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Introduction
Realization of a gender-equal society is a demand based on respect for human rights of both 

genders, which is a universal basic philosophy. The NPA has conventionally addressed this affair as 

one of the important issues in personnel administration.

In addition, it has been widely recognized in the entire society that the abilities of women, who 

account for almost half of the entire population, are essential for socioeconomic revitalization in 

light of the shrinking labor force due to the falling birth rate and the aging population and response 

to globalization and diversified needs of consumers, etc.

Recently, in particular, emphasis has been put on “create a society in which all women can be 

dynamically engaged” as part of the Growth Strategy, and various measures have been proposed 

aiming at increasing the ratio of women in a leadership position at least to 30 % by 2020 in every 

field in society. Accordingly, there has been an unprecedentedly growing trend to expand promotion 

opportunities for female employees.

With such a trend, active promotion of initial appointment and advancement of female national 

public employees will expand women’s involvement in the decision-making process in relation to 

the country’s various measures, such as those for economy, diplomacy, finance, labor and welfare. 

Furthermore, if the central government takes the initiative in expanding such a promotion, promotion 

of the measures taken by local governments and private industries, etc. can also be expected to take 

place.

In accordance with the main purpose of the public employee system based on the merit system 

principles, the measures should be designed to realize right personnel at right place in a fair and 

impartial manner instead of being preferential treatment due merely to the fact that an employee is 

female. Furthermore, the final goal should be “realization of an environment where all personnel, 

regardless of gender, can fulfill their abilities to the greatest extent.”

In this regard, there has also been a view that improvement of the supporting measures for 

balancing work and family life, especially childbirth and childcare, etc. in the public service 

following the Principle of Equal Treatment (National Public Service Act, Article 27) will naturally 

expand initial appointment and promotion opportunities based on ability regardless of gender.

On the other hand, looking at the actual situation concerning female workers in Japan, various 

factors that hinder the practical realization of equality can be identified, including the followings:

1) There has been a progress at each juncture, for instance the enforcement of the Act on Secur-

ing, etc. of Equal Opportunity and Treatment between Men and Women in Employment (here-
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inafter referred to as the “Equal Employment Act”) (in 1986). It, however, has been hard to say 

that equal opportunities for initial appointment and promotion have been offered to both men and 

women over a long period of time. The public service is no exception.

2) Under the long-term employment system, there has been a personnel practice, which 

emphasizes on-the-job training (OJT) to get promoted rather than qualification acquisition or off-

the-job training regardless of whether it is public or private. In principle, employees are supposed 

to gain extensive work experiences one by one.

3) The physically suitable period for women to give birth to and take care of a child tends to 

coincide with the period when they need to gain important experiences as professionals in the 

light of what is previously mentioned in 2). Insufficient consideration has been given to the 

former period, which cannot be adjusted by individual effort.

4) Under the group-based work system, the scope of duties of each employee is not clear. In 

addition, appropriate and quick response is demanded under the limited personnel allocation. 

Therefore, the practice of working long hours is deeply-rooted based on the loyal and unlimited 

working style without thinking about responsibilities at home. Therefore, a limited number of 

women could adapt to such a practice.

5) In a society with a strong traditional perception for role sharing, fewer women, compared with 

the counterparts in Europe and America, choose majors that are directly related to vocational life, 

such as law, economics, science and engineering, despite the similar ratio of students enrolling in 

universities among men and women.

6) Also at workplace, the attractiveness of assuming responsible posts has not necessarily been 

widespread among women. Meanwhile, men tend to prefer that women remain at a backup 

position instead of being competitors for men.

Therefore, in order to realize an environment where women can fulfill their abilities in the same 

manner with men, it is necessary to identify these historical and social barriers and steadily remove 

them one by one in addition to calling for the expansion of initial appointment and promotion.

The NPA, as an agency specializing in personnel administration, desires to support the 

measures taken by the Cabinet Office and each ministry so that the support for active women will 

be extensively accepted by the people and firmly rooted in the public service as the long-term and 

sustainable support instead of just ending up as the transient slogan.

This report aims to indicate the measures that will be useful to promote the initial appointment 

and advancement opportunities for female national public employees through analyzing the current 

situation of the initial appointment and promotion of women in the public service based on the data 

and survey results and hearing about the advanced examples in the private enterprises as well as the 

status in foreign countries in order to derive concrete suggestions that are considered useful.
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Chapter 1.   Situation of Incumbency, Initial Appointment and Promotion of Female 
National Public Employees

Section 1.  Situation of Female Employees Among Incumbents
1.  Trends in the Ratio of Female Employees Among Incumbents

The ratio of female employees among national public employees in Regular Service grew from FY 

1989 through FY 2003 with the enforcement of the Equal Employment Act in 1986, the amendment of 

the Equal Employment Act in 1999 and the enforcement of the Basic Act for Gender-Equal Society in 1999 

(Figure 1).

Figure 1 Trends in the Proportion of Female Employees among Incumbents
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2004 also partly due to the incorporation of national universities. In the meantime, it surged by 3.4 

points in FY 2007 partially due to the privatization of Japan Post, which had a high incumbency 

rate for male employees. Whereas the ratio fell by 0.2 point in FY 2010 partly due to the transition 

of the national highly-specialized medical centers, which had a large number of female nurses, to 

unspecified incorporated administrative agencies, the ratio of female employees hit a record high in 

FY 2012 at 25.6 %.

2.  Trends in the Ratio of Female Employees Among Incumbents by Age Bracket
The trends in the ratio of female employees subject to the Salary Schedule for Administrative 

Service (I) by excluding the employees of the Ministry of Education, Culture, Sports, Science and 

Technology and the Social Insurance Agency in order to eliminate the effects of the incorporation 

of national universities and the abolition of the Social Insurance Agency, the ratio in the age bracket 

from 30 to 34 rose by 11.8 points from 13.6% in FY 1997 to 25.4% in FY 2012. In addition, the 

ratio in the age bracket from 35 to 39 rose by 13.7 points from 8.6% to 22.3%. The ratio of female 

employees among incumbents has showed a steady increase even among the age group of the 

employees who are married and taking care of their children, etc.

Additionally, the age bracket that showed the largest increase were: that from 30 to 34 with an 

increase by 6.7 points from FY 1997 to FY 2002; the age bracket from 35 to 39 with an increase by 

6.8 points from FY 2002 to FY 2007; and that from 40 to 44 with a surge by 6.7 percent from FY 

2007 to FY 2012. An increased ratio of female employees in the younger age brackets is gradually 

reflected in the older age brackets over time without an extreme reduction due to the separation from 

the service, etc. (Figure 2).

Figure 2 Trends in the Ratio of Female Employees among Incumbents by Age Bracket
 (The Employees Subject to the Salary Schedule for Administrative Service (I))
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Assuming that an increasing ratio of female employees among the younger generation will be 

continuously reflected in the older generation over time, further growing ratio of female employees 

among incumbents can be expected with retirement of the age bracket of over 50, which has a higher 

ratio of male employees.

Meanwhile, the female employees aged over 50 had a greater ratio in the past as a backdrop of a 

large number of male employees who retired due to the early retirement practice.

3.  Trends in the Turnover Rates by Age Bracket
The turnover rates in FY 2012 of the employees subject to the Salary Schedule for Administrative 

Service (I) (excluding those in the special service, local public employees and those who were 

separated from work due to personnel exchange, etc. with incorporated administrative agencies) were 

1.8% among female employees and 1.3% among male employees, so the female rate is 0.5 points 

higher than male rate (Reference 1).

A comparison is made as follows of the turnover rates by age bracket of female employees 

subject to the Salary Schedule for Administrative Service (I) in FY 1981, FY 2003, FY 2008 and FY 

2012 (Figure 3).

The turnover rate of female employees was extremely high in the age bracket from 25 to 29 in FY 1981 

with 7.1%. It is assumed that many female employees quit their jobs at the time of marriage or childcare 

in those days. Since FY 2003, the turnover rate even of the age bracket from 25 to 29 has remained 
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approximately 2%, and has been lowered to around 1% as the bracket gets older.

As described above, few national public employees separate from their service due to marriage or 

child-rearing at present. From the viewpoint of promotion, however, it is demanded that the turnover rate of 

female employees be decreased to as low as possible.

Section 2.  Situation of Female Employees at the Time of Initial Appointment
1.  Trends in the Ratio of Women Among Employees Appointed Through Examinations

With regard to Level I Examination/Examination for Comprehensive Service, the ratio of women 

among the entire recruits has gradually increased with the establishment of the Headquarters for the 

Promotion of Gender Equality in 1994, the enforcement of the Basic Act for Gender-Equal Society 

in 1999, and the agreement on the Enlargement of the Initial Appointment and Promotion of Female 

National Public Employees in 2004. The ratio reached 25.0 % in FY 2013.

Concerning Level II Examination/Examination for General Service (for university graduate 

level) and Level III Examination/Examination for General Service (for high school graduate level), 

the ratio of the women among the entire recruits steadily increased from FY 1989 to FY 1994, but 

leveled off afterward. In FY 2013, the ratio of the female employees appointed through Examination 

for General Service (for university graduate level) was 27.5 % and that for Examination for General 

Service (for high school graduate level) was 43.0 % (Figure 4).
(Note) The recruitment examinations for national public employees were reorganized in FY 2012 from Level 

I, II and III Examinations, etc. to Examination for Comprehensive Service (for postgraduate student 
and university graduate level) and Examination for General Service (for university graduate level)/
Examination for General Service (for high school graduate level), etc. There is no continuity among 
these examinations. However, Level I examination and Examination for Comprehensive Service; Level 
II Examination and Examination for General Service (for university graduate level); and Level III 
Examination and Examination for General Service (for high school graduate level) are treated as the 
same group respectively.
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2. Situation of Applicants, Successful Candidates and Recruits of Level I Examination/
Examination for Comprehensive Service

The average ratios of the women appointed through Level I Examination/Examination for 

Comprehensive Service over the last five years were 30.7% at the time of application, 20.5% among 

the entire successful candidates, and 23.9% among all recruits.

Concerning the ratios in FY 2013 of women appointed in administrative divisions through 

Examination for Comprehensive Service (administrative division for graduate students and political 

and international division, legal service division and economic division for university graduate 

level), the rate of female applicants was 33.0%, that of successful candidates was 20.6% and the ratio 

of potential recruits (who were offered appointments) was 29.1%. Despite a downward trend in the 

ratio of female successful candidates, the ratio of the women among potential recruits in FY 2013 

was the second highest ever, which is thought to be due in part to the measures actively taken by the 

Cabinet Office and each ministry (Figure 5).

Figure 4 Trends in the Ratio of  Women among Employees Appointed through Level I, II and III Examinations and Examinations
for Comprehensive Service/General service (for university graduate and high school graduate level)
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Figure 5 Trend in the Ratio of Women Among All Applicants, Successful Candidates and Recruits
in Level I Examination / Examination for Comprehesive service
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Amid a highly increased awareness of initial appointment of female employees at the Cabinet Office 

and each ministry, it is necessary to continue the efforts to strengthen the activity to secure human resources 

targeting women in order to increase the ratio of women among successful candidates through increasing 

excellent female examinee. 

3.  Situation of Applicants, Successful Candidates and Recruits of Level II Examination /
Examination for General Service (for University Graduate Level)

With regard to the average ratio of women appointed through Level II Examination (the administrative 

division)/Examination for General Service (for university graduate level: the administrative division) over 

the last five years, the ratio of the applicants was 32.9%, that of successful candidates was 31.9% and that 

of recruits was 30.0%. Compared with Level I Examination/Examination for Comprehensive Service, the 

gap among the ratios of female applicants, successful candidates and recruits is smaller.

Concerning the ratio of the women appointed through Examination for General Service (for university 

graduate level: the administrative division) in FY 2013, the rate of applicants was 32.7%, that of successful 

candidates was 32.7% and that of recruits (potential recruits) was 32.2%.

Figure 6 Trend in the Ratio of Women Among All Applicants, Successful Candidates and Recruits
in Level II Exam / Exam for General Service (for university graduate level)
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With respect to Level II Examination (the administrative division)/Examination for General 

Service (for university graduate level: the administrative division), the ratio of the women among 

recruits (including those who were offered an appointment) is lower than that of the women among 

successful candidates, different from Level I Examination/Examination for Comprehensive Service. 

This is partly because the successful candidates of Level II Examination/Examination for General 

Service (for university graduate level) often get their jobs at local governments, etc., which are in 

a competitive relationship with the national government. Therefore, it is necessary to convey the 

attractive job of national public employees also to the female applicants for Examination for General 

Service (for university graduate level).

4.  Ratios of Female University Students by Department 
According to the Basic School Survey (conducted by the Ministry of Education, Culture, Sports 

& Technology), the ratios of female students by department in FY 1993 were: 18.7 % in social 

science department; among which the ratios were 20.0% in law and political science and 14.7% in 

commerce and economics. On the other hand, the counterparts in FY 2013 were 33.6% in social 

science department, among which the ratios were 30.1% in law and political science and 27.4% 

in commerce and economics. The ratios of women in FY 2013 roughly correspond with those of 

Figure 6 Trend in the Ratio of Women Among All Applicants, Successful Candidates and Recruits
in Level II Exam / Exam for General Service (for university graduate level)
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the women among the applicants of Examination for Comprehensive Service (the administrative 

division) and Examination for General Service (for university graduate level: the administrative 

division).

The ratios of female students majoring in science department in FY 1993 were 20.7% in science 

department, 6.3% in engineering department, and 29.9% in the agriculture department. Meanwhile, 

the counterparts in FY 2013 were 26.2% in the science department, 12.3% in the engineering 

department, and 43.6% in the agriculture department. In particular, the ratio in the engineering 

department remains low.

Section 3.  Situation of Female Employees in Relation to Their Promotion
1.  Ratios of Female Employees Among Managerial Personnel

Concerning the promotions of female employees, the Third Basic Plan for Gender Equality 

(cabinet decision on December 17, 2010) set the targeted results to attain the ratio of women in 

government positions equivalent to or higher than division director of regional offices or assistant 

director at the headquarters (the 5th and the 6th grades in the Salary Schedule for Administrative 

Service (I)) as approximately 10%, the ratio of women in government positions equivalent to or 

higher than division director/head of office at the headquarters (the 7th to the 10th grades in the 

Salary Schedule for Administrative Service (I)) as approximately 5%, and the ratio of women in 

government positions equivalent to Designated Service as approximately 3%.

Here, with the aim of accurately understanding the actual state of promotion of female national 

public employees, the ratios of women among managerial personnel are analyzed by dividing them 

into three groups comprising the employees appointed through Level I Examination/Examination 

for Comprehensive Service, the incumbents at the headquarters appointed through Level II and 

III Examinations/Examinations for General Service, and the incumbents at the regional offices 

appointed through Level II and III Examinations/Examination for General Service.

First, looking at the ratios of the women at each managerial position level among the employees 

appointed through Level I Examination/Examination for Comprehensive Service, the ratio of the 

women at the rank of assistant director at the headquarters and division director at the regional 

office was 10.5% in FY 2012, exceeding 10%, which is the goal set for the personnel at the rank of 

assistant director at the headquarters and division director at the regional offices and above in so far 

as this class exclusively is concerned. Next, the ratio of the women at the rank of division director/

head of office at the headquarters and head of regional offices was 3.7% in FY 2012. Although it has 

not reached 5%, which is the goal set for the personnel at the rank of division director/head of office 

at the headquarters and head of regional offices and above, the ratio increased by 0.8 points from FY 

2002 through FY 2007 and by 1.2 points from FY 2007 through FY 2012 (Figure 7).
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Meanwhile, concerning the ratios of women at each managerial position level among employees 

appointed through Level II and III Examinations/Examination for General Service (the incumbents 

at the headquarters), the ratio of women at the rank of the assistant director at the headquarters was 

9.2%. If looking at this class exclusively, the ratio has been on an upward trend, reaching almost 

10%, which is the goal set for the personnel at the rank of assistant director at the headquarters, 

division director at regional offices and above (Figure 8).
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On the other hand, regarding the ratio of women at each managerial position level among 

employees appointed through Level II and III Examinations/Examination for General Service (the 

incumbents at regional offices), the ratio of women at unit chief level increased from 14.3% in 

FY 2002 to 18.3% in FY 2012. However, the ratio of the women at the rank of division director at 

regional offices was 4.7% in FY 2002, 5.1% in FY 2007 and 4.9% in FY 2012 with no significant 

change over the past ten years. Accordingly, it is necessary to work on the promotion of female 

employees appointed through Level II and III Examinations/Examination for General Service to the 

posts at the rank of division director at regional offices, etc. (Figure 9).

2.  Trends in the Ratio by Grade of the Female Employees Appointed through Level I 
Examination Among Those Subject to the Salary Schedule for Administrative Service (I) 

The Equal Employment Opportunity Act for Men and Women was enforced in 1986. The 

aggregation results of the ratios by grade of female incumbents appointed through Level I 

Examination etc. among those subject to the Salary Schedule for Administrative Service (I) from FY 

1985 through FY 2012 show that the increased ratio of women among recruits has been reflected in 

the higher grades as a fiscal year passes (Figure 10).
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Service” (NPA).
2. Unit chief level: 3&4 grade  in Administrative Service Schedule (I) (former 4-6 grade for FY2002).  Assistant director level at HQ and 
Division director level at regional offices: 5&6 grade  (former 7&8 grade for FY2002). Division director/head of office level at HQ and 
Head of regional offices:  7-10 grade (former 9-11 grade for FY2002).
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Looking at the standard promotion pattern of female employees, the ratio of the women promoted 

to the rank of assistant director level at the headquarters and division director level at regional offices 

(5th and 6th grades in the Salary Schedule for Administrative Service (I)) is generally consistent with 

that of recruits. On the other hand, the ratio of the women promoted to the rank of division director/

head of office level at the headquarters (7th grade and above in the same Salary Schedule) was lower 

than that of the women among all recruits (Figure 11).
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From this, it is possible to assume that the step-by-step increase in the number of female 

employees appointed through Level I Examination/Examination for Comprehensive Service from 

FY 1989 is reflected in the ratios of the female employees among those up to at the rank of assistant 

director level at the headquarters and division director level at regional offices (5th and 6th grades 

in the said Salary Schedule). It also implies that promotion of women has been gradually enhanced. 

