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Abstract 

 The purpose of this study is to explore the determinant which makes a distinction 

between the successful players and the unsuccessful players in the crisis of the industry with the 

case of Japanese orange industry. 

 The Japanese orange industry experienced the crisis from 1968-1989 because of its 

low profitability, and its development which forced productive sector to overcome the crisis 

from 1968 to 1989 produced some interesting phenomena. In economic crisis for productive 

sector, it were the producing areas giving positive responses to deal with the crisis that could not 

improve their position in the market in the long run (it should be no surprise that areas not 

having ample incentive to deal with problems could not improve). In contrast, it were those 

maintaining internal contradictions and divisions, which former areas strenuously tried to 

eliminate, that could improve their positions in the market and lead the industry. The above facts 

naturally raise the following questions. First, what mechanism made those with aggressive 

attitude toward crisis set the undesirable directions? Second, in such a difficult situation, why 

could successful areas set favorable directions? 

 Through our analysis, following facts are revealed: (a)although some areas dealing 

vigorously with the crisis eliminated internal contradictions and divisions which were 

considered to impede activities for solving the crisis, in fact, this decision caused a loss of 

ability to respond to significant changes in supply chain in the long run;(b)while successful 

areas were fraught with internal contradictions and divisions in the short run, they could achieve 

desirable responses to changes in the long run by rather utilizing objects seen as problem. It is 

also indicated that leadership of organizations in producing areas played critical role in 

controlling activities despite contradictions and divisions, and allowed objects seen as problem 

to transform into critical success factor. 
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1. Introduction 

 

 

The purpose of this paper is to describe a difference between the successful and 

the unsuccessful in the crisis of an industry. In crisis situations, actors in the older 

framework need to respond quickly to a new condition so as not to be overwhelmed by 

the crisis. Each actor will attempt to overcome the difficulty and make various 

responses. However, it is frequently observed that some actors can achieve desired 

result, while others can’t achieve despite striving toward the same goal. This paper tries 

to show part of the mechanism from a historical angle. 

This paper focuses on the Japanese orange industry mainly from 1970s to 

1980s1, because the industry is heavily tinged with the above issue in the following 

respects. First, producing areas, assuming the status of productive sector in the 

Japanese orange industry, are characterized by an accumulation of small family-run 

orange orchards. Thus, these areas were strongly affected by a crisis of industry from 

1968 to 1989 and reacted specifically. We can enjoy the merit of having a clear notion of 

producing areas’ responses to the crisis. Second, each producing area made a decision 

about responses to the crisis, and these decisions under the crisis heavily affected the 

future of actors. 

 The Japanese orange industry with the above characteristics took a dramatic 

twist. The industry gave rise to the interesting phenomenon. In the industrial crisis for 

productive sector, it were the producing areas giving positive responses to deal with the crisis that 

could not improve their position in the market in the long run (it should be no surprise that areas not 

having ample incentive to deal with problems could not improve). In contrast, it were those 

maintaining internal contradictions and divisions, which former areas strenuously tried to eliminate, 

that could improve their positions in the market and lead the industry. An historical analysis of this 

strange twist will offer fresh insight into decisions under crises. What mechanism caused this 

development? This paper approximates the above purpose by answering this question.  

 

 

 

                                                   

1 The official name is satsuma mandarin (Citrus unshiu). This paper refers to Japanese 

orange.  In addition, we focus on Japanese oranges eaten raw, because the use accounts 

for a large portion. 
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2. Overview of Japanese orange industry and analytic view  

 

  (1): Overview of Japanese orange industry 

 

 Japanese orange industry experienced the most competitive and dramatic 

development in the fruits industries in Japan, as indicated by the transition of the total 

cultivation area (see Figure 1). Annual Japanese orange consumption per capita 

increased from 1.9 kilograms in1947, which was still in postwar reconstruction period, 

to 22.1 kilograms in 1968, and 32.2 kilograms in 1972, but it decreased since its peak in 

1972 to 10.7 kilograms in 1994 equivalent to that of the early 1960s. Although the 

industry had made a rapid growth by increasing consumption since the end of World 

War II, the problem of an oversupply was acknowledged from the end of the 1960s. The 

producing areas had the difficult period of about 20 years before an oversupply was 

removed. 

