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Takeda Tajwan'’s
Talent Management
Reforms

Japanese company merges cultures in organizational re-design

By Peggy Chiang and Nancy Chiu

cal Industries (Taiwan), Ltd., Stanley Lee likens the

transformations that have taken place within the
company since working with Watson Wyatt to the building of
a house: “Ex-General Managers laid down the initial founda-
tions, built the house and | was in charge of finding caretakers
for the house and the people living inside it."

In August 2003, Takeda Chemical Industries (Taiwan),
Ltd. started working with Watson Wyatt, sparking a series
of changes that would ultimately lead to a major transforma-
tion of the company’s culture and management practices.
Lee and Takeda partnered with Watson Wyatt in a series of
projects and in 2006, when the house was built, Lee finally
became the first Taiwanese General Manager of Takeda
(Taiwan) in the its 45 years history.

Takeda Pharmaceutical Company Limited — Japan’s larg-
est pharmaceutical company — was established 226 years
ago and boasts an impeccable reputation in the industry.
Takeda's emphasis on “making things happen” has allowed
them to stay on top for many years. Takeda Chemical Indus-
tries (Taiwan) Ltd. was established in 1962 and is based on
the same values that made Takeda a leader in Japan and
Japan’s most trusted pharmaceutical company. In spite of its
pedigree in the industry, Takeda (Taiwan) reached a bottle-
neck: the traditional Japanese business practice of lifetime
employment resulted in a workforce that was both aging and
lacking vital skills necessary to compete. “I'm sure the former
General Manager saw that this was going to be a problem,”
explains Lee. “But it was very hard to change a system that
had been in place in Japan for so many years.” In addition to
the lack of skill development, the system also had a nega-
tive impact on recruitment, scaring away potential hires who
were daunted by the years of service required before they
could contribute. Over time, this had negative effects on
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From left to right: Shannon Hsu, Consultant, Watson Wyatt
Taiwan; Tony Huang, Director & Principal Consultant, Watson
Wyatt Taiwan; Stanley Lee, President & General Manager,
Takeda Chemical Industries (Taiwan), Ltd.
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A corporate culture of achievement
and rewards for performance is
something that has to be ingrained
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into every employee

the sustainability of Takeda's business in Taiwan and its overall
competitiveness. That's when Takeda turned to Watson Wyatt. “We
needed help from somebody outside the company; we needed the
assistance of an experienced consultant.” In 2003, Takeda chose
Watson Wyatt as their partner in Taiwan and has been working
with the firm until the present day.

The Transformation
The transformation began in 2003 with the setting of two key goals:
to establish a “pay for performance” corporate culture and to link
Takeda (Taiwan) to an even stronger image of professionalism in the
marketplace. To accomplish these goals many changes were made:
initial reforms were made to each department and their goals were
redefined; a framework was set up for managing core competen-
cies; result management was put into place; and a total rewards
system was set up to provide the right incentives to employees,
including providing appropriate bonuses to outstanding sales staff.
The reforms continued after Lee took over, including making
staff adjustments in the sales and marketing departments and
establishing a new system for talent management. Lee says, “Of
all the things | am in charge of, attracting and motivating people is
at the top of my list. Each stage of reform has its own objectives
and goals, but it is most important to blend the best of Chinese,
Japanese and Western style management techniques into one. In
this way, Takeda (Taiwan) can continue their tradition of making
good decisions and making the right moves when necessary. A
corporate culture of achievement and rewards for performance is
something that has to be ingrained into every employee.”

Professional Consultants

After working with many Watson Wyatt consultants over the years,
Lee affirms the professionalism of Watson Wyatt consultants.
“What strikes me the most about them is their understanding of
people and their insight into human nature. They seem to know
exactly what an employee will do in a certain situation, sometimes
even before it takes place. They also know exactly what sort of ac-
tion is necessary to handle a situation.” Considering it a bit longer,
Lee chuckled and said, “they’re like mind readers.”

When asked what differentiates Watson Wyatt with other con-
sulting firms, Lee replied, “They say what is on their mind. | think
this is because they know that they are professionals and respect
their own skills. Therefore, they say what they should when they
should. Of course it is hard for us when they point out our weak
points, but we take their advice and improve.” Lee believes that a
good consultant should help you to reflect sincerely on your prob-
lems and find areas you can improve on, “You can't just listen to
what you want to hear,” Lee says. He describes the advice given by
Watson Wyatt consultants as straight to the point and sincere.
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Merging Management Styles

After being in companies with Western style management for

20 years, Lee chose to enter a Japanese company, with a totally
different management style and corporate culture. Although he
knew things would be different, he experienced a fair amount of
culture shock in the initial months at Takeda. Still, the goal was
to try and change the organization from a company based on
seniority to one based on results, and there was a certain amount
of disagreement when initial attempts were made. Understanding
that Japanese culture places an emphasis on people and peace-
ful human relations, Lee ensured they took a phased approach

to the changes. Again, Lee credits Watson Wyatt for help in the
process by providing reliable salary information and assisting in
setting up a salary system that was both internally equitable and
externally competitive. Lee believes that Watson Wyatt's reputa-
tion and professionalism allowed the changes made at Takeda
(Taiwan) to go smoothly and benefit everyone and be widely
accepted over time.”

In implementing changes, Lee strives to use the good points of
Japanese traditional management and at the same time also intro-
duce the comparatively lively and open Western style of management
into the company. A case in point is the way of conducting meetings.
“Employees would hardly ever take the initiative and offer opinions at
meetings in the past,” Lee says. “At meetings now, my employees feel
like they can discuss everything.” In addition, Lee has established a
more relaxed working environment and Individual Development Plan-
ning (IDP) tools are used to assist employees in planning their own
development plans. “It is easy to talk about caring for your employees
but is not that easy to actually do.”

Conclusion

Over the last three years, Lee has taken part in different projects
as his role has shifted from Marketing Manager to General Man-
ager. As a result of his experiences, Lee is able to view the overall
development of the company from a macro angle and stays in-
volved in different areas and levels of the company. Lee constantly
emphasizes the most important ingredient for Takeda’s continued
growth: talent.

Lee says, “l guess | am very lucky because | have been able to
find suitable people.” Again, using the house analogy, Lee feels he
is in charge of finding people to live in his house.

Perhaps this is what has allowed Takeda Chemical Industries
(Taiwan), Ltd. to do so well. Takeda (Taiwan) is now clearer about
the sort of people they need. This, coupled with a more competi-
tive salary structure and a more diverse and open corporate culture
has allowed Takeda (Taiwan) to attract and retain more and more
talent. ‘I have seen the changes made at Takeda and have seen
the benefits these changes have brought along. We have achieved
what we wanted to achieve!” W

— Peggy Chiang is Senior Marketing Manager, Mainland China & Taiwan,
- Nancy Chiu is a Marketing Specialist with Watson Wyatt Taipei office.
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