On the other hand, it will take more time till the impact of increased recruits is fully reflected in the 

posts at the rank of division director/head of office level at the headquarters (7th grade and above in 

the said Salary Schedule). Therefore, the Cabinet Office and each ministry are required to continue 

making efforts focusing on the development of female employees with an eye toward enhancing their 

promotion to managerial posts.

Section 4.  Views on the Initial Appointment and Promotion of Female National 
Employees

1.  Views Held by the Newly Appointed Employees through Examination for Comprehensive 
Service, etc.

According to the “Survey on the Newly Appointed Employees through Examination for Comprehensive 

Service, etc.” conducted by the NPA in April 2013 (targeting 535 participants in the Joint Initial Training 

for national public employees), more male than female employees in divisions of social science and 

humanities (296 employees) selected “effective in career development” and “being able to engage in the 

large-scale work” as the main reasons that they wanted to become national public employees. On the other 

hand, more female than male employees chose “steady jobs that enable stable lives” and “good atmosphere 

at workplace,” showing somewhat different views between men and women.

In addition, more female than male employees replied “want to work as a public employee until the 

mandatory retirement age.” This indicates that female employees tend to place more value on stability. 

Furthermore, to the question asking “To what level do you want to be promoted?”, considerably less female 

than male employees answered Administrative Vice Minister level or Director-General level, suggesting a 

weaker ambition among women (Reference 2).

(Note) “Employees in divisions of social science and humanities” refers to those who were appointed through 
Examination for Comprehensive Service of seven divisions: “administration”, “political science and 
international relations,” “law,” “economics,” “human science,” “liberal arts,” and “legal affairs,” and 
other examinations corresponding to them.

2.  Views Held by the Managerial Personnel and Female Employees
The NPA conducted the “Survey on the Enlargement of Initial Appointment and Promotion of 

Women” in February 2014. This was an anonymous survey targeting approximately 450 managerial 

personnel (randomly sampled regardless of gender from those at the rank of division director/head 

of office level at the headquarters and the Head level of regional offices (7th grade and above in 

the Salary Schedule for Administrative Service (I))), and approximately 950 female employees 
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(randomly sampled from all female managerial personnel and those at the rank of unit chief, assistant 

director level at the headquarters and division director level at regional offices (3rd to 6th grades in 

the Salary Schedule for Administrative Service (I))). (The collection rates of the survey were 87.1% 

and 79.8% respectively.) The summary of the survey results is as follows.

The results of the female employee survey were obtained through combining the results of the 

survey of female managerial personnel (191 employees) and the survey of the female employees 

at the rank of unit chief, assistant director level at the headquarters and division director level at 

regional offices (564 employees). There was no significant difference in the replies between these 

two surveys.

 (1)  Utilization of Women’s Abilities
Concerning utilization of women’s abilities, 64% in the managerial personnel survey and 56.8% 

in the female employee survey replied “not sufficiently utilized.” On the other hand, 23.9% in the 

managerial personnel survey and 24.2% in the female employee survey chose “fully utilized.” 

Despite the difference in the survey target, the ratio of the respondents who chose this answer 

increased from 13.4% in the managerial personnel survey and from 10.8% in the female employee 

survey, which were conducted in a similar way in February 2001.

As the reasons for not being able to utilize women’s abilities, the most common answer both in 

the survey of managerial personnel and the survey of female employees was “too long hours they 

are forced to stay at workplace.” Another popular answer in both surveys was “No development 

program, suitable for the women’s abilities and aptitudes, is conducted in a planned manner.” 

However, many respondents in the survey of managerial personnel chose “A system that gives 

consideration to childbirth, childcare and nursing care, etc. has not been prepared yet” and “Women 

do not have a sufficient awareness to utilize their own abilities.” These answers were not frequently 

chosen in the survey of female employees, suggesting some different awareness between managerial 

personnel and female employees (Reference 3).

 (2)  The Necessary Measures to Help Women Fulfill Their Abilities
Regarding what is needed to enable female national public employees to further fulfill their 

abilities and be more active in the public service, “reduction in overtime work and late-night work 

at the entire workplace” was the most frequent answer both in the survey of managerial personnel 

and the survey of female employees. The top five answers in both surveys include “development of 

female employees through offering them diverse work experiences,” “awareness-raising activities 

for female employees themselves,” and “support for childcare and nursing care through providing 

childcare facilities and utilizing the private service.” These three answers placed in the top five 

both in the survey of managerial personnel and the survey of female employees. “Securing of 

replacements for the employees on childcare leave” placed in the top five in the survey of managerial 

personnel, but not in the survey of female employees. On the contrary, “awareness-raising activities 
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for the heads of organizations and managerial personnel” placed in the top five in the survey of 

female employees, but not in the survey of managerial personnel. This suggests that there is a 

significant difference in these views between managerial personnel and female employees (Figure 

12).

(3)  Consideration for Childcare Leave, etc.
Concerning the question, “Do you think it is necessary to give consideration to the employees 

on childcare leave and those who have returned to work from childcare leave?,” almost 90 % of 

the respondents both in the survey of managerial personnel and the survey of female employees 

answered “yes” or “moderately yes.” Regarding the content of necessary consideration, the most 

frequently chosen answer was “personnel placement that gives consideration to family life (including 

the use of short-time work system, etc.)” in both the surveys followed by “thorough personnel 

management based on ability and performance” (Reference 3).

 
(4)  The System to Allocate a Fixed Number or Quota to Promotion of Managerial Personnel 
(the Quota System)

With regard to the question concerning the quota system, 19.8% in the survey for managerial 

personnel and 29.1% in the survey of female employees replied “agree,” while 69.0% in the former 

survey and 50.6% in the latter survey said “disagree.” More respondents selected “disagree” than 

“agree” in both surveys. Additionally, to the question concerning the views on promotion, which will 

be discussed later in (5), 41.6% of the female employees, who replied “want to be promoted up to 

Designated Service,” said “agree”, whereas 47.7% of them replied “disagree.” 

Figure 12 The Necessary Measures to Help Female National Employees Fulfill Their Abilities
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As for the reasons for choosing “agree”, a higher ratio of the respondents in both surveys 

answered “Compulsory measures are required to change consciousness in society and workplace,” 

and “The system will help female employees raise their own awareness of promotion and change 

their fixed ideas.” The survey for female employees had a higher ratio of respondents who chose the 

former answer, while the survey of managerial personnel had a slightly higher ratio of respondents 

who chose the latter answer.

Regarding the reasons for choosing “disagree,” a higher ratio of the respondents in both surveys 

answered “It will expand personnel allocation that will not put the right personnel at the right place 

and hinder job performance” and “Promotion to the posts that are not commensurate with abilities 

and aptitudes will place a burden on women themselves.” Meanwhile, “People might consider that 

the quota system contributed to the promotion even for those promoted based on their abilities” was 

frequently answered only in the survey of female employees, suggesting a different view between 

managerial personnel and female employees (Reference 3).

(5)  Views on the Future Promotion (Question for Female Employees Only)
With regard to the replies made by female employees at the rank of unit chief (3rd and 4th grades 

in Salary Schedule for Administrative Service (I)) concerning promotion to a position higher than 

the current one, “want to be promoted up to the Designated Service” and “want to be promoted up 

to the rank of division director/head of office level at the headquarters” were chosen by 55.4% of the 

employees appointed through Level I Examination, etc., 24.8% of those appointed through Level II 

Examination, etc., and 15.9% of the employees appointed through Level III Examination, etc. On the 

other hand, “want to be promoted to a position higher than the current one (unit chief), but promotion 

to the rank of assistant director level at the headquarters is enough” and “don’t want to be promoted 

from my current position level (unit chief)” were selected by 25.7% of the employees appointed 

through Level I Examination, etc., 61.6% of those appointed through Level II Examination, etc., 

and 72.7% of the employees appointed through Level III Examination, etc. As for the reasons that 

“promotion to the rank of assistant director level at the headquarters is enough” and “don’t want to 

be promoted from my current position level (unit chief)” were chosen, “feel lack of my abilities” was 

selected by 63.2% of the employees appointed through Level I Examination, etc., 74.3% of those 

appointed through Level II Examination, etc., and 72.9% of the employees appointed through Level 

III Examination, etc. “Promotion will make it hard to keep balance between family life and work” 

was chosen by 68.4% of the employees appointed through Level I Examination, etc., 60.6% of those 

appointed through Level II Examination, etc., and 45.8% of the employees appointed through Level 

III Examination, etc.
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　　　The results of this survey found the following issues:

a. An awareness of overtime work is a very great concern both for managerial 

personnel and female employees. In order to create an environment where both male and 

female employees can fairly compete with each other and are promoted based on ability 

and performance, it is necessary to pay attention to work-life balance and drastically 

change the working style at workplace in the public service.

b. Concerning the consideration for the employees, who returned to work after taking 

childcare leave, many employees consider it necessary to pay attention to thorough 

personnel management based on ability and performance along with consideration for 

family life. This implies the necessity of assignment of duties to commensurate with 

ability and also evaluation based on the performance of one’s duty instead of the time 

spent on childcare, etc. 

c. There are mixed reactions to the selection system favorable to female employees 

with the introduction of the quota system. The survey revealed the concerns, for instance, 

that it might pose impediments in performing the public duties. Other concerns include 

that the female employees, who are promoted based on their abilities and performances, 

might be regarded as having been promoted “thanks to the quota system”; and that some 

female employees might feel burdened with the positions that are not commensurate with 

their abilities and aptitudes. 

d. Many of the employees appointed through Level II and III Examinations, etc. do 

not want to be promoted to a rank higher than division director/head of office level at 

the headquarters. The main reason for this is lack of their abilities rather than work-life 

balance. It is necessary to offer them various work experiences and also actively provide 

opportunities for them to think about career development.
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Chapter 2  The Measures Taken by Private Companies for Promotion of Female 
Employees, etc.

As is the case with the public service, private companies also have taken measures toward 

the promotion of female employees, etc., which have been expanded especially in recent years. 

This chapter provides an overview of the current status of promotion of female employees, etc. 

in Japanese private companies and introduces the results of the field studies and hearings, etc. 

conducted at some private companies that have actively made strong efforts to help women play a 

leading role. Based on the findings from them, an insight will be provided into the points that would 

be helpful in considering promotion of female employees in the public service.

Section 1.  Current Situation of Promotion of Female Employees, etc. in Private 
Companies

Since the enforcement of the Equal Employment Act in 1986, various laws have been developed 

and the administrative measures have been taken in order to support women’s activity in private 

companies, including the Act on the Welfare of Workers Who Take Care of Children or Other Family 

Members Including Childcare and Family Care Leave; the launch of the childcare leave allowance 

in accordance with the Employment Insurance Act; and the Act on Advancement of Measures to 

Support Raising Next-Generation Children. Nevertheless, it is hard to say that promotion of female 

employees has been fully enhanced, as far as the promotion of women to managerial posts, etc. in 

Japanese private companies is concerned, as is the case with national public employees.

For instance, concerning the ratio of women among managerial personnel by position level 

(in the companies with more than 100 employees) in 1985 prior to the enforcement of the Equal 

Employment Act and the recent one in 2013, according to the “Basic Survey on Wage Structure” 

conducted by the Ministry of Health, Labour and Welfare, the ratio of women in private companies at 

the rank of department director level increased from 1.0% to 5.1%; at the rank of director level from 

1.6% to 8.5%; and at the rank of the unit chief level from 3.9% to 15.4%. Taking into consideration 

the passage of about thirty years, the ratio of women who are promoted to the posts equivalent to 

department director and director have not increased sufficiently and still remain at a low level (Figure 

13).
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Furthermore, with regard to the state of the Positive Action (voluntary and positive measures 

taken by companies with the aim of eliminating gender gap, which has emerged among male and 

female workers due to fixed perception of role sharing historical background) carried out by private 

companies, according to the “Basic Survey of Gender Equality in Employment Management” 

conducted in FY 2012, 71.4% of companies with more than 5,000 employees replied “We are 

taking the Positive Action”, while only 32.5% of companies with more than 30 employees chose 

the same answer. This suggests that large companies actively work on support for women’s activity 

whereas small companies have not sufficiently taken such a measure. Moreover, according to recent 

articles, such as media reports, on the issues that should be addressed to promote women’s activity, 

new issues have been frequently raised, including methods to make up for the period absent from 

work due to childcare; review of the working style itself of fulltime employees with long overtime 

working hours; and males’ active participation in housework and child-raising, in addition to the 

conventional Positive Action (expansion of employment and job category for women; extension of 

women’s length of service through implementing support measures for balancing work and family 

life; change in the way of thinking by the management, managerial personnel and male employees; 

and an increase in female managerial personnel, etc.).

Section 2.  Surveys and Hearings, etc. With Private Companies
1.   Surveys and Hearings, etc. With Private Companies that Have Actively Taken Measures for 
Women’s Active Roles

While private companies started again to actively work on the promotion of female employees, 

etc. today, some of them have for a long time engaged actively in the promotion of women’s activity, 

including advancement of female employees to managerial posts, etc. For the study toward further 

promotion of female national public employees, it is considered effective to learn the reasons these 
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companies started to work for further promoting women’s activity and the concepts of various 

measures, etc.

From such viewpoints, the NPA conducted the field studies and hearings with four private 

companies with high reputation among various fields as the companies actively taking measures to 

promote women’s active roles. In addition, the NPA interviewed the female front-runners (female 

executives or female department directors) thanks to the cooperation from each company. These 

female members of management have built their careers after being recruited around the time when 

the Equal Employment Act was put into effect and moved up the career ladder under the recent 

policy of each company to actively promote women’s active roles.

2.   Overview of Four Companies Subject to the Survey 
The overview of the companies subject to the survey is provided here as follows.

(1)  Company A (A bank with a company group of more than 10,000 employees) (“Employees” 
refer to full-time employees, and the same shall apply hereafter.)

Company A has a relatively high ratio of female employees, at over 40%, due to its business 

category. The company does not have a female executive, but has a comparatively high ratio of 

female employees among those at the rank of director and department director, with approximately 

20 % and 4% respectively. With the loss of human resources associated with the downturn in 

business as a backdrop, the top-level executives lately proposed a clear policy to promote women’s 

active roles as a latent power. The company also carried out measures, such as introduction of 

the system, which allows employees to choose a home base for their work and a job category. 

Furthermore, with respect to personnel management, the company rapidly promoted the expansion of 

the scope of women’s duties and the advancement of women to executive posts.

(2)  Company B (A security firm with a company group of more than 10,000 employees)
Company B also has a ratio of female employees roughly at 40%. So far, the company has 

appointed five female executives, who have been with the company from the start of their career, 

to the executives. The ratio of women among the entire branch managers is also relatively high, at 

around 15%. Lately, the company changed its employment policy for women and started to hire 

female employees mainly as career-track employees and regional career-track employees who won’t 

be relocated to distant place. The company also unveiled a clear policy to support women based 

on ability and performance. The company has implemented various distinctive policies, such as 

simultaneous promotion of more than one female employee and a thorough implementation of the 

practice to force employees, including managerial personnel, to leave the office before 7:00 pm.

(3)  Company C (A manufacturer with more than 30,000 employees)
As is the case with other manufacturers, the current ratio of female employees at Company C 

is not very high, less than 20%. This company, however, proposed a clear management strategy 

focusing on globalization and diversification with an eye toward strengthening its competitiveness 
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that is required for their overseas business development. To this end, the company has reinforced 

recruitment of women and taken measures to promote female employees. For instance, the company 

unveiled numerical targets in and outside that the company to appoint a female executive by next 

year and to have female managerial personnel more than double the current level in a few years.

(4)  Company D (A manufacturer with more than 10, 000 employees)
Whereas the current ratio of female employees at Company D, which is also a manufacturer, is 

not very high, at around 10%, the company has appointed one female executive, who has been with 

the company from the start of her career. In addition, Company D puts an emphasis on recruitment 

of women and makes efforts to improve support measures for balancing work and childcare, for 

instance through providing a large-scale in-house childcare facility. In addition to that, lately the 

company implements well-planned measures to develop female employees, who are candidates for 

managerial personnel, proposing a clear career path.

3.   Results of the Surveys and Hearings
The information and knowledge, etc. gained through the surveys and hearings are shown as 

follows through picking up some main results in each category and incorporating some comments 

of female executives, etc. Please note that the items selected here may include the background 

circumstances, etc. specific to each company.

(1)  The Basic Measure to Promote Advancement of Female Employees

・  Company A used to provide the employment management system comprising “managerial/

professional positions” and “clerical positions”. Lately, for the purpose of further promoting women’s 

activity, the company converted from this to the new system, which allows employees to choose a 

home base for their work and a job category (corporate business, retail business and administration/

service).