 We can say that those years were critical for the productive sector particularly 

from a profitability standpoint. While most Japanese oranges are eaten raw, the price of 

those eaten raw in Japanese market didn’t increased so much despite inflation because 

of the oversupply although its unit selling price was higher than other uses such as for 

processing and export. The profitability of the producing areas was structurally low. 

They suffered from price slump as symbolized by price collapse in 1968 and 1972 on the 

one hand, and they faced persistent high cost attributed to rising materials and labor 

costs with inflation on the other (see Figure 2). As a result, the number of producers 

gradually decreased, and producers decided to withdraw from the industry immediately 

after the policy with financial incentives for producers to withdraw came into effect in 

1989 along with decisions about import liberalization of orange in 1991 (see Figure 3).  

 The above-mentioned development of the industry after the war can be 

classified into three periods: (1) from 1954 to 19682; (2) from 1968 to 1989; (3) since 1989. 

In 1954, the industry recovered its producing capability comparable to that in 1941 

when recorded the highest production volume before the war. After rapid growth, the 

excess-supply problem arose in 1968. Following difficult times, many farmers decided to 

withdraw from the industry and its production capability shrank considerably in 1989. 

This paper mainly focuses on second period. The industry experienced critical period for 

                                                   
2 The industry’s producing capability was damaged by the war, but the production 

volume in 1954 was equal to the largest amount in the prewar period which was 

recorded in 1941. Thus, this paper views 1954 as the beginning of the development of 

the after the war. 
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about 20 years characterized by low profitability. In this critical period, the above 

mentioned gap between the development of the industry and that of producing areas 

created.  

 

    (2): analytic view 

 

To clarify the context of this phenomenon of divergence between the 

development of the whole industry and that of producing areas, it is required to have a 

proper grasp of the connection between the both developments. Thus, this research sets 

a high value on two kinds of relationships for understanding the connection; (A) supply 

chain as vertical relationships and (B) inter-regional competition as horizontal 

relationships. The details are described below. 

First, we can put emphasis on the analysis of supply chain as vertical 

relationships which reflect the development of the whole industry. Supply chain is 

“Network of organizations that are involved, through upstream and downstream 

linkages, in the different processes and activities that produce value in the form of 

products and services in the hands of the ultimate consumer” (Christopher, 1992). While 

the significance of supply-chain- analysis has been demonstrated by various researchers, 

here, we pay attention to points which are argued in the area of strategic management. 

For example, according to Croom & Batchelor(1997), organizational behavior is 

conditioned and contextualized by its patterns of interaction with other firms in its 

supply chain. Thus, supply chain perspective allows to make strategic behavior 

accountable. In addition, Ketchen & Giunipero(2004) appreciates the perspective of 

supply chain because it offers strategic management an important supraorganization 

level to examine. Although these arguments are devoted to the analysis of companies, 

the importance of the analysis of supply chain also extends to the Japanese orange if we 

put emphasis on competition. 

The typical supply chain of the Japanese orange industry is shown in the figure 

4. In producing areas, some shipping associations, which are typically agricultural 

cooperative in each area, collect Japanese oranges from each farmer and get them on 

the market. Shipping associations generally ships products to wholesale firms in the 

central wholesale markets near big cities in Japan. In these markets, wholesale firms 

auction products, and distribute to retailers via intermediate wholesalers.           

Second, we focus on inter-regional competition as horizontal relationships. The 

effect of indication of origin on consumer's purchasing motivations has been pointed out 

by Country-of-origin research (Samiee, 1994) and Brand strategy (Aaker, 1996). 
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Moreover, a producing area not only origin, but it is kind of maker. Thus, producing 

areas can pursue the loyalty of the consumers with a twofold significance. In other 

words, competition has great importance for producing areas. 

In the case of the Japanese orange industry, it is a wholesale market where 

producing areas compete with each other (Ishikawa, 1970). However, the selling price is 

decided through the auction, and producing areas basically have no chance of conscious 

price competition. Thus, each shipping association resorts to means except price, such 

as volume of trade or quality, to receive the higher evaluation than other areas. 

