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Abstract

Organizational capital is viewed as a key driver of persistent performance differences
across firms, but measurement has been largely confined to English-language settings.
We construct firm-year measures of organizational capital for Japan using employee
reviews from a leading Japanese employee review platform. Closely following the prior
work based on Glassdoor employee reviews, we develop a language- and platform-free
measurement method and apply it to more than 600,000 Japanese-written employee
reviews. The resulting measures are slow-moving, vary meaningfully across firms and
CEOs, and positively predict profitability and market valuation, with modest move-
ments around CEO turnover, consistent with the theory. We also build alternative
measures using Japanese-specific pre-processing and find substantial agreement with
our main measures. These results show that review-based measurement of organiza-
tional capital extends to non-English platforms and that our pipeline supports cross-

language and cross-platform comparability.
Keywords: Organizational capital; intangible capital; employee reviews

JEL Codes: D23; L.25; G30

*We thank OpenWork, Inc. for providing data. We also thank the Center on Japanese Economy and
Business (CJEB) at Columbia Business School for providing access to the NEEDS Financial QUEST database.
We thank Hideo Owan, Junichi Yamanoi, Xuanli Zhu, and participants at the Personnel Economics Workshop
for helpful feedback. Kitagawa gratefully acknowledges financial support from the Suntory Foundation.

"University of Tokyo.

{Columbia University.

SColumbia University.



	Introduction
	Data
	OpenWork Employee Reviews
	Other Descriptives of OpenWork Reviews
	Trends Over Time
	Review Patterns by Reviewer Characteristics

	NEEDS FinancialQUEST

	Measurement Strategy
	Translation and Segmentation
	Text Pre-Processing
	Word Embedding
	Seed-Word-Based Measure
	ChatGPT-Based Measure
	Variants of Measures

	Validation
	Firm Performance
	Slow Evolution
	Intangible
	Top Management's Influence

	Applications
	CEO Turnover
	Gender Disagreement

	Alternative Measurements
	Japanese Pipeline
	LLM-as-Rater Measure
	Cross-Language and Cross-Method Comparisons
	Divergent Reviews Across Measures

	Validation and Robustness
	Bayesian Shrinkage
	Company-Name Bias

	Limitations

	Conclusion
	Tables
	Figures
	OpenWork Data
	Appendix A
	Empirical Facts of OpenWork Reviews
	Details of the Measurement Protocol
	LLM Conversion Prompt and Example Output Placeholders
	Prompt
	Output Example

	Expanded Dictionary
	Synthetic-review Construction Prompt and Output
	Prompt
	Example outputs


	Direct LLM Rater Details and Validation
	Prompt (Latter Part)
	LLM-as-Rater Validation

	Alternative Measurements