Comment from a department director in charge of diversity at Company A
I think this is a trend, not exclusively for our company but also for all banks. Under the system 

comprising career and non-career courses, the employees in the career course are assigned to the 
corporate sales division and have possibility of getting transferred across Japan. On the other hand, 
the employees in the non-career course are assigned to the retail sales or administrative/service 
divisions and have little chance of getting transferred. This system virtually divided the course for 
men and women.

The system to choose a home base for work enables both male and female employees to 
select the area for transfer either from the Kanto region or the Kansai region. Before introducing 
this system, some of male employees, who had bought their own houses, worried about transfer 
because they were not sure when they would be able to return once they got transferred. In 
addition, female employees should have had a hard time in creating their own life plans because
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they were not sure when and where they might get transferred. Furthermore, the point of the 
system, which allows each employee to select a division from retail sales, corporate sales or 
administrative/service and to choose the direction for career development, is that employees 
themselves make their own selection regardless of gender, though the corporate sales division 
tends to have more male employees, while the administration/service divisions tend to have more 
female employees.

・　Since ten years ago, Company B has thoroughly adopted the merit system under the strong 

leadership of the top management with a view to fairly evaluating human resources. In addition, the 

company actively informs all employees of the promotion results and the employees who are playing 

active parts in the company.

Comment from the top management at Company B
We revised the evaluation criteria in response to the tremendous change in the business 

environment surrounding our company. On that basis, we made the policy obvious to anyone in 
the company that the employees, both men and women, are evaluated and promoted equally if 
they achieve the same results.

Comment from the director of personnel department at Company B
Whereas our company has long maintained the personnel philosophy to fairly evaluate 

personnel based on ability and results, there was an atmosphere that superiors did not expect too 
much of women as candidates for managerial personnel. Despite that, the top management laid 
out the policy and made a big change in such a situation. Today, women are promoted to branch 
managers or executives based on their abilities, not as symbolic practices.

Comment from a female executive director, who is a front-runner at Company B
At our company, positions and remuneration vary greatly depending on how we work. We 

always have a sense of crisis that we cannot remain at the same post unless we work hard and 
contribute to the company, regardless of how many female branch managers or female department 
directors we have.

・　Some companies take measures for promotion of female employees by setting a numerical 

target, for instance, the number of managerial personnel. Meanwhile, Company C has reinforced 

employment of female employees and set the goal through experiencing a preparatory stage since 

more than ten years ago, not simply setting a numerical target.



―56―

Comment from a deputy department manager in charge of diversity at Company C
As a result of reinforcing employment of women since 2000, those who were employed since 

that time can be appointed to directors in a few years from now. If they gain career experience, 
achieve successful results and continue to be active, it should be possible to achieve the goal 
to increase the number of female managerial personnel to more than double compared with the 
current level.

There have been arguments for and against the establishment of a numerical target. We have 
carried out discussions as much as possible; seriously taken various opinions that were presented 
to us; clearly showed the target as the management decision once we are determined to establish 
and achieve the goal; and taken the measures by intentionally setting a higher numerical target. 
We do not have to keep the target forever. Instead, we will not need to set a numerical target once 
we have a certain population of female leaders. At present, however, we need to take measures 
believing that establishment of the target and support for a wide variety of active personnel, 
including women, will expand our business and reinforce our competitiveness. Our basic policy 
for promotion is to appoint the personnel who can fulfill their abilities available and maximize the 
result. There is no difference between men and women here.

(2)  Understanding from Superiors and Colleagues and Importance of Role Models

・　Looking into the way in which the current female senior staffs, who were employed around 

the time when the Equal Employment Act was put into effect, moved up the career ladder to the 

executive candidates different from other female employees?, it is essential that high abilities of such 

women and the understanding from their superiors and colleagues about women’s active roles should 

match each other.

Comment from a female department director, who is a front-runner at Company A
When I entered this bank, the society was dominated by men. Therefore, it was considered 

that three years were enough for female employees to work at a bank. I also thought that I would 
quit my job after getting married and having a child because it would be impossible for me to 
keep balance between work and family life. But I was recommended from my boss at that time to 
“develop your career path to prepare for the upcoming age for working women.”

I really appreciate my branch manager at that time, who took the initiative in creating an 
atmosphere that encouraged everyone to support me. I once faced problems after I had my child, 
when my mother-in-law returned to her own home and I had nobody to take care of my child. But 
I had to go to the office. In such an occasion, my colleagues looked after my child with me at the 
branch. I believe such an environment helped me continue my career.

・　Even the women on “managerial/professional positions” may not necessarily have a strong 

ambition for their promotion. The following comment from the front-runner conveys interesting 

aspects of jobs that can be gained through getting promoted.
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Comment from a female executive, who is a front-runner at Company D
I always talk to younger staff that “the higher the position is, the more chance to do what we 

want.” Those who say that “I am not interested in promotion” may say such a thing just because 
they have no experience. It should be interesting to do things in the way you like rather than doing 
what you are told to do while thinking “something is wrong” in your mind.

For example, I recommended taking the examination for promotion to a woman who had 
returned to work after taking childcare leave though she was not interested in taking such an 
examination. When she really got promoted, she had a different feeling, saying “It was fortunate 
for me that you told me to take the exam at that time.”

・　Women need a considerably long period of time and have difficulties in acquiring know-how 

and style of work if they are assigned to a new area of their work or have no role model (a model that 

they want to become in future) due to a lack of female managerial personnel, etc.

Comment from a female department director, who is a front-runner at Company C
When I started to work, our company had just begun to hire saleswomen and I had no female 

superior who could be a role model around me. Therefore, I tried to create my own sales style. 
First, I just did the same thing as male superiors, but I got stuck at some point. I had a difficult 
time in developing my own style.

When I was first appointed to a director, which is a managerial post, I had not acquired my 
own sales style yet. In addition to that, I had no clear idea of what the director was supposed to do. 
I was very disturbed. I agonized over filling a gap between the impression of a male director and 
myself for around one year. I probably confused the people around me as well. With some bumps 
and detours, I finally decided that I had no choice but to do in my own style and achieve results 
even if I could not fill the gap.

・　The following case, in which promotion of a female employee to a managerial post was realized 

for the first time, points out that the female employee concerned gained acceptance of her promotion 

from the people around her by responding to the opportunities, given by her boss, to achieve 

satisfactory results.

Comment from a female corporate officer, who is a front-runner at Company D
When I was promoted to a post just below director, my boss at that time said to me, “As long 

as you get promoted in a male-dominated society, find a way to work that can be valued by males. 
If I spoil you, you will have a difficult time in your work later. Therefore, I will be hard on you to 
the degree that the people around us feel sorry for you.” Responding to what I was told from my 
boss, I achieved satisfactory results even by accepting the tough work to transfer many employees to 
subsidiaries. In order to promote advancement of female employees to an upper post, it is the right 
way to offer them an opportunity first, and then, the female employee concerned responds to it.
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(3)  Emphasis on Planned Nature and Diversity in Development

・　In the earliest years, the company started by assigning female employees to managerial posts. 

Today, we have a firmly-established idea that career development in a planned manner is required for 

both men and women in order to get promoted to upper posts. Both superiors and subordinates are 

giving support for extensive career development.

Comment from a female executive director, who is a front-runner at Company B
When I was director, my boss suddenly called me and asked, “How would you like to assume 

a branch manager?” Now, even women are conscious of career development in the same manner 
with men. But at that time, our company just started to assign women to posts and let them work. 
Various things happened when I managed the branch. I, however, did not have much experience 
and had no choice but to make predictions by using something other than work experience. 
Therefore, today, some employees are assigned to the post, which serves as a link between 
branches and the headquarters, and are in charge of or visit various branches to learn many things 
for about one year before getting promoted to a branch manager.

I always try to offer my subordinates, regardless of whether they are men or women, various 
experiences to develop their careers. If my subordinates hope to work overseas or to be transferred 
to some specific division, I have tried my best to pave the way to fulfill their hopes.

・　Most of female employees used to be assigned to some specific posts. In recent years, however, 
the company has laid out the policy to treat capable women as the candidates for executives from 
an early stage and systematically develop such employees through offering them extensive work 
experience.

Comment from a female corporate officer, who is a front-runner at Company D
Basically, our company is very favorable to female employees and does not tend to assign 

them to tough divisions or dispatch them overseas. But I do not think such a development style is a 
good one. If I had had experience of working overseas or at factories, I could have become a more 
excellent business person. I feel the limits of myself here.

I do not believe in the “sense of women.” Women are often assigned to divisions related to 
environment or public relations. Nevertheless, the scope of women’s duties will not expand unless 
someone enters a field, whether development, production or sales division, and paves the way.

Lately, our company also has laid out the policy to select the candidates for executives at an 
early stage and to systematically develop such employees. What I expect our company to do is 
to thoroughly develop the employees, whether they are men or women, who are selected as the 
candidates for executives, step-by-step in a proper way.

In fact, however, each company, including us, sticks too much to numerical targets for 
women’s promotion and often promotes personnel who are on a proper development path to an 
upper post by cutting the process without gaining necessary work experience. Such a trend is not 
very effective for the employees themselves or for the companies.
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・　Factors such as diversity and change are also emphasized as the reasons for choosing female 

employees instead of males when selecting executives from candidates.

Comment from a female department director, who is a front-runner at Company C
When I was promoted to the department director, I had another rival, who was a male 

candidate. My boss told me the reason why I was finally recommended as the department director 
as follows, “The male candidate is very excellent personnel, and it is easy to expect that he will 
normally achieve results and become a good department director. But I think that you will do 
something new and interesting even if you couldn’t achieve satisfactory results.” We can make a 
change, whether we prefer it or not, if we add new personnel with a different character. I think my 
boss promoted me to the department director expecting a change.

Comment from a deputy department manager in charge of diversity at Company C
Globalization is our top priority as the management policy of our group companies. In order 

to properly respond to a change in a severe business environment in the global market, to meet 
the needs of our customers, and to deliver value to them, it is important to diversify members 
and achieve the right personnel at the right place in the entire group on a global basis instead of 
conducting business in a traditional and monocultural organization/idea. This is a major premise 
for creating a very competitive organization.

(4)  Motivation for Returning to Core Workforce and for Promotion After Taking Childcare 
Leave

・　It is important to train female employees who have returned to work after taking childcare leave, 
etc. through offering them work experience in the same manner as male employees, rather than only 
making them catch up in terms of treatment.

Comment from a female corporate officer, who is a front-runner at Company D
Those who are seriously considering to get promoted as much as possible after returning from 

childcare leave might want to return to core track as soon as possible even if selecting a slow 
working style for a certain period of time.

Those who were absent from work due to childcare, etc. should properly gain work experience 
to make up for such a period without rushing to get promoted before achieving results even if their 
promotion is delayed for a few years. It wouldn’t be possible to offer them training to make up for 
their lack of work experience.

I always say to female employees who have experienced short-time work, who cannot be 
transferred overseas or to local cities, or who cannot work at night, “Who cares about a delay of 
one or two years?” My promotion was ten years behind (due to lack of opportunities for women to 
get promoted in the past). But I could finally be promoted up to executive because I was given the 
opportunities to be engaged in important duties, though later than the male employees who joined 
this company in the same year.
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・　The company prepares motivation to return to core workforce after taking childcare leave, 

making it possible for the employees, who took leave, to catch up by making results later.

Comment from a female executive director, who is a front-runner at Company B
At our company, the employees, who have returned from an absence are basically returned 

to the division, where they used to belong before taking childcare leave. It would be hard for the 
employees who worked in the sales division before to return to the front line right after taking 
leave. Therefore, they are provided with an opportunity to choose a course which allows them to 
resume work at the Client Support Division, which performs back-office tasks for all customers. 
There is no big difference in remuneration between the employees who take this course and the 
rest. Their bonus, however, is totally different from that of other employees. It is quite natural. Our 
company has long been very clear in such a matter.

Comment from the director of personnel department at Company B
Our company has long adopted the merit system instead of seniority system. Therefore, the 

employees have plenty of opportunities to catch up later after returning to work if they work 
properly. Many of our employees who start with the Client Support Division after taking childcare 
leave often say that they are willing to return to the sales field where employees are individually 
graded, once they restore their sense for work. In recent years, the employees on childcare leave 
have a chance to get promoted if their previous performance is excellent. Everybody in our 
company is satisfied with such a practice.

There are various routes for promotion to executives, and there is no specific thing that should 
be done at a specific period of time to get promoted. In the future, an increasing number of our 
employees, even males, may have to choose short-time work in order to take care of their family 
members, and we will need a personnel system that enables them to make up for the period of 
absence from work. I believe every workplace needs a system that allows the employees on a 
leave to catch up later in order to make the best use of abilities of all employees.

(5)  Reduction of Working Hours 

・　The conversion of the working style by thoroughly enforcing the employees to leave the office 

before 7:00 pm in a top-down style, turned out to be a decisive measure to help women more 

actively, although it was not intentionally designed especially for females.

Comment from the director of personnel department at Company B
Following the instruction from the president, we introduced it thorough enforcement of 

leaving the office before 7:00 pm without prior consultation. As expected, some of our employees 
opposed to it, and the telephones at the personnel department kept ringing. However, we asked 
every branch across the country to make a report to the personnel department about the number of 
employees who stayed at the office after 7:00 pm. We repeatedly ordered the branches that did not 
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・　How to deal with working style of male employees, such as long overtime working hours, is an 

important issue as the direction for the future measures.

Comment from a department director in charge of diversity at Company A
We tend to focus only on women. However, the workplace, where women can work properly, 

should be a place where even male employees can benefit from short working hours and 
participate in housework and childcare. The acquisition rate of childcare leave by males at our 
company is still less than 10%. For ten years from now, we endeavor to realize a workplace where 
women can work actively, believing that such a work environment is friendly also to males.

Section 3.  Summary~ Suggestions for Measures for Promotion of Women, etc. in 
the Public Service~

The results of the surveys and hearings with four private companies as described before are 

extremely thought-provoking also to consider measures for the promotion of female employees, etc. 

in the public service.

1.   Expansion of the Field for Women’s Active Roles 
It is necessary to transform organizations to those where women can fulfill their abilities, from 

places where women couldn’t necessarily be active. To this end, the first thing to do is to properly 

initially appoint women as the power for organizations, and then to expand the scope of their duties. 

Furthermore, it is required to establish a system first that allows female employees to maintain a 

balance between work and family life without any anxiety at the time of childbirth or childcare.

Therefore, companies which are actively promoting women’s active roles are taking various 

measures, including introduction of the system that allows employees to choose a home base for their 

work or job category, establishment of a numerical target for the number of managerial personnel, 

etc. after reinforcing initial appointment of female employees, and promotion of employees, 

regardless of gender, based on the merit system.

observe this system to thoroughly implement it.
As a result of taking this measure, actual working hours were absolutely reduced. Our 

employees settled down to work to complete it, and therefore we are having highly-concentrated 
time in the daytime. Our performance did not decline, compared with before. I think our 
employees understood the policy of our company to do our best both in work and private life as is 
described in the words, “Work Hard and Live Hard.”
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2.  Making a Change in the Personnel Management Following the Clear Top Management 
Decision

The active measures are pervaded within an organization through setting out the reasons why 

women’s active roles are required and their directions in the top management decision or the 

company’s management policy.

3.   Systematic Offering of Work Experience With an Eye Toward Managerial Personnel
The measures have been implemented to systematically offer also female employees 

opportunities to achieve results and to extensively experience jobs from an early stage, as has been 

done naturally for male employees, without limiting the scope of duties.

In addition, the measures have been implemented to inform all employees of the women’s active 

roles in the company and to communicate to younger employees significance of aiming at promotion 

so that women themselves can aspire for promotion.

4.   Implementation of Flexible Personnel Management Without Impact From the Handicaps 
Specific to Women

Under the current circumstances, it is hard for female employees taking care of their child/

children to balance between work and childcare even with improvement of the support measures 

for work-life balance. It is considered effective to conduct personnel management that enables such 

employees to have the same work experience, regardless of seniority, even at a different time from 

male employees as well as to prepare a slow working style for the employees who have just returned 

to work from leave and to take measures to motivate employees to return to the core workforce as 

soon as possible.

5.   Workplace Friendly Also to Male Employees
It is necessary to create a workplace where even male employees can benefit from short work 

hours and participate in housework and childcare in order to foster a work environment where 

women can easily work as the core workforce. Therefore, the measures have been carried out to 

enforce all employees to leave the office at a designated time and to encourage male employees to 

actively participate in housework and childcare.
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Column: Interview with the Top Management at Company B (Excerpt)

I worked on the thorough enforcement of employees to leave the office before 7:00 pm when 
I considered what should be done to create the company where all employees, regardless of men 
and women, can work actively amid a changing business model.

When I was young, I had no idea what time I could go home. Since such a situation continued, 
I made a complaint to and argued with the branch manager, in the folly of youth, saying, “It should 
be wrong to work so late.” I had long thought that working till late at night was meaningless. If 
the work finishes at the fixed time every day, all employees will spend time more efficiently and 
can easily make plans for the time after leaving the office, facilitating work for the employees 
including those with children, in particular women. Therefore, I worked on this practice believing 
that I had to do this.

There was a great deal of resistance to the introduction because I was trying to change the 
work style that had been in practice for over 100 years. The Vice President and other executives 
came and said to me as follows: “Mr. President, it is very great trying to do various things, but this 
is absolutely impossible”; or “We have more and more business to do. So, it sounds paradoxical to 
enforce the employees to leave the office earlier. We will have many complaints.” But I said, “No. 
We should do it absolutely.” Aiming at thoroughly putting it into practice, I ordered each branch to 
make a report every day to the personnel department of the time they locked and left the branch.