Especially with respect to quality, not only just high quality but consistent quality, 

which is a problem specific to agricultural products, is required. In the case of industrial 

products, while the consistent quality is the question only in the process of production, 

but in the case agricultural products, at the same time, it is the question in the process 

after production. In other words, agricultural products have to be classified according to 

specifications for achieving consistent quality (Ohara, 1979). Thus, with respect to, 

producing areas approach quality improvement from both the standpoint of 

high-quality production for good taste and appearance and the standpoint of gradations 

for consistent quality. 

 

 

3.  Brief History 

 

 

Before analyzing the critical period from 1968 to 1989, we confirm the 

prehistory from 1954 to 1968. To start with the conclusion, the developments of the 

industry and that of the producing areas fitted, and the gap was not created in this 

period unlike the following period. In the following, we first focus on the whole industry 

through supply-chain-analysis, and then cover the competition in productive sector. 

 

    (1): Supply chain 

 

First, wholesale firms demanded large-amount transactions against a 

background of distribution policies. The higher perishable foods price in the fast 

economic growth became an important policy mission, and the government focused on 

central wholesale markets which played the price formation function. The government 

decided to promote mass distribution and required wholesale firms to make large-scale 

trades for the rationalization of distribution. Thus, wholesale firms moved ahead with 
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trading on a massive scale. 

 In contrast to wholesale firms, fruit and vegetable shops and fruit shops which 

constituted the retail sector stood against large-amount transactions at the bottom of 

their heart. They were concerned about inconsistent quality because, for achieving 

large-amount transactions, producing areas usually resorted to the integration of 

neighboring areas, and the leading shipping association in integrated areas collected 

Japanese oranges from farmers in each area which had different production conditions 

and back grounds, lumped all the products from each area together and shipped to 

wholesale market（Wakabayashi,1969 ; Ishikawa,1973）. However, the concern of retail 

shops didn’t have much effect on the attitude of producing areas, not only because 

consumers had strong demand for Japanese oranges, but because retail shops could 

handle inconsistent quality to some extent for themselves even as they complained of 

the attitude of producing areas. Concretely speaking about the latter, retail shops made 

quality of their items in shops consistent by blending products from different origins. 

The supply chain of the Japanese orange industry had a mechanism to handle the 

problem which occurred in connection with integrations of producing areas. Thus, the 

whole industry had some background of accepting large-amount transactions while 

quality was unable to disregard. In particular, wholesale firms which dealt directly with 

producing areas welcomed it. 

 

    (2): inter- regional competition 

 

Producing areas recognized the importance of large-amount transactions by 

price determination in wholesale markets. Wholesale markets generally tended to 

welcome large-amount transactions more than small-amount transactions. Shipping 

associations in small producing areas didn’t have enough volume for large-scale trades, 

and thus they could not endure competitive advantage in wholesale market unless 

products of these areas were remarkably superior in quality (Ishikawa, 1965). These 

conditions caused severe share competition between producing areas.  

The following two aspects strengthened competitiveness for share competition. 

First, we can pay attention to increasing production capacity. Many farmers entered the 

Japanese orange industry and expanded their orange orchards. Second, on the back of 

increasing production capacity, shipping associations undertook a process to attain 

large-amount transactions for raising their positions in the market. Specifically, they 

expanded the geographical coverage for collecting products mainly by integrations of 

shipping associations and standardizations of brand-name in nearby regions. Each 
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shipping association recognized that other associations were integrated sometimes into 

the prefecture-wide associations. These associations influenced each other and 

accelerated efforts for large-scale trades. In this way, brands, which had been based on 

individual farmers or villages in the past, became gradually based on countries or 

prefectures. 

Thus, the development of productive sector which engaged in share competition 

coincided with that of the whole industry which welcomed large-amount transactions. 

While integrations of producing areas included the quality problems, which gained a 

great deal of attention in the following period, the problem didn’t come to the front 

because of booming demand and support from the supply chain. 

