
O P I N I O N

Last week, you talked about employee 
transfer as an option for those who 
are not happy about their career 

development. How about job rotation as a 
routine practice to help develop people for 
future management jobs? — Lost Glory.

There’s a thin line that separates career 
development and management develop-
ment. The former focuses on improving 
the growth of ordinary workers, so they 
become fully equipped with the right skills 
to perform their job. On the other hand, 
management development is about pre-
paring high-potential talent with the right 
leadership tools they can use in the future.

 This distinction has to be made as there are 
people not interested in doing management jobs.

When I studied in Tokyo on scholarship, I 
learned first-hand the intricacies of job rotation 
as Japanese employees become highly trained 
for the job. Workers are trained meticulously to 
do a myriad of jobs for their entire careers.

It’s easy to understand in the Japanese sys-
tem, which presupposes lifetime employment. 
Rotations run for about three years per job. As 
soon as new employees are hired in April every 
year, they are assigned to jobs that are utterly 
alien to what they learned in university. 

New workers with engineering degrees 
are posted to entry-level jobs in human 
resources (HR), sales, marketing, public 
relations, or fi nance. This is to ensure that 
people improve their skill in nemawashi (ex-
tensive consensus-building), among other 
traditional management practices.

If one has average communication skills in 
English, that person is assigned to work in other 
countries like a good friend of mine who was 
assigned here in the Philippines as a ranking 
executive in a major automaker, eight years 
prior to his compulsory retirement at 65 years.  

The Japanese rotation system creates 
generalists, as opposed to the specialists 
preferred in Western countries. That’s why 
many high-flyers become chief executive 

officers in the same company right after col-
lege graduation. If not, they become part of 
the senior management team several years 
before retirement or after spending 45 years 
of their life in the same organization.

ADJUSTMENTS
Do you think you can copy this Japanese 
approach to job rotation? Maybe, but with 
some major adjustments. Accept the fact 
that people are natural job hoppers who may 
shun lifetime employment. You can experi-
ment with a modified job rotation program to 
support continuing personnel development, 
starting with the following insights in mind: 

One, benchmark against the best prac-
tices in your industry. Discover whether 
you have a sound basis for resorting to job 
rotation. Assuming you have no models in 
your industry, there is no harm in visiting 
other companies to observe their practices.

Two, justify the rationale for job rota-
tion in your company. Anticipate all possible 
objections that management may put up to 
challenge your ideas.  Welcome any  question. 
It’s better that way so that your draft program is 
fully tested long before implementation. 

Three, make it part of professional 
development for all. It can be a component 
of the business continuity program. Even 
experienced people do not automatically 
qualify as successors, unless they have spent 
working in many job functions and exer-
cised leadership with various personalities.

Four, calibrate the amount of time 
needed for a successful job rotation. 
Would a three-year program suffice? How 
about one year? There should be no hard and 
fast rule, like how long an engineer needs to 

become effective in an HR job. Weigh the 
complexities of the work assignment. 

Five, incorporate performance ap-
praisals in the process. Job rotation is not 
a stand-alone program. It must work side-
by-side with the organization’s appraisal 
system. In that case, the evaluation must be 
done within a framework where a monthly 
evaluation is done, depending on the 
strengths and weaknesses of participants.

Six, do a pilot test covering only those 
with high potential. You don’t have to instant-
ly implement the system with as many people 
as possible. The best approach is to choose 
only those with the right aptitude and talent. 
If someone fits the bill, management should 
immediately assign that person to the program.

Last, establish a management com-
mittee to oversee the program. HR can’t 
do it alone. The committee must be the 
program’s caretaker. The issues to resolve 
may include the refusal of some department 
heads to release a candidate. 

CAUTION
Job rotation comes with the understanding 
that not all  high-flyers will do an excellent 
job, so it’s unrealistic to expect that the pro-
gram can solve their performance deficien-
cies. Far from it. It could be that the problem 
may be systemic in origin. This happens all 
the time when organizations tend to copy 
best practices without considering their rel-
evance or direct application to their needs. 

 You have to be prudent in adopting this 
program as they may not suit all contexts. 
Therefore, you have to closely monitor both 
the positive and negative e� ects of rotation in 
company  operations, and adjust accordingly.

How effective is routine job rotation?
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ELBONOMICS: If you don’t like the job, 
accept it as if you’re earning a lot.
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Bring REY ELBO’s popular leadership 
program called “Superior Subordinate 
Supervision” to your line executives. 
Contact him on Facebook, LinkedIn, X 
or e-mail elbonomics@gmail.com 
or via https://reyelbo.com
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The pros and cons of regional wage setting
REGIONAL wage boards have a 
better idea of local conditions 
in deciding what wages are 
suited for their  areas, but run a 
bigger risk of being dominated 
by employer interests, econo-
mists said. 

“I agree with (the need for 
a wage adjustment), but (it) 
should be done through the 
regional board,”  according to 
Cielo D. Magno, an associate 
professor of economics at the 
University of the Philippines-
Diliman and a former Finance 
Undersecretary.

 “Adjusting through the pro-
cess of the regional wage board 
allows for the wage adjustment to 
take into account the local con-
text of both the workers and the 
industries in the area,” she added 
in a Viber message.

Monetary Board member and 
economist V. Bruce J. Tolen-
tino, in a Viber message called 
the region-based approach the 
“most appropriate” way to ad-
just wages.

“The existing system of col-
laborative wage discussions and 
region-based wage setting is the 
most appropriate approach,” he 
said, “because  economic condi-
tions and cost of living is di� erent 
by region.”

IBON Foundation Executive 
Director Jose Enrique A. Afri-
ca said employers have used their 
power over workers to dominate 
regional wage  boards, and backed 
an across-the-board hike as a 
counter to their influence.

“Legislating a wage hike is 
really just the National Govern-
ment stepping in to take the side 
of workers who have been left 
behind for so long,” he added via 
Viber.

Ms. Magno also cited the 
need to “strengthen workers 

and unions” at the regional level 
to ensure regional boards serve 
their interests.

Mr. Africa said seeking a bal-
ance should begin by acknowl-
edging the imbalances workers 
are operating under.

 “Profits, productivity and in-
flation have outpaced minimum 
wage increases for decades, so 
much more weight has to be given 
to truly meaningful wage hikes,” 
he added.

Labor Secretary Bienvenido E. 
Laguesma warned at a forum on 
Wednesday that a national wage 
hike could result in job losses and 
increase the prices of essential 
commodities.

T h e  Fe d e r a t i o n  o f  Fr e e 
Workers countered Mr. Lagues-
ma’s remarks by saying,  “a rea-
sonable and just wage increase 
is not only necessary but also 
beneficial for workers and the 
economy.”

“It can improve the qual-
ity of life for workers, reduce 
inequality, and stimulate con-
sumer spending, which in turn 
can drive economic growth,” it 
added.

A c c o r d i n g  t o  a  s t u d y 
b y  I B O N  Fo u n d a t i o n ,  t h e 
B a n g s a m o r o  A u t o n o m o u s 
Region of Muslim Mindanao 
has the lowest daily wage for 
non-agricultural workers with 
P361 but has the highest liv-
ing wage for a family of five of 
P2,069.

Metro Manila daily wages are 
set at  P601 but workers there re-
quire P1,192 to earn a living wage 
for a family of five.

Wage hike bills are pending 
in both chambers of Congress 
legislature, with proposals to in-
crease the daily wage by between 
P100 and P750. — Chloe Mari A. 
Hufana