I found from the report that the branch managers sent younger employees, who were subject to 
the overtime allowance, to go home earlier, and the managerial personnel, who were not entitled to 
the allowance, were doing the remaining business. Therefore, I kept strictly saying, “This system 
is designed for the managerial personnel like you.” As a result, most of the branches finished the 
work by 7:00 pm in a few months later.

Today, employees do not tend to waste time because they are numerically evaluated. 
Therefore, they virtually spend a highly-concentrated working time lately compared with the days 
when we were working as employees.

As a result, we did not confront any issues that had concerned us. For instance, one of the 
employees talked to me, “I have a major client to whom I have to make a call at 8:00 pm without 
fail.” Then, I replied to the employee as follows; “Explain that we have introduced this system 
and ask the client to let you make a call at 6:30 pm or first thing in the next morning.” If the 
employees in charge desperately make an explanation, no client would demand the conventional 
way. Especially, our long-time customers would surely accept our request.

Actually, the top sales person was in charge of such a major client, and therefore, could get the 
consent properly of the client. It is very natural. Because of the persuasive ability, the employee 
could remain in the position of a top sales person.
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Chapter 3  Situation and Issues Relating to Initial Appointment and Promotion of 
Female National Public Employees in Foreign Countries

From January to February 2014, the NPA conducted a hearing survey on the situation and the 

issues relating to the initial appointment and promotion of female national employees in the six 

countries, namely, the U.K., the U.S., Germany, France, Korea and Sweden.

Section 1.  The United Kingdom 
1.   Current Situation
(1)  Incumbency of Female National Public Employees and the State of Their Promotion to 
Managerial Personnel and Executive Officials, etc.

The ratio of female employees among the incumbent national public employees already reached 

47.7% thirty years ago in 1984. Since the ratio grew to over 50% in 1993, the female employees 

have kept the majority (with 53.1% in 2012).

On the other hand, the ratio of female employees among the Senior Civil Service (SCS) (the 

employee at the Director level and above) was about only one-ninth among the entire incumbents 

in 1984, at 5.3%. In 1992, it surged to over 10% for the first time. Since the late 1990s, the ratio has 

increased at an average annual growth rate of more than 1%, and posted 35.0% in 2012. Among 

them, the ratio of women at the Department Director level and above was 31.4%.

In addition, with regard to the Fast Stream examination, which is a recruitment examination with 

the aim of systematically initially appointing and developing executive official candidates, the ratio 

of females among the successful candidates has been around 50% on average since the late 1990s, 

showing no difference between men and women.

(2)  Issues and Challenges
According to “Promoting Equality, Valuing Diversity – A Strategy for the Civil Service” (details 

to be described later), which was announced in 2008 for the purpose of promoting advancement of 

women, diverse ethnic groups and people with disabilities, etc. in the civil service, it is necessary 

to address the issue of expanding the promotion of women to the SCS posts, including the Top 200 

(the Permanent Secretary and the officials at the Director General level) due to the low ratio of the 

women among the SCS compared with that among the entire incumbent national civil servants.

2.   Development of the Concrete Measures to Enlarge Initial Appointment and Promotion of 
Female Employees
(1)  Social Background

The United Kingdom, which achieved the Industrial Revolution earliest in the world, has a long 

history of measures for empowerment of women. After the end of World War II, the employment 

of women was promoted in the entire society coupled with the change in the industrial structure. 

The change in the stereotyped perception for gender roles, which was brought about by women’s 
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employment, caused the feminist movement in the 1950s and the 1960s. The laws and regulations 

for gender equality were developed in response to this movement. In 1970, the Equal Pay Act 

was enacted, and equal wages among men and women were guaranteed. In addition, the Sex 

Discrimination Act was enforced in 1975 to impose a legal ban on discrimination on the grounds of 

gender in the workplace in the public and the private sectors.

One of the factors behind women’s social advancement is the increased number of women going 

on to higher levels of education. The ratio of women among those who graduated from college in 

1960 was 24.9%. Today, the majority of graduates from college or higher educational institutions 

are women, except for some specific fields such as engineering and mathematics. Society has been 

widely aware of the necessity to actively utilize these highly educated women.

(2)  The Development of Measures in the Civil Service

Overview of the personnel management system
・　In the U.K., the Permanent Secretaries and the lower posts are occupied by professional civil 
servants except for about 100 political appointees (Special Advisors).
・　The initial appointment and promotion of professional civil servants are implemented through 
open recruitment for each government position based on competition among the candidates. The 
competition is carried out based on the merit system under the principle of fairness and openness.
・　In addition, uniform recruitment examination for college graduates is conducted with the aim 
of systematically developing executive official candidates (Fast Stream examination). Not every 
official initially appointed through this examination can be promoted to the SCS. In fact, only 
about one thirds of the recruits from the Fast Stream examination can be promoted to the SCS 
posts.

A.  The Measures Taken for Promotion
The promotion of women in the civil service has been the issue that should be addressed by 

the government at least since the 1970s. In the civil service, the gender equality in employment 

opportunity, promotion and wage was institutionally guaranteed. Despite that, many female 

employees quit their jobs due to marriage or childcare, etc. It was difficult for women to develop 

their career while fulfilling their responsibilities at home. Taking into account such a situation, 

the “Report on The Employment of Women in the Civil Service” was issued in 1971 as an early 

government report that examined the employment and promotion of women in the civil service. This 

report made recommendations mainly on the development and utilization of the work-life balance 

support system. Furthermore, in 1982, the government made a progress report on the measures for 

the employment and promotion of women and proposed the necessity to further improve diverse 

working arrangements through introducing job sharing along with the short-time work program. 

Moreover, in 1984, the government laid out the new plan concerning the aims, such as further 
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increase of female managerial personnel in the civil service and the reduction in the women’s job 

separation rate, etc., and made a progress report periodically to update the achievement status. 

“Modernising Government” white paper, which was published in 1999, set out the numerical target 

for promotion to increase the ratio of women in the SCS to 35% and the ratio of women in executive 

officials to 25% by 2005. In this way, the government has gradually promoted the advancement of 

female employees in the civil service through evaluating the measures, which were proposed in the 

earlier report, in the newly published report and setting as well as working on the new challenges.

In 2010, the Sex Discrimination Act and other laws related to discrimination against women, 

races and people with disabilities, etc. were integrated and established as the Equality Act 2010. 

Through the enforcement of this law, the provision, called “Public Sector Equality Duty” was made, 

making it legally mandatory for each ministry to unveil the situation of securing diversity, such as 

women’s advancement.

B.  The Measures to Promote the Support for Balancing Work and Family Life
The U.K. has long focused on the development of the work-life balance support system. For 

instance, in the U.K., the Childcare Act was established in as early as 1975, and short-time work has 

been utilized. The contents of these systems are roughly similar to the counterparts in Japan, but they 

are more actively utilized in the U.K. than in Japan.

The usage rate of short-time work was low in 1975, at 2.3%, but surged to 10.6% in 1995. Today, 

about one-fourth of national civil servants use this system, and the ratio of women among the users 

is over 80%. Even the SCS officials, both men and women, use the short-time work system. In 2012, 

the usage rate among the entire SCS was about 8%, but it has been on an upward trend.

Additionally, job-sharing, in which two people share the responsibility for one full-time job, 

was introduced in early 1990 for the purpose of securing proper job performance under the short-

time work system, and the number of users has been growing. A wide variety of posts are subject 

to job-sharing, ranging from financial affairs, personnel affairs, policy planning, social analysis 

and economic analysis, etc. Job-sharing is designed to enable smooth working. For instance, two 

individuals sharing the same job set the same work hours once a week or so to take over the job or 

decide the policy together, etc. Whereas non-managerial personnel are the main users of this system, 

the officials at the department director level in the ministries have started to use it. The utilization of 

job-sharing is expected to expand further if these officials serve as the role models.

Accordingly, the utilization of these systems to support balance between work and family life 

has reduced the barrier for women fulfilling responsibilities at home, such as childcare, to become 

managerial personnel or executive officials. On the other hand, some excellent employees are 

concerned about whether they can work in the same way as before after returning to work from 

childcare leave.

(3)  The Currently Focused Measures
In 2008, the Cabinet Office formulated “Promoting Equality, Valuing Diversity – A Strategy 
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for the Civil Service,” which is an action plan to promote the advancement of diverse human 

resources, including women, etc. This strategy aims at improving the quality of civil service, 

securing competent human resources, and enhancing the motivation of civil servants, etc. through 

ensuring that the civil service properly reflects the ratio of women, racial minorities and people with 

disabilities, etc. in the entire society. In addition, the strategy focuses on the following four areas: 

“Change of Organizational Culture”, “Leadership and Responsibility”, “Systematic Development of 

Human Resources”, and “Representative of Society.” Based on this strategy, each ministry carries 

out measures respectively to promote diversity including women.

A.  Transformation of Organizational Culture
“Change of Organizational Culture” includes the measures designed for the civil service to 

value diversity in race, gender and backgrounds, etc., to prohibit all sorts of discrimination; and to 

eliminate an unconscious bias against gender and race, etc. As part of these measures, the training 

program has been launched to create awareness of and eliminate unconscious prejudice among the 

participants of the Permanent Secretary from each ministry, etc.

B. Leadership and Responsibility　　　
“Leadership and Responsibility” refers to measures to promote equality and diversity in the 

civil service under the responsibility of the Permanent Secretaries, etc. The “Diversity Champions 

Network,” which was established in the Cabinet Office in 2005, offers resources for study on 

measures for women’s advancement, etc. in the civil service through supplying information on the 

measures taken by each ministry or the best methods concerning the advancement of women, etc. In 

addition, the performance goals of the officials at the Permanent Secretary level include “promotion 

of diversity.”

Column: Support from the Head of the Home Civil Service
In the U.K., there is a practice that superiors offer guidance and advice to their junior 

employees as sponsors (supporters), for instance through providing them with an explanation 
on the unwritten rules for national civil servants or information on vacant posts, etc. Finding an 
influential sponsor is considered advantageous to promotion. In fact, many of the Top 200 in 
the civil service are filled by the graduates of public schools and traditional universities, such as 
Oxford and Cambridge. One of the factors behind this is that it is easy for them to find influential 
sponsors through the network of the graduates from the same school. On the other hand, most 
women traditionally did not have such contacts, which has been considered disadvantageous to 
promotion. Under such circumstances, the former Head of the Home Civil Service (equivalent to 
the Deputy Chief Cabinet Secretary (administration) in Japan) served as a sponsor and contributed 
to the appointment of four female officials to the Permanent Secretaries.
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C.  Systematic Development of Human Resources

“Systematic Development of Human Resources” refers to the systematic measures designed for 

the civil service to initially appoint and develop competent personnel from diverse race, sex and 

backgrounds, etc. For instance, the measures include a mentor system called “Crossing Threshold 

Programme.” Furthermore, the Cabinet Office works on each ministry to secure diversity, including 

women, when mapping out the succession plan to allocate the right personnel for the Top 200 leaders 

at the right place.

In addition to these measures, the “Program to Promote Equality of Opportunity” was launched 

in 2013, which is a one-year personnel training program targeting women, racial minorities and 

people with disabilities, etc. from the Unit Chief to the Assistant Director level. This program aims to 

provide participants with opportunities to consider their own career planning. Along with mentoring 

and coaching, it offers work experience in administrative fields different from their routine business 

beyond the boundaries of the ministries.

D. Representative of Society
“Representative of Society” refers to measures designed for the civil service to properly 

represent the diversity of society in the U.K. by 2020. As a mid-term goal, the numerical targets 

were established for the ratio of women, diverse racial minorities and people with disabilities, etc., 

and the progress report shall be released every six months. In accordance with the situation of the 

progress, the government adjusts the targets with each ministry in order to achieve them. With 

regard to women, the target was set to increase the ratios of women among the SCS and those at the 

Department Director level and above to 39% and 34% respectively by 2013.

3.   Evaluation of the Measures Actually Taken and the Future Measures
The ratio of women in the SCS has grown to 35.0% as a result of promotion of long-term use 

of the work-life balance support system, the efforts that have been made for women’s advancement 

under the leadership of the top management, and the implementation of such measures as the 

provision of opportunities for systematic personnel training and transformation of organizational 

culture, etc.

In addition to the currently-focused measures (as previously described in 2 (3)), the future 

challenges to further promote the women’s advancement to the Top 200 posts include advancement 

via a promotion route other than the typical one that demands work experience at least at two 

ministries and at the Office of the Secretary to the Minister, which requires working long hours, in 

order to be promoted to the Permanent Secretary.
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Section 2.  The United States of America
1.   Current Situation
(1)  Incumbency of Female National Public Employees and the State of Their Promotion to 
Managerial Personnel and Executive Officials, etc.

The ratio of women among the incumbent U.S. federal government officials since 1998 has been 

ranging between 43% and 45%. On the other hand, the ratio of women among senior-level managers 

which are professional public employees (referred to as Senior Executive Service (SES), including 

at the director and the department director level) was around 2% in 1974 and has steadily increased 

to 9.5% in 1990, 20.1% in 1998 and 32.6% in 2012. In addition, the ratio of women among the mid-

level managers has grown from approximately 5% in 1974 to about 18% in 1990, 27.7% in 1998 and 

38.3% in 2012.

(2)  Issues and Challenges
Even today, the ratio of women in SES is still lower than that in the entire incumbents. 

Nevertheless, according to the report released in 2011 by the Merit Systems Protection Board 

(MSPB), both men and women have almost the same chance to be promoted in the federal 

government if all other conditions are equal.

Despite little difference in the career advancement possibility between men and women, the 

federal government continues to receive many claims from women against gender discrimination in 

employment. Accordingly, the measures should be conducted on a continuous basis.

2.   Development of the Concrete Measures to Enlarge Initial Appointment and Promotion of 
Female Employees
(1)  Social Background

As a backdrop to racial discrimination, which has been a major social issue in the U.S., the Civil 

Rights Act was enforced in 1964 aiming mainly at eliminating racial discrimination. The provisions 

of this Act concerning equal employment opportunity prohibit employers from employment 

discrimination based on gender as well as race, etc. Various measures have been carried out under 

the initiative of the U.S. Equal Employment Opportunity Commission (EEOC).

(2)  The Development of the Measures in the Civil Service

Overview of the personnel system
・　The personnel management of professional public employees is implemented based on the 
merit system, while the initial appointment and promotion shall be carried out based only on 
ability, knowledge and skill.
・　In principle, the initial appointment and promotion of professional public employees are 
conducted through an application to each post. The same applies to the SES posts.
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・　The officials at the Director-General level and above are served by political appointees. The 
SES is the highest post among professional public employees. The average length of service of the 
SES is around 23 years. About 10% of the SES are politically appointed.

The measures for the initial appointment and promotion of women in the federal government 

have been taken as part of the measures targeting the minorities such as the people of African or 

Hispanic descent as in the same manner as the measures taken in the entire society.

A.  Legislation of the Measures for Initial Appointment and Promotion of Women
Under the Civil Rights Act, which was enforced in 1964, the federal government was not 

positioned as an employer. The Executive Order, etc., however, prescribed the ensuring of equal 

employment opportunity, prohibition from gender discrimination, and the implementation of 

affirmative action, etc. as the personnel policy of the federal government.

Following the establishment of the Equal Employment Opportunity Act in 1972, the provisions 

especially for the employment in the federal government were made, discrimination based on race 

and gender, etc. was prohibited, each agency was requested to develop and implement the minority 

recruitment program, which includes women, and a request was made to assign the officials in 

charge of the program, etc. Employment discrimination based on gender was traditionally practiced 

in some specific job categories. For instance women were demanded to quit their jobs after getting 

married. Nevertheless, employment discrimination based on gender has been gradually eliminated as 

a result of the filing of lawsuits on the basis of the Equal Employment Opportunity Act, etc. and the 

measures taken by the personnel in charge of equal employment opportunity, etc.

B. Establishment of the System of the Measures for Women’s Initial Appointment and 
Promotion

The Civil Service Reform Act of 1978 set the goal to bring the ratio of women or each minority in 

the federal government officials to the same level with the counterpart in the entire U.S. labor force. 

The situation in which the ratio of women or each minority is lower than the target level was defined 

as “underrepresentation.” The federal government aimed at eliminating such a situation for each 

organization, job category and position level in each department. 

Following this reform, the EEOC started to handle the claims filed against employment 

discrimination based on race and gender, etc. in the federal government. It was also decided that the 

EEOC would develop guidelines for the minority recruitment program. In addition, it was determined 

that each agency would provide and implement the minority recruitment program under the initiative 

of the officials in charge of employment opportunity, taking into account the guidelines set forth 

by the EEOC and the state of underrepresentation. Furthermore, it was decided that the Office of 

Personnel Management (OPM), as the competent authority responsible for the civil service system, 
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would help each agency map out and implement the plan, evaluate and audit the implementation 

status, and compile the results in the Federal Equal Opportunity Recruitment Program Report and 

submit it to Congress. 

The minority recruitment program demands each agency take affirmative action. Concretely, the 

affirmative action includes activities of recruitment and public relations, provision of opportunities 

for capacity development such as training and mentoring for incumbents, and awareness-raising 

activities targeting managerial personnel. With a view to putting great emphasis on the merit system, 

the minority recruitment program did not introduce the quota system and does not take preferential 

measures, such as a measure to add extra scores in the recruitment process for women and each 

minority, either.

C.  The Measures to Eliminate Barriers to the Initial Appointment and Promotion of Women
Under the minority recruitment program, each department has taken a series of measures, 

including identification of the barriers to providing employment opportunities for women and each 

minority, preparation and implementation of the action plans to eliminate the barriers, and evaluation 

of the effects brought about by the action plans.