 

 

4.  divisions of the large producing areas & the gap between industry and 

producing areas 

 

The price collapse in 1968 and 1972 triggered the change of times. The period 

of growth changed to the critical period characterized by the low profitability. The 

productive sector was required of an immediate response to overcome the crisis, and 

thus they engaged in quality competition for improving their profitability. However, the 

severe quality competition caused producing areas to turn away from the development 

of the whole industry in the long run. In the following, we first cover the competition in 

productive sector, and then focus on the whole industry through supply-chain-analysis. 

 

  (1): divisions of the large producing areas 

 

The industry shrank in this period, and competitions among the producing 

areas were increased to such a degree that it was described as “the Japanese orange 

war”. The producing areas recognized the importance of the quality in the following 

respect, and gradually attached weight to the quality of their product more than the 

trade volume. First, large-scale integrated areas, which had enjoyed competitive 

advantages in the period of growth, couldn’t be praised for their large-amount 

transactions alone, because quality of their products was inconsistent. Second, 

high-quality producing areas achieved high unit prices through auctions in wholesale 

markets even under severe circumstances like price slump. Although desirable actions 

are not clear for actors on the scene in times of accelerating change, it was clear for 

productive sector facing economic crisis that high quality led to high unit prices at 
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auctions in wholesale market. Thus, producing areas competed on the quality, aiming to 

improve the unit price and overcome the economic crisis which forced them to bear 

chronic negative earnings. Producing areas compete heavily for improving their 

positions in the market as a matter of survival. 

The reinforcement of careful selection of products before shipment was a 

symbolic effort of producing area in this period. The market obviously chose 

high-quality products among many options in the context of the oversupply, and labeled 

the whole products of the area as the poor oranges if even a few unappetizing oranges 

mixed in products (Fruit Monthly, August 19723). Thus producing areas had strong 

incentives to ship the superior products. 

In terms of not mixing unappetizing oranges into their goods in trade, 

heterogeneity or diversity of farmers in producing areas became a subject of discussion 

in the shipping associations first. It was actually a problem over part-time farmers. 

Productive sector of the Japanese orange industry has constructed the framework for 

cooperative selling through the shipping associations most effectively in agricultural 

industries. However price slump made contradiction in producing areas emerge. In 

other words, while the shipping associations taking a major role in cooperative selling 

were originally composed of homogenous farmers so that they could produce products 

with consistent quality and had equal responsibility in cooperative selling, the number 

of part-time farmers in the organizations who engaged in other industries gradually 

increased in period of growth, backed by high economic growth. This meant that the 

associations included both full-time farmers who earned their livelihoods only by the 

orange production and part-time farmers who gradually shifted out of the Japanese 

orange industry financially although their products were still supported by cooperative 

selling through the shipping associations. In tough competition, part-time farmers were 

viewed as obstacles to improving quality, and the shipping associations basically chose 

substantive exclusion of part-time farmers from their activities. In other words, 

highly-motivated farmers largely consisting of full-time farmers were distinguished 

from poorly-motivated farmers largely consisting of part-time farmers, and the shipping 

associations in each area focused on full-time farmers who could work sufficiently with 

quality improvement. 

This issue of heterogeneity which was tightly tied to inconsistent quality went 

beyond the problem inside one area. Rather, it became a major problem in large-scale 

integrated areas. In case of integrated areas, the superior area had been smoldering 

                                                   
3 Kazuo Koike,(1972) ,“Mikan-sensou-no-nakade-ehime-ha-nani-wo-mezasuka”, Fruit 
Monthly,pp.2-4, August 1972 
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with dissatisfaction, because their products had been dealt as the same brand with 

products from inferior areas inside integrated areas in shipping. The price slump and 

tough competition exposed the conflict inside integrated areas. Thus some superior area 

broke away from the integrated area, or integrated areas had to divide the integrated 

brand into some different brands. 

As explained above, the development of producing areas in the critical period 

switched from integrations in the period of growth to divisions in industrial crisis. As 

the importance of quality increased, producing areas which actively seek to engage in 

competition for survival achieved high quality of their areas by excluding the inferior 

farmers and inferior areas inside integrated areas. These divisions meant that volume 

of transaction per shipping association contracted. 

 

    (2): the gap between industry and producing areas 

 

Here it is to be noted that the above mentioned development of producing areas 

gradually detached from that of the whole industry in this period. In fact, the whole 

industry formed the background for rather enhancing large-amount transactions, 

although producing areas shrank volume of transaction per shipping association. 

