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Title
A System-design Proposal for a Successful “Tokku”
-Why the Financial Industry Tokku, or Special Deregulation Zone, in Okinawa Failed-

Abstract

"A bad initiative is better than no initiative. Who knows it could still grow bigger?"
so said Keiichi Inamine, an ex-Governor of Okinawa Prefecture, in answering the
author'squestions. He admitted that he viewed the initiative in referral had been "bad"
and that henonetheless supported it. What he referred to is the financial deregulation
zone, the first of itskind in Japan, which was launched in 2002 in the city of Nago,
known as the planned host cityfor the U.S. Marine Corps Futenma Air-field Relocation.
To build the deregulation zone, or"tokku," was widely regarded as an effort to lighten
the burden Nago would shoulder by hostingthe military facility. Then Mayor of the city,
Takeo Kishimoto, was its primary initiator. Thetokku attempt in that politicized context
gained attentions nation-wide. Yet it did not grow asdesigned, and the attentions equally
faded as the mayor died four years later.

To give scrutiny to why the tokku failed gives us an insight into how an administrative
institution that was designed to fail could indeed fail. The insight, conversely, gives us
knowledge, at the least, as to what not to be done in order to bring the designed
institution into success. This is the objective that the study pursued by examining
relevant documents andinterviewing those involved in the plan.

As a result, this study denies the generally accepted theory of the failure that the lack
of the ability of local government officials was the reason of the failure, and asserts that
the true cause of the failure was the bad initiative which central government officials
designed so that the Tokku would be failed.

In order for any tokku at least not to fail, there are three points to keep in mind. One,
clear consensus of the need of newly designed Tokku among stakeholders. Two,
improvement of the culture of the central government officials not to take risks. Three,
the need of good initiative which gives motivation for the central government officials
to make Tokku success.

At last, this study shows that visualizing tool like CVCA is very useful to make
lessons-learned to design a good incentive for designers of Tokku.
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