The barriers may be identified, for instance, through the statistics concerning the state of 

underrepresentation or the claims filed by women or each minority. These barriers are not limited to 

those that obviously practice discrimination but also include superficially neutral policies, guidelines 

and practices. For instance, insufficient provision of childcare facilities, fixed working hours and 

what is called the “glass ceiling” also fall under this category (see the Column). In addition, once a 

barrier is identified, each agency shall consider and implement a measure against it.

D.  The Measures Taken for Promoting the Support for Balancing Work and Family Life
An increase in the number of women in the workplace makes it difficult for the employees both 

in the public and private sectors to keep a balance between responsibilities at work and the needs at 

home. Accordingly, the federal government, same as the private companies, has improved the work-

life balance support system.

In 1978, for instance, the Federal Employees Part-Time Career Employment Act was enacted, 

allowing federal employees to work for short hours. Since around 1985, the alternate working 

schedules has become firmly established, comprising a flexible work schedules, which enables 

employees to freely decide when to start work, and a compressed work schedules, which makes it 

possible for employees to take a day off every other Friday by extending working hours per day. 

In 1988, the Federal Employees Voluntary Leave Transfer Act, which allows federal employees to 

share leave with each other, was enacted. In 2001, telework was introduced, making it possible for 

employees to work out of the office. In 2010, the Telework Enhancement Act was put into effect to 

promote the active utilization of telework.

The OPM encourages each agency to utilize these systems to improve employees’ ability to 

balance their work and life commitments, for instance through providing guidelines for utilization of 
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the systems where necessary. Among the entire employees, 55% of males and 64% of females have 

used the flexible work schedules to balance work and life/family responsibilities (MSPB survey in 

2007). With regard to telework, 21% of males and 27% of females among the employees entitled to 

this system (about half of the federal employees) have utilized the system (OPM survey in 2013).

With regard to childbirth, employees can take unpaid leave for twelve weeks in accordance with 

the Family and Medical Leave Act. In many cases, however, they commonly use paid leave or sick 

leave (with pay) and return to work in about three months after delivery. After returning to work, 

they actively utilize the systems such as flextime and telework, etc. In addition, many agencies 

provide in-house day-care facilities. 

 (3)   The Currently Focused Measures
Since 2011, in accordance with the Executive Order, each agency respectively shall lay out the 

“Diversity and Inclusion Strategic Plan,” which integrates the plans to secure equal employment 

opportunities for minorities, including women, veterans and people with disabilities. At present, 

each agency has the Director of Diversity and Inclusion along with Director of Equal Employment 

Opportunity and Chief Human Resources Officer to collaborate each other in developing and 

implementing the Diversity and Inclusion Strategic Plan.

Column: “Glass Ceiling”

Existence of the “Glass Ceiling”
Pursuant to the Civil Rights Act of 1991, the Glass Ceiling Commission was established. The 

commission conducted a study on what was called the “glass ceiling” in private companies, which 
was the barrier to the advancement of minorities and women, and submitted the report in 1995 to 
the Congress concerning the elimination the barriers to women’s advancement.

In 1992, responding to such movements targeting private companies, the MSPB also 
submitted to the Congress “A Question of Equity: Women and the Glass Ceiling in the Federal 
Government,” which was a report on the “glass ceiling” in the federal government. The report 
pointed out that there existed a “glass ceiling” to women’s advancement on the grounds that the 
federal government had a lower ratio of women in the SES, etc. and a high ratio of women at the 
lower posts, etc. 

Based on that, the report classified “glass ceilings” into ones that female employees can deal 
with, including educational backgrounds and experiences; and ones that women themselves 
cannot, such as prejudice against women. The report concluded that individual efforts should be 
encouraged to address the former and that each agency and manager should take measures for the 
latter based on the merit system.

Elimination of the “Glass Ceiling”
In 2009, the MSPB submitted the report, “Fair and Equitable Treatment: Progress Made 
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3.  Evaluation of the Measures Actually Taken and the Future Measures
The U.S. government has taken serious and sustained measures since the 1970s, including the 

enforcement of the Equal Employment Opportunity Act, assignment of personnel in charge of 

equal employment opportunity, etc. in each agency, the measures based on the minority recruitment 

program, and provision and promotion of utilization of the work-life balance support system. As a 

result, the practice of leaving a job due to marriage or childbirth has been gradually eliminated in the 

public sector. With the increase in the number of women going on to higher levels of education, the 

number of female mid-level managers has rapidly grown from the late 1970s to around 1990. The 

advancement of such employees to upper posts contributed to the steady growth of the SES from the 

1990s up to the present.

The employment discrimination has started to be eliminated. For instance, the federal 

government, as a whole, has no significant disparity in the opportunities for promotion available to 

men and women. From now on, the EEOC needs to take a leading role in dealing with the individual 

claims against employment discrimination based on gender. Each agency, with cooperation of the 

OPM, will work on promoting the utilization of the work-life balance system, such as telework, at 

workplaces where the system is not fully utilized.

and Challenges Remaining” to the Congress. Concerning the promotion rate to the mid-level 
managers, according to this report, the rate of women was slightly higher than that of men. 

Furthermore, in 2011, the MSPB submitted the report “Women in the Federal Government: 
Ambitions and Achievements” to the Congress. This report concluded that the federal government 
no longer had significant disparity in the opportunities for promotion available to men and 
women, and that “the glass ceiling has been fractured, but it has not been shattered.” The report, 
however, pointed out that, in the future, it would be required to overcome the “glass wall,” which 
would limit the occupations of employees, generally women, making them difficult to gain work 
experience.
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Section 3.  Germany
1.   Current Situation
(1)  Incumbency of Female National Public Employees and the State of Their Promotion to 
Managerial Personnel and Executive Officials, etc.

The ratio of women among the incumbent federal government employees (the headquarters and 

extra-ministerial departments, etc) was 36.1% in 2012.

On the other hand, the ratio of women among managerial personnel at the director level and 

above and executive officials at headquarters was around 4% about a quarter-century ago. The ratio, 

however, surged to over 10% for the first time in 1999 and has shown steady growth since then, 

reaching 23.4% in 2009. Meanwhile, the ratio of women among the employees at the department 

director level and above has remained low, at 15.7% at the headquarters, etc. in 2009.

The ratio of women among employees appointed in the higher service (to be discussed later), 

who are candidates for managerial personnel or executive officials at the headquarters, etc., reached 

30% twenty years ago. It has continued an upward trend afterward and posted 47.3% in 2009.
(Note) Federal government employees in Germany are comprised of “civil servants” (Beamte) and “public 

employees” (Tarifbeschäftigte).

 (2)  Issues and Challenges
Managerial personnel and executive officials are working in severe conditions. For instance, they 

are required to work for long hours and go on business trips often. The ratio of women in managerial 

personnel and executive officials is still lower than that of women in the entire incumbents partly 

because some women are not willing to be promoted due to such severe working conditions. 

Accordingly, the report issued by the federal government identified the necessity to further increase 

the ratio of female managerial personnel and executive officials.

2.  Development of the Concrete Measures to Enlarge Initial Appointment and Promotion of 
Female Employees
(1)  Social Background

In Germany, until the early 1960s, women were supposed to devote themselves to housework and 

childcare. From the late 1960s through the 1970s, the active women’s liberation movement changed 

women’s way of thinking. In 1974, the German Bundestrag (Federal Congress) set up the “Women 

and the Social Study Commission.” The Commission submitted the report, which included the 

recommendation to achieve legally and socially equal rights for men and women, to the Congress in 

1980. 

Later in 1980, the Civil Code was amended in response to the gender equality order, etc. issued 

by the European Communities, and a ban on gender discrimination in employment was clearly 

specified. In 1994, in a series of legislative changes following the reunification of Germany, the 
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government improved the legal framework toward the realization of gender equality, for instance 

through incorporating the provisions, which stipulated that the country shall realize gender equality 

as its responsibility, into the Basic Law for the Federal Republic of Germany (German Constitution).

 (2)  The Development of the Measures in the Civil Service

Overview of the personnel system

・　The position levels and the range of promotion available for employees are regulated 
by academic qualifications and other requirements, etc., and only the higher service officials 
(university graduate level) can assume the posts of managerial personnel and executive officials 
at the director level and above in each ministry. It is possible for the higher intermediate service 
officials at technical college graduate level, etc. to transfer to the higher service. Nevertheless, 
only a limited number of employees are promoted through this transfer system. Even those who 
were promoted through this system have very little chance of getting promoted to managerial 
posts.
・　Basically, each ministry initially appoints new employees in the higher service at one time 
through open recruitment. Most of the higher service officials have the judicial qualifications. 
Lately, a majority of the successful candidates of bar exam are women, and about half of the 
recruits in the higher service are also women.
・　With regard to transfer and promotion after initial appointment, employees themselves 
basically apply for vacancies to be promoted up to the department director level based on the 
merit system. Meanwhile, the promotion up to the posts at the directors general level and above is 
carried out through appointment, not through open recruitment.

A. The Measures for Promotion
 (a) Guidelines for Empowerment of Women

In 1986, the Guidelines for Empowerment of Women (cabinet decision) was established 

aiming at increasing the ratio of women in the federal government, particularly enhancing the ratio 

of women in the higher service and the higher intermediate service, and expanding the number of 

female employees promoted to managerial personnel and executive officials (revised in 1990).

More concretely, the guidelines made it mandatory for the federal government to “pay due 

attention” to women when initially appointing and promoting employees while observing the merit 

system at the same time. 

In addition to the measures provided in the said guidelines, the federal government was 

encouraged to develop human resources focusing on competent females, for instance through 

recommending them to apply for promotion to the next career path, conducting an interview by 

personnel staff, and making a long-term career plan, etc.

 (b) Legislative Measures
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The aforementioned guidelines did not have a strong binding power and had only a limited effect. 

Therefore, the law (the Act on the Advancement of Women) was established in 1994 by improving 

the content of the guidelines; and based on this act, each ministry developed its own “Women’s 

Advancement Plan” and set the target for the initial appointment and promotion of women.

According to the report issued by the federal government, however, these efforts did not help 

significantly increase the ratio of women in the fields having few female employees because most 

of the measures incorporated into each ministry’s plan were void of concreteness, and even with 

the established targets for initial appointment and promotion, these efforts were carried out only in 

a limited way due to the reduction in the number of public service staffs and the excess personnel 

caused by the reduction. Accordingly, this Act was abolished in 2001, and as a replacement for it, 

the “Act on the Enforcement of Equality Between Men and Women (The Federal Equality Act)” 

was enforced. This Act stipulates that priority shall be given to women in initial appointment 

and promotion when the ratio of women in the managerial posts, etc. is less than half, and the 

qualifications of the candidates (academic background, job experience, personnel evaluation result, 

etc.) are equal after taking into account the circumstances of the male candidates that require 

consideration, such as being a single father. In fact, however, since more than two candidates for 

initial appointment and promotion rarely have exactly the same qualifications, this provision is not 

applied very often. Despite that, the government pays attention to securing the strict aptitude test and 

transparency in the selection procedures in initial appointment and promotion in order so as not to 

trigger a lawsuit. Meanwhile, reverse discrimination is not caused in the federal government because 

this Act is based on the merit system and places priority on women after taking into account the 

circumstances of male candidates that require consideration. 

B. The Efforts to Promote the Support for Balancing Work and Family Life
The work-life balance support system has been gradually improved, enabling the employees to 

use flexible working hours, including various short-time work models (four-day work week, half-day 

working hours, etc.) and flextime (each ministry establishes its own time to start and finish work and 

the core time; this program is widely used except for security guards and public relations officers, 

etc.) as well as work sharing, etc. Employees can take parental leave (childcare leave) until their 

child becomes three years old in principle. In recent years, an increasing number of male employees 

have taken parental leave for a couple of months by using the child-raising allowance system, which 

is a program to promote the acquisition of parental leave. (The allowance is paid for up to twelve 

months when only one parent takes parental leave, while it is paid for a total of fourteen months at 

the longest when both parents take it.)

In 2009, short-time work employees at the headquarters and external organs, etc. accounted 

for 12.2%. Besides, telework is also available, and many employees are using the short-time work 

program and telework in combination.

Furthermore, each ministry provides childcare facilities (either by operating their own childcare 
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facilities or by securing a certain space available at the nearby childcare centers for the employees’ 

children.), offers an in-house room for parents and children in the ministry building (a room where 

employees can use when their children are sick or a childcare center is closed, or they can work 

by accompanying their children in an emergency), and collaborates with family support service 

providers, which support the employees in securing a childcare or nursing care facility.

Such improvement in the work-life balance support system serves as one of the factors to 

increase the ratio of women in the entire incumbents. On the other hand, it has been pointed out that 

long-term absence from work by using this support system is associated with the risk of influence 

on promotion. According to the interviews conducted with several ministries, the employees aiming 

for managerial personnel generally tend to take parental leave only for a shorter period of time. Even 

if they use the short-time work to take care of their child/children, they try to reduce working hours 

as little as they can and resume the normal working pattern early. In addition, for example, although 

reduced work of the short-time employees is basically covered by securing a substitute employee, 

in fact, such work is handled through a change in the assignment of duties within the department in 

many cases partly due to the reduction in the number of public employees. As a result, it increases 

the burden on other employees and causes a sense of unfairness.

 (3) The Currently-Focused Measures
Pursuant to the Federal Equality Act, each ministry is obligated to develop an equality plan (a 

four-year plan, which is amended every two years in accordance with the achievement status). In the 

plan, the situation and the measures taken so far for the initial appointment and promotion of women 

are examined to set the goal as well as the time to achieve the goal and take concrete personnel and 

organizational measures.

In addition, according to the report, each ministry makes efforts to increase the ratio of women in 

managerial personnel and executive officials through taking measures such as the use of short-time 

work at the director post and the double-headed program, in which two employees at the director 

level share the responsibilities of a full-time director; a mentor program; a managerial personnel 

training program targeting those who are selected as candidates for managerial posts (two-year 

program comprising mentoring and training for internal management); and recommending competent 

female employees to apply for upper posts, etc. The Ministry of Family Affairs, Senior Citizens, 

Women and Youth, which oversees the Federal Equality Act, encourages dissemination of these 

measures among each ministry.

3.  Evaluation of the Measures Actually Taken and the Future Measures 
According to the report released by the federal government, the measures taken under the Federal 

Equality Act helped to increase the number of female incumbents to a certain degree. On the other 

hand, there was no consistency in target setting by each ministry for women’s advancement under the 
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equality plan. Accordingly, with the aim of further promoting the measures, legislation is considered 

for the methods and toward a stricter operation of such measures.

Concerning personnel evaluation, which is one of the important factors for promotion, etc., 

the report pointed out the tendencies that short-time work employees (90% of these employees are 

women) are unfavorably evaluated, and males are favorably evaluated in the appraisal factors, such 

as the ability of accomplishment and the ability to bear a burden. Therefore, the efforts shall be made 

to ensure that personnel evaluation is conducted based only on performance, instead of working 

style or gender, through the training, etc. for the managerial personnel, who actually carry out the 

evaluation. 

The report also pointed out that mainly the employees who are willing to be promoted to 

managerial posts, etc. hesitate to actively use the short-time work system, etc., for fear of the 

influence on promotion. Accordingly, the measures shall be taken to deepen the understanding of 

managerial personnel and executive officials about the systems in order to promote their utilization, 

and to encourage male employees to use the parental leave and other work-life balance support 

system.

Moreover, tough working conditions of managerial personnel is the main reason that female 

employees do not want to be promoted, and the report indicates the necessity to reduce long working 

hours.

Column: The Ability to Equally Treat Men and Women
 (Measure Taken by the Ministry of Defense)

As one of the measures to promote gender equality, the Ministry of Defense requires the 

employees (civilian staffs) to have the ability to equally treat men and women. This ability is 

defined as the capability to recognize the gender gap and possible discriminatory treatments 

(creation of fair opportunities when necessary and making active efforts toward this), recognition 

and promotion of the necessary measures for creating equal opportunities, etc., and knowledge 

about gender difference in the manner of speaking and communication behavior, etc. 

Concretely, the Ministry clearly indicates the ability to equally treat men and women as one 

of the necessary qualifications for the promotion up to the directors and the department directors, 

and evaluates this ability at the interview to select the employees to be promoted. Additionally, 

the ability to equally treat men and women serves as one of the appraisal indicators even in the 

personnel evaluation of the directors.
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Section 4.  France
1.   Current Situation
(1)  Incumbency of Female National Public Employees and the State of Their Promotion to 
Managerial Personnel and Executive Officials, etc.

Women accounted for 54% in the incumbent national public employees (excluding teachers) in 

2011. Looking at the breakdown, France traditionally has a higher ratio of women among the national 

public employees in the field of education, medical services and social security. In addition, the 

ratio of women among high-level officials, such directeur général and directeur at the headquarters, 

ambassadors and prefectural governors, is much lower than that of the above-mentioned incumbents. 

For instance, women constitute 24% of directeurs général and directeurs at the headquarters; 17% of 

ambassadors; and 10% in prefectural governors.

 (2)  Issues and Challenges
Despite the higher ratio of women in incumbents, the gender disparity still exists in the promotion 

to responsible posts, such as high-level officials, on the grounds that it is hard for women to balance 

work as staff at Ministerial Cabinet, which is considered as one of the effective promotion routes to 

senior officials, with family life, etc. Therefore, it is necessary to address this issue.

Column: ENA

~ From the Discussion at the Symposium “Women’s Career Development – How to Overcome the 

Glass Ceiling in the Public Service” (Held at ENA) in October 2013 ~

École Nationale d’ Administration (ENA) is a national institution under the direct control of 

the Prime Minister to develop executive official candidates in the national administrative field. 