We can detect a new development as well as common ground with the previous 

period in supply chain of this period. With respect to common ground, wholesale firms 

continue to demand large-amount transactions in contrast with fruit and vegetable 

shops and fruit shops. However, volume retailers demanding large-amount transactions 

newly came to the fore in the retail sector which had consisted of fruit and vegetable 

shops and fruit shops. At first, fruit and vegetable shops and fruit shops account for a 

large portion of the retail sector, and thus the development of producing areas which 

shrank volume of transaction per shipping association were apparently adapted to them. 

However, in the long run, volume retailers have become dominant newly and played the 

central role in the retail sector in sharp contrast to the decline of fruit and vegetable 

shops and fruit shops. Thus, the supply chain welcomed large-amount transactions in 

this period. In light of the above fact, producing areas which shrank volume of 

transaction per shipping association lost competitiveness in relation with volume 

retailers, and they had to focus on the shrinking high-price market segment. 

However, it was not easy to achieve large-amount transactions for volume 

retailers, because volume retailers didn’t welcome the simple large-amount transactions. 

Volume retailers required not only large volume but also consistent quality of products4. 

                                                   
4 Volume retailers were characterized by mass selling with fewer people and self-service. 
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For improving quality, producing areas generally contracted their volume of transaction 

by excluding the inferior farmers and inferior areas inside integrated areas. 

Alternatively, even though producing areas would place much value on volume of trade, 

it was difficult to achieve consistent quality in large-scale integrated areas, and thus 

the products could be purchased cheaply because of inconsistent quality. This 

contradiction between volume and quality made producing areas difficult to supply to 

demands by volume retailers without brutal loss when the areas gradually recognized 

the importance of volume retailers. 

Then, were producing areas overwhelmed by the industrial crisis after all? 

Certainly, most areas engaged in quality competition for survival, and turned away 

from the development of the whole industry in the long run, which means the area 

suffered from a sense of danger. However, we can find a producing area which succeeded 

brilliantly in adjusting to the development of the whole industry in the crisis. This 

paper focuses on “Mikkabi-town” as such a case. 

 

5.  The Successful producing area: the case of Mikkabi-town 

 

Mikkabi5 was the exceptional producing area in the way it rather enhanced its 

position in the market in this difficult time. To come right to the point, the key factor of 

Mikkabi’s success was the realization of “high-price high-volume” through volume 

retailers. While many producing areas actively resolved the contradiction between the 

superior farmers and inferior ones by eliminating the latter and thus they contracted 

volume of transaction per shipping association, Mikkabi rather sustained the 

contradiction. With that, Mikkabi achieved high quality without little loss of volume of 

transaction, so that it could supply to demands by volume retailers without brutal loss. 

In the following, this paper first focuses on its market behavior, and then covers the 

development inside the area to clarify the background of the behavior. 

 

    (1): two supply chain and building the long-term competitive advantage in the 

more powerful one  

 

        (1-1): first supply chain: Buranding 

                                                                                                                                                     

Thus, it was difficult for only few sales clerks to handle inconsistent quality as done in 

fruit and vegetable shops and fruit shops. 
5 Mikkabi is a town in Shizuoka Prefecture in Japan. Although Mikkabi experienced 

the integration with a neighboring town, the problem of inferior areas didn’t attract so 

much attention. Thus, we largely focus on inferior farmers as regarding quality issues. 
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Mikkabi’s important first step in tackling the industrial crisis was the efforts 

aimed at high-price market segment. Responding to price collapse in 1968, Mkkabi set 

itself the task of producing Japanese oranges with high merchantability which could be 

purchased at high price, and the task of achieving stable management by high-price 

selling (Kumiaidayori, 1970 ; 19716 ). Especially, Mikkabi, which aimed for the highest 

rank, had a strong sense of rivalry against very small-scale and prestigious producing 

areas. What achieved the highest unit price in wholesale markets were very small 

producing areas because it was easier for these small areas to make quality of their 

products consistent and control their organizations than large areas. While Mikkabi 

had much more farmers than such areas, it attempted to realize efforts which very 

small-scale and prestigious producing areas did. As a result, Mikkabi actively 

approached the high-price market segment which obviously required high quality. 

