T
=T . BEELEODRVWEREZERDODIEMNTEELT:,
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JAPAN 3. SREALGITEIZE>TELLVO M
Tell Them What You'd Like

S, 7)) | INTERCULTURAL
\\"& CONSULTING Them to Do In the Future

2%\
\W/

» RIRIEGEITENIZE T NIE, FFEBRFRICH T TERLLY, Inthe
case of positive behaviors, you probably want them to do the
same thing again in the future!

» ZZFID 1 : Examples of encouragement:

al[Z

» The next time you do a report, please do it the same way. X

LIR— bz E<HIZEH, BLEII/EoTTELY,

» Please continue to keep an eye out for bugs! §#& &4, /\T #ia
MEZEELTT S0 !

61
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JAPAN

S, 7)) | INTERCULTURAL 5l : Examples:
’ CONSULTING

» I'll look forward to the same good efficiency from you on future

projects. SEDTADTIMIHRBDIED BIZHAFLTLET,

» SOTA—R NI B EERAREBECESNTOEOT, KIFET
=L, REAITHELY, This method is based on specifics, so it
doesn't seem overdone/overblown, nor is it shallow.

» ENIT SDT4—FN\VIFERIEREF T HMRZITTE>EL BN
[ZFHEL TO S M ZRREICIEZA A EITEAHENRLH S, Also,

this feedback method not only thanks someone, it clearly shows them
what you value, so it has an educational effect.
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JAPAN AR EZIRT S
INTERGULTURAL =5 D2oD Kk

» ¥EfRREE  Delegation
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JAPAN

g

CONSULTING

[—]

Perfectionist SEEEF &HEH
Fear A
Lack of trust A~{ERX

Workaholic {+ZEHEIE

Need for control
Guilt FEER

Waste of time ] D EEEK

©2020 Japan Intercultural Consulting

INTERCULTURAL

Why Supervisors Fail to Delegate
BERX—/IA— N\ YP—I[L
BEREZREBICKKITLION

Only | can do it right! FALDH IS A IEXUVEELN !
Fear of looking bad B D EMN T NEHZEADEE

“Is the employee qualified?” TEBTFICCNEHELNE? |

Need to do everything myself ¥ RXTBE N TRLEITNRIEEMN
I ERELY

Control freak A hAO—)LE{REE, O bO—)LE
“Okay, I'll do it myself” T4 of=, B TRAEINBLNEK]

Takes too much time to delegate EEREIZHMSFFEMNE-
=AY A
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é:—‘;ﬂ JAPAN EILTIRD A NF—LA

INTERCULTURAL

N | ConsiLTnG Self-managed teams

F—LIXBEZE>TENETREEZTL. WBWLWE—4F —[ZERELELLLY,
The team feels comfortable makmg decisions on its own, without having to go to the leader
with every question.

1% (E2n . BES), E*ﬂsﬁﬁjﬁ TIN)— FRYETIL—TELTEEST S, )—

< —75\190)?5 %’éﬁt "L\, The team manages its work (allocation, reaIIocatlon
estimation, re-estimation, delivery, and rework) as a group. It doesn’t wait for dlrection from
the leader.

BONF—LEFENHA(SlerPHRASHTHNOTLIAZD)

There is a strong team spirit, including with Slers and contractors.
F—LARDAZT 2= — 3 M ELY Good communication within the team.

EHMICF—LIEEEVNENTZ T EFHBALTLDEMRY RYERAET S
The team periodically reflects on how well it is working together, and makes adjustments
where needed

©2017 Microsoft and Japan
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“‘\"7}” BARAND KL SERE
\', INTERCULTURAL Typical problems Japanese have
"\ ’ CONSULTING transitioning to self-directed teams

» 15 EEFDIEMRIZH S, Tendency to wait for direction

» EZoN-EEERTLI-b. BATHIZED D TIEGEL, RD
FEEZFDOMEMRIZdH 5. After completing assigned task,
tendency to wait for the next direction rather than moving
forward by themselves

» IHEZFOTCLSME. FifTZz S5 ICELH., TnEELT{M{E
TIXZELY, While waiting for direction, do more polishing which is
not high value-added
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2o L=
o BADEIE
\ ) | INTERCULTURAL Individual Confidence
\\\,ﬂ CONSULTING
» FBEIFESDEEZTF—LDORYGAN—EEEZTHY., 07y aF
LELTHTIND
Each person views themselves as an important member of the team and
professional.
%é [FEDDEFICHL T, BN EREEFOTIDLIITRELS Each
person has a sense of independence about one’s own work.
» BIITES4ULN1Z=EELCE A5 Everyone feels comfortable saying “l don’t
know
» BN EMRTECTH, B DTELHEBETHDO AZBITS
People are willing to help others even if they are not an expert in the topic.
» FEIFESHAVNERSI-AETYSZEDHTINBEZRF>TLS, [EH

ODA):HLJ:‘& HDENESETDOYFEOADLRIFNIEESENENS %
TJJ ll_.\%lL;\L/—Cll\}&L
Each person feels comfortable doing things in the way they think is best, rather
than feeling that they must do things the way that other people do them or
that they have been done before.
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