Since its foundation in 1945 till 1970, women accounted for only about 5% on the average. After 

that, the ratio has been on and upward trend, posting 45% in 2013.

In the entrance examinations of ENA, the ratio of women in the final successful candidates, 

who passed the second-stage oral examination, is lower than the counterpart in the first-stage 

examination (written examination), suggesting that an oral examination is disadvantageous to 

women. As the reason for this, it is pointed out that most of the examiners are males and tend 

to highly value the examinees (males) having similar backgrounds with them. Concerning the 

average for the past decade, the ratio of women among the successful candidates in the first-

stage examination (42% on the average) is higher by 10 points than the ratio of women in the 

final successful candidates (32% on the average). Therefore, efforts have been made recently to 

reinforce public relations aiming at increasing the number of female examinees and to increase the 

women’s ratio among examiners, etc.
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2.  Development of the Concrete Measures to Enlarge Initial Appointment and Promotion of 
Female Employees
 (1)  Social Background

In France, there is an understanding of working women in the entire society, and a pleasant 

working environment for women even after childbirth has been provided, such as the well-developed 

childcare facilities, etc. On the other hand, women’s status in the labor market is still low as 

indicated in the wage gap between men and women that still exists in the private sector. According 

to the opinion poll (CSA “Being a Women” (2013)), 44% of women replied that being a woman is 

disadvantageous to their professional careers.

In 1982, the Constitutional Council ruled that bill to amendment the Local Election Act to 

introduce the quota system to the local assemblies, etc. was unconstitutional. Nevertheless, against 

the backdrop of the women’s lower political participation compared with other European countries, 

the constitution was revised twice on the grounds that the constitutional change was indispensable 

to the women’s political participation and occupational equality between men and women, etc. The 

constitutional change in 1999 prescribed the gender equality in politics, and the act, which concretely 

stipulated this constitutional change (what is called the Parité Act), was established. Parité means the 

same number of men and women, and this law demands that the male-female ratio in the candidates 

to assemblypersons, etc. be equal, etc. Furthermore, the constitutional change in 2008 prescribed the 

gender equality in the economy and society, making it possible for the private and public sectors to 

introduce the quota system.

 (2)  The Development of the Measures in the Civil Service

Overview of the personnel system

・　Personnel management of national civil servants is implemented with the basic unit of about 

600 employee groups called corps. The corps is classified into three categories from A to C in 

descending order depending on the quality of duties and the requested academic backgrounds. The 

recruitment examination, which is based on the merit system, is also conducted in each corps. The 

employees are promoted within each corps. Accordingly, personnel management is carried out in 

such a closed system.

・　With regard to the candidates to executive officials, the candidates in the administrative field 

are initially appointed mainly from the graduates of the ENA, and those in the technical field 

are initially appointed mainly from the graduates of École Polytechnique (Polytechnique). The 

graduates of ENA and Polytechnique are initially appointed to join the personnel group Category 

A+, which virtually exists in Category A.



―81―

・　Concerning transfer after initial appointment, the employees, regardless of being executive 
officials or not, apply for and fill the vacancies through open recruitment within the public service. 
Meanwhile, high-level officials (about 600 posts, including about 300 posts at the headquarters) 
are appointed by the minister in the form of free appointment, and professional public employees 
represent the majority of high-level officials.

A.  The Measures Taken for Promotion　　
In 2000, the “Notice of Multi-Year Plan for Gender Equality in National Public Employees of 

March 6, 2000 (Official Notice from the Prime Minister)” was issued as the first measure concerning 

the gender equality in national public employees. This notice made it mandatory for each ministry to 

develop a three- to five-year plan concerning the goal to secure gender equality in the opportunities 

to participate in training, and the goal concerning the ratio of women in managerial personnel and 

executive officials. The latter goal targets the Directors (chef de bureau), the Deputy Directors-

General (sous-directeur) and the Department Directors (chef de service), etc. at the headquarters 

(excluding the Directeur Général and the Directeur at the headquarters, etc., who were selected 

to assume these positions through free appointment). The goal was to be decided after taking into 

account the ratio of women in the corps that serves as the source to supply officials for the posts 

concerned.

This notice ended up just as a measure taken by each ministry to set the target for effort, etc. and 

did not have such an effect as had been expected.

In 2001, the “Act on Occupational Equality between Men and Women (known as Loi Génisson) 

was established in order to promote occupational equality between men and women in the private 

and public sectors. Pursuant to this Act, Part Ⅰ of the General Statute of the Government Employees 

(the Act on the Rights and Responsibilities of Government Employees (1983)) was amended, and the 

principle of gender equality in the civil service was legislated for the first time. 

B.  The Measures Taken to Support Balance Between Work and Family Life and its Overview
The supportive measures for balancing work and family life include “Universal Service 

Employment Cheque (CESU),” which is a financial support scheme for childcare both in the public 

and private sector, along with childcare leave (without pay), telework and the short-time work 

system, etc. People in France generally do not hesitate to work while asking others to take care of 

their child/children. There are various options for childcare services other than childcare centers. In 

addition, school hours, including that of elementary schools, are long. Therefore, CESU is mainly 

used, whereas childcare leave is not used that much.
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(3)  The Currently-Focused Measures
A.  Introduction of the Quota System　　　

Even after the enforcement of Loi Génisson, the ratio of women in managerial personnel and 

executive officials remained low. Responding to the request from President Sarkozy, Francoise 

Guégot, a member of the Diet, who was serving the member of the “Committee for Women’s Rights 

and Gender Equal Opportunity,” submitted the report “Gender Equality in the Public Service” to the 

President in March 2011 for the purpose of promoting gender equality in the public service. This 

report proposed the following: 1) to improve the statistical data aiming at specifying the barriers 

to women’s career development; 2) to set a clear and binding goal relating to the ratio of women 

among high-level officials (40%); 3) to conduct personnel management to facilitate women’s career 

development; 4) to expand the “Time Management Charter” throughout the government with the aim 

of realizing work-life balance; 5) to implement training and public relations activity for the purpose 

of promoting gender equality at workplace; and 6) to seek to conclude an “accord” (signing of 

protocol) with labor unions on gender equality in the public service.

In response to this report, the “Act on the Measures concerning Appointment in the Public 

Service, Improvement in the Actual Work Status of Contract Workers and Struggle against 

Discrimination, etc. (2012)” was enacted. In addition, the “Cabinet Order on Gender Equality in 

the Appointment of Executive Civil Servants (2012)” was also enforced based on the said act. As 

a result, the quota system was introduced to the executive officials, including Directeur Général /

Directeur at the headquarters, Department Directors (chef de service), Deputy Directors (sous-
directeur), ambassadors and prefectural governors. Concretely, it was made mandatory to gradually 

achieve a 40% share (20% from 2013; 30% from 2015; and 40% from 2018) of either gender 

(virtually targeting women) in the posts, subject to the quota system, to be newly appointed from 

2013 through 2018. The administrative organs that cannot attain the ratio of women set by this act 

shall pay a penalty of 30,000 euros from 2013 through 2014, 60,000 euros from 2015 to 2017; and 

90,000 euros in and after 2018.

B.  Other Measures
With the aim of realizing gender equality in various fields, the Hollande administration, which 

was established in May 2012, decided to promote measures, as one of the important policies, to 

realize gender equality in the entire government, for instance through allocating the same number of 

male and female Cabinet Ministers; and appointing a Minister for Women’s Rights and Spokesperson 

for the Government. As part of the measures in the public service, the Prime Minister issued two 

notices in August 2012. One of them made it mandatory to pay attention to gender equality when 

planning an ordinance lest the measures to be taken by the ordinance will infringe the women’s 

rights. The other notice obligated each minister to appoint an executive official in charge of gender 

equality in each ministry. Owing to the latter notice, the Interministerial Committee concerning 

Women’s Rights and Gender Equality was held for the first time in twelve years. At the Committee, 
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it was determined that each ministry shall draw up a road map toward realizing gender equality in the 

administration under the leadership of the executive official in charge of gender equality. The pillars 

of the roadmap consist of the measures taken in the administration, over which each ministry has 

jurisdiction with the aim of promoting gender equality, along with the personnel measures of each 

ministry.

Furthermore, in March 2013, as a result of the labor-management negotiation between the 

government and the labor union, the “Accord on Occupational Equality in the Public Service” was 

concluded as the first “accord” between the management and the labor concerning gender equality 

targeting national and local government employees and public employees in the medical service. 

In July 2013, this agreement was issued as a notice from the Minister in charge of the Public 

Service. The notice mainly covered gender equality in the opportunities to participate in training and 

promotion of acquisition of the leave that fathers can take after childbirth (paternity leave), etc.

Additionally, some measures have been taken in the operation of personnel management. 

Regarding high-level officials, who are appointed in the form of free appointment, each minister 

recommends three candidates to the Prime Minister. Since 2013, at least one of the three candidates 

recommended by the minister should be women, aiming at increasing the women’s ratio among high-

level officials through thoroughly implementing this measure now and in the future. Moreover, it was 

decided to reinforce the measure to specify and select female employees with high potential before 

registering officials in the human resource pool for the appointment of high-level officials.

3.  Evaluation of the Measures Actually Taken and the Future Measures
In France, the necessity to appoint women to the responsible posts in various fields has 

been widely understood, and, at present, there is no criticism and confusion associated with the 

introduction of the quota system.

Currently, women’s advancement in the public service is positioned as the priority issue that 

should be addressed as a national commitment. The ratio of women in the newly-appointed high-

level officials was 24% in 2012 and surged to 29% in 2013. The initial target till 2018 (40%) is 

expected to be achieved. In the future, women’s advancement is to be actively promoted with a view 

to attaining the target one year ahead of schedule.
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Column: Interview with Marie-Christine Lepetit, 
Head of the General Auditing Service

Keeping Balance between Work and Family Life
I developed my career in the field of taxation, which is said to be a male-dominated society, 

but being a woman has never been either disadvantageous or advantageous to me. I have a spouse 
and three children. It is not easy for me to keep balance between work and family life. I need a 
lot of energy, but I can manage to do it because I am doing what I like. When I was working at 
the Cabinet under the Prime Minister, my children were four, five and seven years old and I could 
go home only late at night. I sometimes worked till two o’clock in the morning. In those days, 
I hired a nanny who took care of my children from morning till night. But when the nanny was 
not available, I asked my spouse, parents or a baby sitter to take care of my children. Indeed, the 
financial burden was big. In France, however, childcare facilities are well developed and there is a  
wide variety to choose from in accordance with the purpose. Such an environment in this country 
is friendly to working people who take care of their child/children. Moreover, my spouse has been 
positive about my work and helped me with housekeeping and childcare.

Concerning the Quota System
The quota system has been taken from the Sarkozy administration up to today under the 

Hollande administration. I might have to say that this is a wonderful measure, but personally, I 
do not really like it. Only few people think like me, but I think the quota system is humiliating 
for women. If a woman is appointed to a certain post under this system, it means that she could 
be appointed to the post because she is a woman. Those who were involved in the decision to 
introduce the quota system expressed an understanding for my view. Nevertheless, the system 
was introduced just because it was in the time when the introduction of such a measure was 
indispensable to increase the number of female executive officials. However, the first thing we 
have to do to increase the number of woman in the executive posts is to initially appoint the 
female candidates to executive officials. I am involved in the initial appointment of the graduates 
from ENA as a chef de corps of the corps for financial inspectors. It, however, is not easy to lure 
women to my corps, in other words, to increase the female candidates to executive officials. Every 
year, we initially appoint five graduates from ENA, but usually, only one or two of them are 
women. In a certain year, all of them were women, but it was only exceptional.

As a chef de corps, I have a lot of opportunities to talk with many financial inspectors 
regardless of generation or gender. One of the issues we need to consider about women’s 
promotion is that I have never met a male financial inspector who said to me that he did “not want 
to get promoted to the top” but actually some women have said so.
 (Note) Chef de corps is the top-level personnel in the most prestigious corps called grands corps and has 

influence on personnel affairs of the officials in the corps concerned. The corps for financial inspectors is 
one of grands corps.
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Section 5.  Republic of Korea 
1.   Current Situation
(1)  Incumbency of Female National Public Employees and the State of Their Promotion to 
Managerial Personnel and Executive Officials, etc.

The ratio of women in the incumbent national public employees, except educational public 

employees, was 13.4% in 1999, but raised to 21.7% in 2012.

The ratio of women among the managerial personnel and executive officials at the Director-level 

(the 4th grade) in each ministry was 5.4% in 2006 but raised to 9.3% in 2012.

Meanwhile, concerning the ratio of women at the stage of initial appointment since 2004, women 

keep about a 40% ratio in the entire candidates for the open competitive recruitment examination 

for college graduate and high school graduate levels (hereinafter referred to as the “recruitment 

examination”). Among them, the ratios of women in the recruitment examination for the 5th grade 

(Deputy Director level) to initially appoint the executive official candidates are around 40% to 

50% in the administrative and public security services, about 20% among technical service, and 

approximately 50% to 60% in the foreign service. On the other hand, the ratios of women in the 

examination to initially appoint regular service employees are around 30% in the exam of the 7th 

grade (Unit Chief level) for college graduate level, and 40% in the exam of the 9th grade (Officer 

level) for high school graduate level.

(2)  Issues and Challenges
According to the “White Paper on Personnel Management of Civil Servants (2013)”, the ratio 

of women in the national public employee overall has been on the increase, but the ratio of women 

in managerial personnel and executive officials still remains low. Therefore, the government has 

to make efforts to further increase female managerial personnel and executive officials in order to 

mitigate the imbalance between the ratio of men and women in managerial personnel and executive 

officials.

2.  Development of the Concrete Measures to Enlarge Initial Appointment and Promotion of 
Female Employees
 (1)  Social Background

In addition to the international movements, including the UN “International Women’s Year” in 

1975 and the adoption of the “UN Convention on the Elimination of All Forms of Discrimination 

against Women” in 1979, the active women’s movement in the 1980s stemmed from the democracy 

movement in the 1970s fueled women’s participation in various fields, such as politics, economy 

and society. In the 1990s after the declaration of democratization in 1987, use of women’s labor 

force started to be recognized as a source for international competitiveness. On the other hand, due 

to an increase in the number of women going on to higher levels of education contributed to growth 

of the female workforce. In addition, the “Framework Act on Women’s Development,” which is 
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a fundamental act on gender equality and promotion of women’s participation, was enacted in 

1995. This act prescribed promotion of women’s participation, etc. through tentative preferential 

treatment (tentative measure to promote women’s participation within reasonable range in the areas 

where women’s participation is limited). At the same time, the “Master Plan on Women’s Policies,” 

which specifies concrete measures based on this act (in every five years), was developed in 1997. 

Accordingly, development of the institutional and legislative frameworks has been carried out.

Meanwhile, even today, Korea is considered to be a patriarchal society with a strong influence 

of Confucianism, and mainly women take charge of the responsibilities at home, such as housework 

and childcare.

 (2)  The Development of the Measures in the Civil Service

Overview of the personnel system
・　National public employees are initially appointed mainly through three types of examinations, 
comprising the examinations for the 5th grade (Deputy Director level), the 7th grade (Unit Chief 
level) and the 9th grade (Officer level). All types of examinations are carried out at one time. 
After taking the training for recruit candidates, the successful candidates are assigned to each 
ministry by the Ministry of Security and Public Administration (the central personnel agency in 
Korea) taking into account the examination results, the training results, candidates’ wishes and 
the personnel selection criteria of each ministry. In addition, each ministry conducts the Career 
Competition Recruitment Examination for experienced personnel to initially appoint personnel 
with work experience.
・　Transfer up to the Director level after initial appointment is basically carried out under the 
initiative of the personnel authorities, though the employees’ wishes are taken into consideration. 
The officials at the department director level and the director-general level are collectively 
managed as the high-level government employee group and are assigned through open 
recruitment.
・　Promotion from the Officer level to the Director level is implemented based on the merit 
system, and the officials are required to pass through the examination of the Promotion Review 
Board or the promotion examination to get promoted.

A.  The Measures Taken for Promotion　　
 (a) Abolition of the Gender-segregated Recruitment System (1989)

Concerning the recruitment examination for national public employees, the quota for recruits 

used to be set for men and women respectively. The quota for women was restricted to 10% to 20% 

in the entire recruits. This gender-segregated system for initial appointment, however, was abolished 

in 1989 on the grounds that it was an irrational discrimination.
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(b) Woman Employment Quota System (1996) (Changed Later to Employment Quota System 
for Gender Equality (2003))

The Framework Act on Women’s Development established in 1995 made it possible to take the 

tentative preferential treatment. Responding to it, the “Woman Employment Quota System” was 

introduced to recruitment examinations for national public employees as the five-year temporary 

measure (extended for another two years later). This was a system to set the temporary target for 

the initial appointment of women (gradual expansion from 10% in 1996 to 20% in 2000) on the 

recruitment examinations for the 5th and the 7th grades from 1996 to 2000. When the target ratio 

could not be achieved, the pass line was lowered to a certain extent to accept additional female 

examinees as the successful candidates in order of examination results until the target ratio can be 

attained.

Nevertheless, there was a growing criticism that this preferential treatment for women was a 

reverse discrimination. As a result, this system was converted into the “Employment Quota system 

for Gender Equality” in 2003 targeting both genders. In this system, if the ratio of either sex among 

the entire successful candidates was less than 30%, additional examinees of the gender concerned 

are accepted as the successful candidates within a certain range of examination results until the 

target can be reached. Then, the range of the examinations subject to this system was expanded, for 

example to the initial appointment for the 9th grade, etc. Today, the third target system has been 

carried out (from 2013 through 2017). 