Although the high-price market segment shrank from a quantitative 

standpoint, the segment sustained the qualitative importance that producing areas 

could expect to spread their brand-names to consumers as prestige brands. Mikkabi also 

achieved to the status of a prestige-branded producing area, as vividly shown in “the 

problem of fraudulently claiming Mikkabi origin7” which was reported by national 

newspapers in 1981. This demonstrated that the Mikkabi-brand effectively stimulated 

purchasing interest of consumers in retail shops, while retail shops tended to display 

the prefecture-brands as part of their sales strategy because the prefecture-brands 

usually more penetrated to consumers than the town-brands or the village-brand and 

thus their selling could get easier. 

As described above, Mikkabi focused on quality improvement and took itself to 

fame through efforts for high price segment. The high quality products were naturally 

distributed through fruit shops or fruit and vegetable shops which attached weight to 

high quality. 

 

        (1-2): Second supply chain: Building the position in the market 

 

We, however, should pay attention to the Mkkkabi’s second effort. Concretely, 

                                                   
6 Kenji Ishibasi,(1970), “Housaku-mikan-heno-taiousaku 

sijyousei-no-aru-mikanno-seisan-wo”, Kumiaidayori, p3, July 1970 ; Katsuichi Hayato, 

(1971), “seisan-kara-mita-hanseiten”, Kumiaidayori, pp.8-9, Jun 1971  
7 Some merchants labeled low-quality products from other origins as Mikkabi origin 

and sold a lot. In addition, some retail shops purchased them and sold to consumers as 

Mikkabi-brand despite their recognition of fraudulently claiming the origin. 



 12 

 

Mikkabi has come to regard the response to volume retailers as important as indicated 

by the following statement by the Mikkabi’s shipping association.  

 

“A volume retailer takes an active stance toward carrying branded products, 

and thus we have to respond to demands by a volume retailer” 8 

 

In addition, Mikkabi actually achieved success in responses to volume retailers 

as the following statement by a wholesale firm.  

 

“What we, wholesale markets, consider an absolute requirement for producing 

areas is the continual and large volume shipping, especially because volume 

retailers order large volume recently. We appreciate that Mikkabi meets the 

requirement. […] Intermediate wholesalers and retail shops come to wholesale 

markets for purchasing every day, so shipping constant amount under any 

circumstances is very attractive. These producing areas can accept all 

orders…and be always place high in the wholesale markets. Producing areas 

which can’t accept all orders are misery.”9 

 

Furthermore, it is to be noted that Mikkabi didn’t only achieve the quantitative 

aspect of demands by volume retailers. Volume retailers usually sold goods including 

Japanese orange at low price, and Japanese oranges were often displayed with the 

prefecture-brands, not the town-brands or the village-brand. However, it didn’t seem to 

apply to Mikkabi-brand.  

Here, we would like to recall the Mikkabi’s market segment. When you 

compare weighted average producer prices per kilometer from 1968 to 1989 among 

Mikkabi, Shizuoka prefecture which Mikkabi belongs to, and the national average, 

Mikkabi has an average of 110.6 yen while Shizuoka Prefecture does 58.8 yen and 

national average does 64.1 yen. Because Mikkabi’s price was obviously high and 

differentiated, it could not be mixed with products from other origins and displayed 

with the prefecture-brand, namely Shizuoka-brand. Moreover, as previously discussed, 

the Mikkabi-brand effectively stimulated purchasing interest of consumers. We can’t 

reasonably suppose that retail shops dared to underuse the effective brand. 

                                                   
8 The translation from Japanese to English has been done by the author. Cited from an 

article in Kumiaidayori, p7, November 1980.  
9 The translation from Japanese to English has been done by the author. Cited from an 

article in Kumiaidayori, p7, November 1979.It was a statement by Teruo Tkada, who 

belonged to Kinnko-Seika Co., Ltd. 
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With the above examination, we can say that Mikkabi belonged to the high 

price market segment and sustained the status as high class brand in retail shops. This 

point indicates that high-price goods of Mikkabi origin were sold on a large scale 

through volume retailers. While producing areas which were actively involved in 

quality competition aimed to produce high price products with contractions of volume of 

transaction, Mikkabi realized not only high price selling, but also “high-price 

high-volume” through volume retailers in the long run. 