The number of successful candidates selected through this system from 2003 to 2012 was 192 

people in total (174 females and 18 males), which is not very large. It, however, said to have a 

psychological and symbolic effect to attract women to the public service.

(c) Abolition of the System to Incentive for Reservists (Incentive for Men to Apply for Public 
Sector Jobs After Finishing Their Military Service) (1999)

Korea has a conscription system. The “Incentive for Reservists,” has been implemented in which 

additional scores were given to those who took the examinations for the 7th and 9th grades after 

having done and discharged military service. However, the Constitutional Court of Korea judged that 

system was ruled unconstitutional on the grounds that most of the people doing military service were 

men, and thus, this system was virtually a discrimination against women. As a result, the “Incentive 

for Reservists” was abolished in 1999, which brought an end to the virtually preferential treatment 

for males in the recruitment examination.

 (d) Five-year Plan to Increase Women Managers (from 2002~)
An increase in the number of female employees brought about by the introduction of the “Woman 

Employment Quota System” was concentrated on women engaged in practical operations at the 

lower levels. In order to better reflect the women’s opinions in the policy making process, the plan 

was established to increase the ratio of women in the officials at the Deputy Director level (the 5th 

grade) and above to over 10% during five years (from 2002 to 2006). Each ministry took measures 
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based on the merit system while being aware of this goal. Consequently, the ratio of women in the 

managerial personnel and executive officials in the 5th grade and above increased from 4.8% in 2001 

to 9.4% in 2006. In 2007, the plan was laid down to expanded the employees subject to the plan to 

the female employees at the Director level (the 4th grade) and to increase the ratio of women at the 

Director level and above to over 10% in five years (from 2007 to 2011) with the aim of sustainably 

supporting the women’s advancement to the posts of managerial personnel and executive officials. 

As a result, the ratio of the women at the Director level (the 4th grade) and above raised from 5.4% 

in 2006 to 8.4% in 2011.

B.  The Measures Taken to Support Balance Between Work and Family Life
In Korea, various work-life balance support systems have been gradually developed since the 

1990s.

With regard to implementation of the work-life balance support system, the number of the 

employees who used the childcare leave system, which allows an employee to take the leave for 

three years until his/her child becomes eight years old, increased from 1,251 in 2006 to 6,671 in 

2012. There used to be an atmosphere that employers could not easily use this system because it 

might trouble their colleagues, etc. Accordingly, the “Replacement Personnel Bank” was established. 

This is a human resource pool to employ fixed-term contract workers who substitute the duties of the 

employees on the childcare leave. Nevertheless, the fact-finding survey conducted by the Ministry of 

Security and Public Administration in 2012 found that the replacement employees were secured only 

for the half of the employees on childcare leave. Then, the special quota was provided so that the 

vacant posts due to the acquisition of childcare leave can be quickly filled with full-time employees.

Efforts have been actively made to promote the flexible working hours, such as short-time work 

and flextime, and the use of flexible work system, including telework. The number of the employees 

using the flexible work system increased from 5,972 in 2010 to 33,106 in 2012, and more than 90% 

of such users also utilize the flextime based on staggered commuting.

Meanwhile, female employees tend to be evaluated negatively due to their long-term absence 

of work to have and take care of a child and a lack of experience associated with it along with little 

chance of being promoted to the posts that require long working hours coming from overtime work. 

Accordingly, the measures have been taken for the employees who returned to work from childcare 

leave and those who are using the flexible work system, such as flextime, so as not to create 

disadvantages for their work performance assessment and promotion.

(3)  The Currently-Focused Measures
The 2nd “Five-year Plan to Increase Women Managers in the 4th Grade and above” was launched 

in 2012. This plan is currently being promoted with the target to increase the ratio of women at 

the Director level and above to 15% by 2017. Each ministry made a draft of the target taking into 

account the incumbency in the 5th grade, and then, coordinated with the Ministry of Security and 

Pubic Administration to set a goal as high as possible in order to establish this target of the women’s 
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ratio.

Moreover, for the purpose of promoting women’s ability development, each ministry actively 

makes effort to secure opportunities for women to participate in training. In addition, each ministry 

takes measures, for instance to actively appoint women to the posts, such as in the planning, 

budgeting, personnel affairs and audit departments, where only men were appointed traditionally.

3.  Evaluation of the Measures Actually Taken and the Future Measures
Discrimination against women and the treatment, which is virtually preferential for men, in the 

initial appointment of national public employees was eliminated with the abolition of the “Gender-

segregated Recruitment System” and the “Incentive for Reservists.” This brought about a great 

impact to secure gender-equal competitive conditions for initial appointment.

The “Woman Employment Quota System” and the succeeding “Employment Quota system 

for Gender Equality” promoted the women’s advancement to the areas which traditionally have 

few female employees, such as technical service. To the contrary, these systems helped to increase 

the ratio of successful male candidates in the job categories with a higher ratio of women, such as 

educational service. Consequently they played a role to a certain extent to correct imbalance in the 

gender ratios of the job categories in the public service sector.

 “Five-year Plan to Increase Women Managers in the 5th Grade and above” and “Five-year 

Plan to Increase Women Managers in the 4th Grade and above” have steadily increased the number 

of female managerial personnel and executive officials. Aiming at a further increase of female 

managerial personnel and executive officials, efforts have been made to secure effectiveness 

through inserting the numerical target of the women’s ratio among managerial personnel and 

executive officials into the government affairs evaluation index of each ministry, making a report 

of the achievement status to a Cabinet Meeting, etc., and periodic evaluation, recommendation and 

encouragement, etc. carried out by the Ministry of Security and Public Administration concerning the 

measures taken by each ministry. In addition, as of 2012, five ministries among forty did not appoint 

any female officials at the Director level, and half of all ministries did not appoint any female high-

level officials at the Department Director level and above. Therefore, each ministry shall make 

efforts to appoint at least one woman to the high-level official at the Director level, the Department 

Director level and above. 

Regarding the work-life balance support system, an increasing number of employees are using 

the flexible work system, such as the childcare leave system and flextime, which has been spread 

throughout workplace. Meanwhile, there are some opinions that the flexible work system at the 

workplace at the headquarters, where employees are normally forced to work long hours, cannot 

bring about a sufficient effect on the support for balancing work and family life.

The entire government will continue to take the sustainable and active measures to expand the 

appointment of female managerial personnel and executive officials.
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Section 6.  Sweden 
This year, in addition to the aforementioned foreign countries, the NPA conducted a field study of 

Sweden, which is a high-level welfare state that is actively promoting women’s social advancement 

with well-developed work-life balance support systems. The results of the hearings, etc., which were 

conducted during a limited time for research, are summarized as follows.

1.  Current Situation
(1)  Incumbency of Female National Public Employees and the State of Their Promotion to 
Managerial Personnel and Executive Officials, etc.

The ratio of women in the incumbent national public employees was in the mid-50 percentage 

range in 1995, already exceeding that of men, and reached about 60% in 2013.

On the other hand, the ratio of women in the managerial personnel (at the Director level and 

above) raised from the low-20 percentage range in 1995 to the mid-40 percentage range in 2012, but 

still remains lower than the ratio of women among all the incumbents.

(2) Issues and Challenges
The ratio of women in managerial personnel is lower than that in the entire incumbents. It is 

necessary to balance the former with the latter, and the plans have been developed to resolve this 

issue. 

2.  Development of the Concrete Measures to Enlarge Initial Appointment and Promotion of 
Female Employees
 (1) The Development of the Measures in the Whole Society

The factors that promoted the women’s employment in Sweden is said that the government 

encouraged women to participate in the labor force by converting the taxation system of income tax 

from the household unit (married couple’s unitary tax system) to the individual unit (individual tax 

system) to cope with the severe labor shortage stemming from the economic development in the 

early 1970s. In addition, the supportive measures for balancing work and family life were improved, 

for instance through developing the pubic childcare facilities and promoting the introduction of 

parent leave and parent allowance, etc. (see Column). In addition, the strong political leadership 

promoted women’s advancement, for example by expanding the ratio of women among ministers to 

50%, which was also considered to promote women’s advancement.

 (2) The Development of the Measures in the Civil Service
A.  The Measures Taken for Initial Appointment and Promotion 

The ministries in central government in Sweden have promoted diversity, such as gender equality, 

through three stages.

At the first stage, the government prohibited discrimination and promoted equal opportunities 

for men and women in response to the enactment of the Anti-discrimination Act in 1980. At the 
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second stage, efforts were made to deepen understanding of the employees and workplaces about the 

importance of diversity in the personnel utilization that was effective for organizations, etc. At the 

third stage, it was decided to take the strategic and long-term measures to initially appoint and settle 

diverse human resources and develop their abilities. The government is currently implementing the 

training programs designed to eliminate the situation where women hesitate to get promoted, etc.

B.  The Measures Taken to Support Balance Between Work and Family Life 
Sweden has the highly-developed work-life balance support systems. In addition to all-day leave 

and partial-day leave (see Column) offered for the employees engaging in childcare, the flexible 

work style, such as telecommuting, has been introduced and utilized. In 1974, fathers were permitted 

to take childcare leave for the first time in the world. Since then, the measures have been carried out 

to change the stereotyped perception of role sharing, for instance through introducing the “Fathers 

Month” (see Column) in 1995 with the aim of promoting fathers’ participation in childcare. 

With regard to the working style, the measures have been taken to create an atmosphere that 

facilitates employees to keep balance between work and family life, for instance through having 

meetings basically sometime between 9:00 am and 3:00 pm.

Column: The Measures for Realizing a Gender Equal Society

 (Parent Leave and Parent Allowance)

With a view to reducing the burden of women’s responsibilities at home, the maternity leave 
system, which had been traditionally offered only to mothers, was converted into the parental 
leave system in 1974, which enabled also fathers to take the leave for the first time in the world 
in order to promote fathers’ participation in childcare. Currently, this system allows an employee 
to take full-day leave until his/her child becomes 18 months old and partial-day leave (up to three 
fourth of the working hours) until his/her child becomes eight years old or finishes the first grade 
at elementary school. In addition, in accordance with the amount of parental leave taken by an 
employee concerned, 80% of his/her income is paid from social insurance as the parent allowance. 
Meanwhile, 90% of income, 10% larger than other employees, is paid to national public 
employees (for up to 480 days). Among them, however, 60 days are designated as what is called 
the “Mothers Month” and “Fathers Month.” During these 60 days, a parent shall not transfer the 
eligibility to receive the parent allowance to the other parent. (A single parent is entitled to receive 
the allowance for 480 days.)

Among the total amount of the parental leave acquired by the officials at ministries in central 
government in 2013, 74% was taken by women and 26% was taken by men.
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3.  The Currently Focused Measures
In addition to the training programs, which are designed to eliminate the situation where 

women hesitate to get promoted, etc., measures have been taken for the parental leave system with 

a high acquisition rate among women lest the acquisition of this leave will be disadvantageous to 

career development, for instance through conducting an interview between the employee, who is 

planning to take the parent leave, and his/her superior. Moreover, carefully-crafted measures have 

been implemented, for example by creating an opportunity for the employees on the parent leave to 

communicate with their coworkers in the workplace through participating in meetings or events as 

well as by providing them with an opportunity for career coaching.　

Section 7.  Suggestions Derived from the Measures Taken in Foreign Countries
1.  The State of Initial Appointment, Incumbency and Promotion to Managerial Posts

In 2014, women accounted for 3.0% in the employees at the rank of the Directors at the 

headquarters of the national government subject to the Salary Schedule for Administrative Service (I) 

in Japan. Meanwhile, in 2012, the ratio of women in managerial personnel and executive officials in 

each country substantially exceeded that in Japan, though it greatly varied from over 40% in Sweden 

to less than 10% in Korea.

Looking at the ratio of women in the recruits as executive official candidates in the countries 

that carry out the selection of promising executive officials at entry level, the ratio in the U.K. has 

been around 50% on average since the late 1990s, it already reached 30% in Germany in the early 

1990s, and Korea has maintained a high level with 38.4% in 2005 and 46.7% in 2010. In France, the 

average ratio since the 1990s is around 30%.

The U.S. does not carry out the selection of promising executive officials at entry level, but the 

ratio of women among federal government employees has been around 45% since the late 1990s. 

Women promoted to managerial personnel or executive officials are selected from them.

Meanwhile, in Sweden, the ratio of women among employees at ministries in central government 

already reached about 55% in the mid 1990s.

In this way, each country implements a well-established practice in personnel management, in 

which women at a certain ratio and above are secured at the time of initial appointment, and the 

excellent employees selected from them are developed and promoted to managerial personnel or 

executive officials.

In Japan, on the other hand, only a limited number of women were initially appointed through 

Level I Examination until the early 1990s, which contributed to a small number of female managerial 

personnel and executive officials taking into account the length of time required from initial 

appointment to getting promoted to managerial personnel. (Women accounted for 8.6% on average 

among the employees initially appointed through Level I Examination from 1986 to 1994.)
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2.  The Points of the Measures Taken to Promote Women’s Initial Appointment and 
Advancement in Each Country

The comparison on this issue between Japan and each country needs to be made in consideration 

of different views in each country on the women’s employment, etc. For example, with regard to 

the labor force participation rate, which shows the employment state of men and women, gender 

difference in the Western countries is smaller compared with that in Japan, indicating more advanced 

women’s participation in labor force in those countries (Reference 4). Looking at the state of school 

attendance from a viewpoint of a source of personnel in the future, slightly more women than men 

are enrolled in the universities in Western countries (Reference 5). Concerning major fields of study, 

only a small number of Japanese women, about one third of the total, are enrolled in departments 

such as law and economics, which are the major personnel sources for the public service. On the 

other hand, in these major fields both men and women have a similar ratio in the U.S., France and 

Germany. Meanwhile, regarding the ratio of women majoring in natural sciences, fields such as 

medicine, pharmacy, and hygiene, have more female students, whereas fields like engineering tend to 

have a smaller number of female students (Reference 6). 

As discussed so far, Western countries have a smaller gender gap among public employee 

candidates, who have potential to be initially appointed and promoted in public organizations, at 

the time of college education completion. This makes it easier for the measures for women’s initial 

appointment and promotion to bring about more direct impact.

In addition, in Western countries, job descriptions, which clearly define the range of duties, are 

used and based on them, initial appointment, transfer and promotion are carried out through open 

recruitment. As for women’s advancement, it is necessary to note that they are not carried out based 

on the personnel plan prepared by the personnel authorities. Instead, female employees themselves 

apply for and are selected to the vacant posts.

 (1) The Long-Term Measures that are Actively Taken
The U.K., the U.S. and Sweden have taken measures for initial appointment and promotion as 

well as work-life balance support measures over forty years, since the early 1970s. The measures 

have been actively implemented since the middle 1980s in Germany and since the end of the 1980s 

in Korea. In this way, each country, except France, which launched active measures in around 2000, 

has continued to actively conduct measures for thirty to forty years and has made successful results 

in expanding the women’s initial appointment and promotion.

 (2) Establishment of Goals and the Measures to Attain Them
In the U.K., each ministry sets numerical targets for the initial appointment of women, racial 

minorities and people with disabilities, and takes measures to attain the goals, for instance through 

mentoring. Though the U.S. does not establish a numerical target, each department develops and 

implements the action plan under the principle of antidiscrimination. On the other hand, France 

could not gain an expected effect on women’s advancement only by setting the numerical target. 
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As a result, the country uses the quota system only to the promotion up to the executives at the 

Deputy Director level and above. Germany gives priority to women when the ratio of women in the 

managerial personnel, etc., is less than 50% and the qualifications of the candidates are equal after 

taking into account the circumstances of the male candidates. Korea introduces the quota system 

only to initial appointment and sets the numerical targets to promote women’s advancement.

These countries are taking measures, including active recruitment, improvement in the 

opportunities, such as training and mentoring, and change in the way of thinking of executive 

officials under a series of process of making and implementing the targets and plans in accordance 

with the respective circumstances while paying attention to the merit system.

Looking at the political sphere, France and Korea introduce the quota system for candidates 

pursuant to the law. In U.K., Germany and Sweden, the political parties voluntarily implement the 

quota system. The governments in these countries make efforts to increase the number of female 

members in the Diet in addition to promoting the initial appointment and advancement of women in 

administrative branch.

(3) Development of  Work-Life Balance Support Systems, Which Enables Flexible Work Style
Concerning childcare leave systems, etc., some countries, including the U.S. and France, carry 

out an unpaid program, while other countries pay allowance, etc., within a certain range. As for the 

length of leave, the employees in the U.S. and France usually return to work earlier, while some 

countries, such as Germany and Sweden, encourage males to take childcare leave because acquisition 

of the long-term leave tends to be disadvantageous to promotion, etc. after returning from the leave.

After returning to work from the childcare leave, many employees use work-life balance support 

systems, such as short-time work, and childcare service, including childcare centers, etc. In the U.S. 

it is common to combine short-time work with other systems, such as flextime or telework, etc. In 

France, various childcare services, rather than work-life balance support systems, are more actively 

used. In Germany, systems such as the short-time work system are widely used, but mainly by 

women. Efforts have been made to raise awareness of managers lest the use of such systems will be 

disadvantageous to promotion, etc. In Korea, the measures have been taken to actively use work-life 

balance support systems because it was not widely used.