  

    (2): Transforming the contradiction between quality and volume into 

competitive advantage 

 

 Why did Mikkabi achieve such differential market behaviors? To clarify this 

point, then, we analyze the internal environment. The unique thing about the Mikkabi’s 

market behavior was that it weighed heavily volume of transaction for demands by 

volume retailers, as well as it thought a great deal of quality in quality competition. 

Part-time farmers accounted 60 % of the members of the shipping associations in 

Mikkabi, and thus Mikkabi also faced growth of part-time farmers. However, Mikkabi 

didn’t eliminate part-time farmers and rather actively held them. Here, in light of the 

development of other producing areas, the following question is raised. Why did 

Mikkabi get good results in controlling the contradiction between superior farmers and 

inferior farmers, closely connected to the contradiction between quality and volume, and 

transforming it into the longer-term competitive advantage despite the fact that other 

areas threw up and eliminated inferior farmers? 

 For the question, this paper examines the efforts which were required because 

Mikkabi didn’t choose elimination of inferior farmers which generally produced 

low-quality products. First, we focus on superior farmers. How were superior farmers 

who might be oriented to elimination of inferior farmers treated, and why could they 

continue to be loyal to the shipping association involving many inferior farmers? Second, 

we pay attention to the treatment of inferior farmers. How did Mikkabi manage quality 

of products by inferior farmers and realize high quality as a prestigious producing area? 

 

        (2-1): dealing with superior farmers 

 

 We examine the above question about superior farmers. To come right to the 

point, the Mikkabi’s association involving inferior farmers didn’t necessarily inhibit the 

performance. Full-time farmers could recognize the importance of volume of transaction 
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for competition in wholesale markets based on common sense, and pursue high revenue 

even in the associations involving part-time farmers because of the following factors in 

Mikkabi. 

 First, Mikkabi actively devoted to efforts toward high-price market segment. 

Mikkabi introduced some differentiated products with strict specifications which only a 

few farmers could fulfill. These products internally ensured the way that superior 

farmers could achieve rich reward in the associations, while they were externally 

important as the expansion of its range of products.  

 Second, product ratings were very rigorous in Mikkabi. It's preferable that the 

degree of contribution to the association was inseparably connected to the assessment. 

However, producing areas which involved part-time farmers sometimes gave overly 

optimistic assessment to part-time farmers, because these areas intended to prevent 

inferior farmers from dropping out of the associations. As a result, superior farmers 

broke away from the associations, claiming “Honesty doesn't pay”. By contrast, Mikkabi 

aimed to build a system of assessment which Honesty could pay. Differences among 

farmers in product ratings were very large, and farmers in Mikkabi were clearly rated 

inside the association. 

 As described above, superior farmers could achieve rich reward even in the 

associations involving part-time farmers, and they were not so disadvantaged of 

coexistence with inferior farmers. 

 

        (2-2): dealing with inferior farmers 

 

Mikkabi’s choice to include inferior farmers raised new question. How did not only 

superior farmers but also inferior farmers achieve high quality commensurate with the 

prestige-branded producing area? To start with the conclusion, while Mikkabi’s 

shipping association uniformly imposed tough standards for shipping on all member 

farmers, it instructed each farmer so that each member could meet the standard. This 

will be discussed in detail below.   

 The last chance for controlling products before shipping lies in a facility for 

fruit sorting. There, the association carried out thorough quality control by imposing 

tough standards for shipping on every farmer. The association deducted the points from 

the farmer’s evaluation points when products were poor-quality, and confiscated 

products if the quality was terrible. In shipping, the associations uniformly imposed 

tough standards, and never discriminated against part-time farmers. Thus, Mikkabi 

ensured high quality through screening with tough standards in a facility for fruit 
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sorting, not by eliminating inferior farmers10. 

 In addition, an orientation of the producing area including above standards 

was always known to all member farmers by thorough communication. While producing 

areas generally informed farmers of the strategy by general meetings or the 

association’s public relations magazine, Mikkabi held small round-table discussion 

based on neighboring house over and over again along with them. By based on 

neighboring house, the association could increase attendance rate and generate a lively 

discussion more than based on broad area like village（Ishibashi,1977）. The association 

held the round-table discussion at least three times a year. Mikkabi constantly made 

efforts to inform farmers of its orientation. 

 It was also important that the association helped farmers by leading adjusted 

to the each farmer’s production conditions to ensure that all of them fulfilled the strict 

standards as well as the association set the standard for shipping. The association 

particularly dealt with part-time farmers. Concretely, the associations shifted major 

target of the lead from men to housewives because housewives played important role in 

producing Japanese oranges as men engaged in non-agricultural work. This shift 

allowed to prevent decline in Mikkabi’s competitiveness despite increase of part-time 

farmers(Ishibashi, 1977). Additionally, Mikkabi considered excess of burden over 

controllable production conditions as the fundamental problem of the poor quality 

(Nitou et al., 1975). Thus, the association gave each part-time farmer guidance in 

controllable production scale and varietal makeup, and sought a more effective way for 

part-time farmers to achieve high quality. 

 As remarked above, while Mikkabi included many part-time farmers, they 

contributed to maintaining a balance between quality and volume as farmers who took 

responsibility for high-quality production. In Mikkabi, the problem of part-time farmers 

transformed into the essential factor for achieving successful responses to volume 

retailers which took on increasing importance in the long run. What existed behind the 

success of Mikkabi was the association’s efforts to control the diversity in production by 

actively dealing with both superior farmers and inferior farmers. The reason why the 

associations eagerly directed its attention each farmer was that leadership of the 

association was important in this difficult times because each farmer might precede the 

association in actions, if the association didn’t provide strong leadership11. 

 

                                                   
10 This explanation is based on the interview with Sunao Shimizu on 22.12.2012. Mr. 

Shimizu engaged in the shipping associations in this period. 
11 This explanation is based on the interview with Sunao Shimizu on 22.12.2012.  
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    (３): What meaning did the Mikkabi’s success have? 

 

We can recognize the following points from the case of Mikkabi. First, Mikkabi 

managed the contradiction between superior and inferior farmers, which was 

considered a negative factor to be eliminated, by leadership of the association. Second, a 

part-time farmer was essential factor to achieve a balance between quality and volume, 

and thus realize successful responses to volume retailers. These point provided 

long-term competitive advantage to Mikkabi. 

You can imagine how much big advantage Mikkabi got by achieving a balance 

between quality and volume, given feasibility of imitation by other producing areas. It 

would be difficult for producing areas which had eliminated part-time farmers to ensure 

volume of transaction after the fact. In addition, it would be also difficult for producing 

areas just included part-time farmers to achieve high-quality production by all farmers, 

because these areas primary intended to prevent inferior farmers from dropping out 

and were not so competitive. With respect to feasibility of imitation by other producing 

areas, Mikkabi built outstanding competitive advantage.  

 

6.  Conclusion 

 

Finally, we confirm results of the above analysis and implications. This paper 

showed that the crisis of the Japanese orange industry created the unsuccessful 

producing area despite actively improving quality of products and the successful area 

despite sustaining inferior farmers. In the case of Mikkabi as the latter, leadership of 

the shipping associations played important role to build outstanding competitive 

advantage in the long run.  

Results of this study imply the following points about a difference between the 

successful and the unsuccessful in the crisis of an industry. Although many actors and 

organizations which face economic crisis generally intend to overcome the difficulties by 

eliminating “obstacles” apparently disadvantage them, “obstacles” might be the 

essential factor for adjusting to new changes in the long run. However, to transform 

“obstacles” into the longer-term essential factor as making head with “obstacles” in the 

short run, leadership of a person or organizations would have profound significance. 
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Figure 1 : Transition of cultivation areas of each fruits  

(unit of measure : ha) 

 

 

Figure 2 : Transition of the average selling price and cost of farmers  

(unit of measure : yen per kilogram) 
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Figure 3 : Transition of cultivation areas  

 (unit of measure : ha) 

 

 

 

 

Figure 4 : Typical supply chain of Japanese orange industry  
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