In this way, each country strives to support employees to balance work and family responsibilities 

through making an improvement in supportive systems and promoting the active utilization of such 

systems and the use of childcare service, etc.
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Chapter 4.  Toward the Expansion of Initial Appointment and Promotion of Female 
National Public Employees 

This chapter examines the effective measures to promote women’s activity in the future in 

the public service based on the analysis, etc. of the actual situation of the initial appointment and 

promotion of female national employees in Chapter 1 and by referring to the measures taken in the 

private companies and some foreign countries as shown in Chapter 2 and Chapter 3.

Section 1.  Toward the Expansion of Initial Appointment
An increase in the number of female incumbents through expanding female recruits serves as 

the foundation to promote women’s activities. It is imperative to increase the number of recruits 

appointed through examination by conducting recruiting activity focusing on excellent female 

students and to steadily maintain the ratio of women in the entire recruits at 30% for the time being.

An expansion of female recruits to increase female incumbents will enhance the awareness in 

each organization about the utilization of women as the valuable labor force, expand the range of 

candidates for the promotion to managerial personnel, and promote women’s advancement. In other 

words, it will serve as the foundation to promote women’s activities. As indicated in Chapter 1, an 

increase in the women’s ratio in the recruits appointed through Level I Examination/Examination 

for Comprehensive Service has been reflected gradually over time on the increase in the number 

of female higher-level executives. For instance, the increased ratio of women among the entire 

recruits since 1989 is reflected at present in the women’s ratio up to assistant director level at the 

headquarters and division director level at the regional offices.

In addition, a steady increase of female recruits indicates the positive attitude of public 

organizations trying to utilize women’s power and encourages increase of excellent female students’ 

applications to examinations.

Therefore, it is important to set the effective target concerning women’s ratio among the recruits 

and to achieve it without fail.

1.   Realization of the Women’s Ratio at 30% at the Time of Initial Appointment
Regarding the initial appointment in FY 2015, the government set the target to recruit women at 

about 30% in the entire recruits appointed through the recruitment examinations of national public 

employees (26.8% in FY 2013), and at about 30% in the recruits of Examination for Comprehensive 

Service in the administrative divisions (27.3% in FY 2013). 

Looking at the recent implementation status of the recruitment examinations for national public 

employees, women account for a little over 30% among the applicants for Level I Examination/

Examination for Comprehensive Service in the administrative divisions and Level II Examination/
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Examination for General Service (for university graduate level) in the administration division. Taking 

into consideration of the ratio of female university students in the social science department, which 

is 33.6%, the aforementioned male-to-female ratio of the applicants of the recruitment examinations 

for national public employees generally reflects the male-to-female ratio of university students. 

Therefore, in light of this, it will be possible to achieve the target set by the government concerning 

women’s ratio in the recruits, and it is necessary to steadily achieve it.

With regard to Level I Examination/Examination for Comprehensive Service, the ratio of women 

in the successful candidates falls down to around 20%. Therefore, it is important to conduct the 

recruiting activity focusing on women to increase female excellent applicants, whose first choice is 

to become a national public employee, and then to expand female successful candidates.

For the time being, it is necessary to focus on the promotion of public relations activities to be 

discussed later in 2. If an increase in the female recruits in the fields of law and economics, etc. 

cannot be promoted smoothly, it will be also required to change the measure so that women with 

great potential, regardless of the major at university, can be extensively appointed in accordance with 

the needs of each Ministry.

2.  Promotion of Public Relations Activities Targeting Women
The first thing to be done to increase female recruits is to encourage excellent women to take 

the recruitment examination of national public employees. To this end, it is important to repeatedly 

communicate the attractive features of the duties of national public employees, such as the public 

and specialized nature, and offer specific information, etc. relating to uneasiness of working women, 

such as work-life balance, through various events and brochures, etc.

Since FY 2013, efforts have been made to expand the enlightenment activity targeting female 

college students through holding seminars on the guidance of national public employees at a 

university as a new trial with the aim of communicating the attractive duties and work experiences 

of national public employees to the university students by dispatching the NPA personnel and an 

incumbent female official who graduated from the university where the seminar is held. In FY 2013, 

the seminars were held at five women’s colleges in Tokyo.

It is significant to continue the effort to increase excellent female examinees through conducting 

such recruiting activities focusing on these women in cooperation with the Cabinet Office and each 

ministry.

Furthermore, in order to attract women to the public service from a mid-term perspective, the 

government as a whole needs to encourage female college students and high school students to 

have an interest in the studies in social science, such as law and economics, along with science 

and engineering in relation to their jobs in the future. While conducting such measures, it is also 

important to increase female students, who consider administrative or technical jobs in the public or 

the private sector as one of the options for their jobs in the future.
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Section 2.  Toward the Expansion of Promotion
It is important to shift the focus from the measures to enable female employees to “continue 

working” to the one enabling them to “continue playing a role as the valuable labor force of the 
organization.”

 According to the analysis conducted in Section 1 relating to employees appointed through Level 

I Examination, some gender difference can be found in promotion to 7th grade, which corresponds to 

a managerial level. There is no denying that female employees will be divided into women who will 

be promoted in the same manner with men and those who will not. In addition, regarding employees 

appointed through Level II and Level III Examinations, etc., the ratio of female employees in the 

managerial personnel at regional offices is remarkably low.

These situations are caused mainly by the labor practice of working long hours. Such a workplace 

having this labor practice tends to avoid appointing female employees, who cannot work long hours 

due to their responsibilities at home, to important posts. This makes it difficult to develop female 

employees through work experience. As a result, their promotion tends to be delayed. At the same 

time, this will lower the motivation of female employees for their work, which is assumed to be the 

cause for the women’s relatively low motivation for promotion as indicated by the survey conducted 

this time. In addition, the delay in promotion caused by temporary absence from work due to the 

acquisition of childcare leave, etc. and its impact on promotion track are also considered to generate 

gender difference in promotion.

Only a handful of female employees can work without bearing the burden of responsibilities 

at home. In order to steadily promote advancement of female employees, it is necessary to create 

a working environment where they can sufficiently fulfill their abilities. It is also necessary to 

properly assign duties that commensurate with their abilities and motivation and to take measures 

for promotion targeting female employees, who avoid promotion due to their heavy responsibility at 

home or lack of confidence in their abilities, and who have not been provided with opportunities to 

return to a post which should be experienced to be promoted to managerial personnel, due to absence 

from work for a certain period of time to take leave, etc.

To this end, it is considered essential to approach three aspects: 1) working environment (working 

style and management in an organization and role sharing at home), 2) consciousness and attitude of 

managers and personnel authorities, and 3) consciousness and motivation of female employees.

1.  Approach to the Working Environment
It is essential to review the current working style and management in the public organizations 

in order to expand promotion of female employees. It is also necessary to conduct a review of role 

sharing at home through implementing the supportive measures for balancing work and family life 

in our country, whose deep-rooted stereotype about role sharing between men and women is often 
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pointed out.

(1) Review of the Practice of Working Long Hours and Change to the Efficiency-Oriented 
Working Style

It is difficult for the employees, whose working hours are restricted due to their responsibility at 

home, to compete for ability and performance under same conditions with the employees, without 

such a restriction, at the workplace where working long hours is mandatory to perform duties.

According to the survey shown in Chapter 1, both female employees and managerial personnel 

consider that long hours on duty at workplace is the biggest reason that women have difficulty in 

fulfilling their abilities. In addition, the most common answer in the survey was that the reduction of 

overtime work and midnight work is indispensable to promote women’s advancement. This suggests 

the importance of solving this issue in order to expand the promotion of female employees.

Whereas the reduction of overtime work has long been addressed as the issue of improvement in 

working conditions at the workplace in the public service, significant progress has not been made. 

Recently, the expansion of women’s advancement has become the government’s key task, and thus, 

it is essential to take the fundamental measures for this issue. The government as a whole needs to 

get to know current status of the work after official work hours end. Based on that, the government 

should sincerely revise the operation system at workplace, including an increase in personnel and 

streamlining of operations through sorting out unnecessary business, and change the way of thinking 

of managers and other employees. Furthermore, it is necessary to seek an understanding of the 

people concerned in order to actively improve the duties that cannot be dealt only with the efforts 

within the administrative branch, such as handling of the Diet-related issues.

In conjunction with these measures to reduce overtime work, it is also important to ensure that 

evaluators emphasize performance, instead of the length of work hours, when evaluating employees’ 

contribution to the organization.

(2) Use Promotion of the Work-Life Balance Support System, Which Encourages Employees to 
Fulfill Their Abilities

The development of work-life balance support systems such as childcare leave and promotion 

of utilization of such systems contributed to reduction of separation from work due to a difficulty in 

balancing work with family life. They also helped female employees to continue their work. On the 

other hand, some private companies, which take advanced measures, see that the use of long-term 

leave, etc. creates a vacuum of work experience and has a negative impact on the career development 

for the female employees after returning to work from the leave. Accordingly, these companies have 

started to focus on measures that facilitate returning to work instead of acquisition of long-term 

leave.

The public service will also need to promote measures focusing on helping female employees 

to early restore conditions, where they can fulfill their abilities, and return to their normal duties 

through enriching the supportive system by offering consulting service and information before, 
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during and after using the system for balancing work and family life.

In Western countries, where women’s advancement is highly promoted, the flexible work hour 

system, such as short-time work and flextime, is widely used along with telework. Unlike these 

Western countries, the group-oriented work system is mainly used and overtime work has become 

common at the workplace in the Japanese public service. Therefore, the flexible work hour system 

may not fit naturally to Japanese workplace and has not been widely used yet. Despite that, it can 

be expected that the establishment of flexible work hours at the workplace will help the employees 

assuming the responsibilities at home to enhance their work efficiency, and eventually, their 

performance. Therefore, it is also required to materialize the use of the flexible work hour system 

through further reducing overtime work, sorting out the duties that can be performed alone without 

coordinating or consulting with others; and actively reviewing the current operation system. 

 (3) Change in the Perception for Role Sharing at Home
The use of work-life balance support systems by male employees has been somewhat enhanced 

in recent years. Nevertheless, concerning the acquisition status of childcare leave by national public 

employees in the regular service in FY 2012, 96.5% of female employees acquired the leave for 14.7 

months on average whereas only 3.7% of male employees took the leave for 3.4 months on average. 

In addition, most of the employees who take nursing care leave are also women. This suggests that 

mainly female employees still continue to assume responsibilities at home. Making a change, even 

gradually, in the perception for role sharing at home, for instance by actively encouraging male 

employees to use the supportive measure for balancing work and family life through enlightenment 

and awareness-raising activities, will reduce the burden on women at home and promote them to 

fulfill their abilities at workplace, eventually contributing to the promotion of women’s advancement 

in Japan. We have to pay attention to the fact that Sweden and Germany, etc., as discussed in Chapter 

3, are also working on promotion of childcare leave acquisition by male employees as an important 

issue to support women’s advancement.

2.  Approach to Consciousness and Attitude of Managers and Personnel Authorities
Since consciousness and attitude of a direct superior and personnel authorities have a great 

impact on promotion of female employees, the measures need to be carried out while urging them to 

change their way of thinking and paying attention to personnel management.

(1) Cultivation of Awareness of Managers and Ensuring of Appropriate Response
Managers play a very significant role in expansion of female employee’s advancement.

In the implementation of daily business, managers are required to provide necessary advice 

and instructions to both male and female employees. They are also requested to make a response 

appropriately at the right time, for instance by offering consultation or information smoothly to 

female employees when such employees are temporarily absent from work due to life events, 

including childcare, etc., when they return to work from the leave, or when they are on the leave.  
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In order to make managers recognize the importance of such a role, it is essential to create 

opportunities that enable managers to recognize the necessity of the measures for women’s 

promotion and to learn communication methods for making advice and instruction, etc., and also 

to encourage managers to participate in such opportunities. The Cabinet Office and each ministry 

are required to use the training conducted themselves or the seminar to promote female employee’s 

advancement, which was launched by the NPA this fiscal year, in order to enhance consciousness of 

managers, etc. In particular, it is important to urge managers at regional offices with a low ratio of 

female managerial personnel to utilize such opportunities.

 (2) Personnel Management Keeping Balance Between “Development” and “Consideration”
The important duties of managers include giving consideration to employees assuming 

responsibilities at home, such as childbirth and childcare, and preparing the environment that 

facilitates use of work-life balance support systems. On the other hand, employees assuming 

responsibilities at home, such as childcare and nursing care, face different situations respectively. 

Therefore, it is not appropriate to uniformly assign them to the posts mainly for routine work with 

little time constraint just because they engage in childcare, etc. It is important to provide employees 

having abilities and motivation, even in the conditions where overtime work is restricted, with 

opportunities in accordance with their abilities and aptitudes to take a post that should be experienced 

in the process of promotion up to managerial personnel and to develop them to managerial personnel.

When a female employee assuming responsibilities at home is appointed to the post where 

employees are expected to work overtime, etc., a burden might be placed on her coworkers despite 

the efforts made by the female employee concerned. In such a case, her superior and personnel 

authorities appropriately reassign the duties and reallocate the personnel at the workplace as 

necessary. At the same time, they should create an environment to support each other through 

sending a message to her coworkers bearing the burden that the manager is “watching” their efforts 

and properly evaluating them when conducting personnel evaluation.

 (3) Flexible Development Plan
The timing when female employees are forced to be absent from work due to life events, such 

as childbirth and childcare, varies depending on each person. Competent female employees may 

miss opportunities to experience a specific post and training required for management under the 

fixed personnel management system where employees cannot be promoted lest they experience such 

an opportunity simultaneously with other employees who were appointed in the same year. It is 

necessary to help employees restore a lack of work experience due to leave, etc., and to offer them 

an opportunity to take a challenge through flexibly setting up an opportunity to gain work experience 

and attend seminars, which are required to become managerial personnel, irrespective of the year 

they were appointed.
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3.  Approach to Consciousness and Motivation of Female Employees
It is of course necessary to take an opportunity, for instance at an interview for personnel 

evaluation, to send a message that female employees are expected as the organizational valuable 

labor force and provide them encouragement in order to change the consciousness and motivation 

of female employees. In addition, it is essential to offer a chance to female employees so that 

they can seriously consider the balance of career development with life events, such as marriage, 

childbirth and childcare, etc., through providing them with work experience that enables them to find 

significance and fun of working.

Creating conditions in which employees can envisage an ideal future image, find a route to 

reach there, and experience the fun of working, at an early stage of the career ladder, will allow 

female employees to raise consciousness and motivation to overcome hurdles to keeping the balance 

between work and responsibilities at home and to take on the challenge of their jobs.
(1) “Visualization” of Career Path ~Development and Publicity of Role Models and Improvement of 

Consultation System~

Women account for 3% of employees at the rank of division director/head of office level at 

the headquarters and above and 5.3% of employees at the rank of assistant director level at the 

headquarters and division director level at regional offices and above among officials subject to the 

Salary Schedule for Administrative Service (Ⅰ). The ratios seem to be much lower for some specific 

types of job. Under such circumstances, it is often considered difficult for female employees to find 

a role model around them. Therefore, personal authorities are required to set images of various role 

models in accordance with the range of duties and position levels and to take measures to indicate 

the proper personnel and make them widely known (through hosting discussion meetings/seminars 

or posting their experiences on the Intranet, etc.). In addition, there is an urgent need to develop a 

role model in occupational areas, etc. without such a model.

Furthermore, it is also necessary to prepare the environment where female employees can easily 

consult about career development in the future and attitude, etc. in performing business on a daily 

basis, which is required for successful career development, for instance, by leveraging the mentor 

system, etc. In addition to assignment of mentors by the organization, it is necessary to creatively 

offer a chance for female employees themselves to choose a mentor whom they can easily ask advice 

through providing them with an opportunity to exchange with their seniors, etc.

Implementation of these measures is encouraged even in the United Kingdom, etc., where 

women already account for nearly 40% of managerial personnel.
(2) Appointment to a Post Where the Fun of Working can be Experienced at an Early Stage After 

Initial Appointment

It is also needed to identify the abilities, aptitudes and motivation of female employees at an early 

stage after their initial appointment and to appropriately allocate personnel, for instance by assigning 

female employees to the posts where they can experience the fun of working, etc. Continuously 
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assigning women only to posts in charge of duties that have been conventionally carried out mainly 

by women, such as general affairs and accounting, from the beginning of their initial appointment 

will deprive competent female employees of experiencing the attractiveness of work and also 

discourage them from trying hard in their jobs while assuming responsibilities at home at the same 

time. Therefore, such a personnel allocation should be avoided.

Section 3.   Implementation of the Measures
It is vital to steadily expand initial appointment and promotion of female employees through 

establishing an effective target and enforcing measures by seriously following up achievement status.

1.  Steady Implementation Through Establishing a Target

The foreign countries discussed in Chapter 3 basically indicate a certain target and rough length 

of time required to achieve the target, and then, make efforts to achieve it in order to promote initial 

appointment and promotion of women. Instead of simply setting a numerical target, these countries 

have made successful results by taking diverse and active measures over and over again for a long 

period of time aiming at achieving the target while examining the results.

Japan also has expanded initial appointment and promotion of women in the same manner with 

these countries. Such a procedure has been carried through also to the Guidelines concerning the 

Enlargement of Initial Appointment and Promotion of Female National Public Employees, etc. 

(2011) since the Headquarters for the Promotion of Gender Equality made a decision on June 20, 

2003, that “the ratio of women in leadership positions should reach at least around 30% by 2020.” 

Although these measures have been taken for over ten years, initial appointment and promotion 

of female employees have not seen remarkable progress yet. The reasons that Japan has not made 

successful results compared to other countries include that: the established target did not necessarily 

respond to the actual situation, and Plan-Do-Check-Act (PDCA) to concretely change the current 

situation has not been conducted appropriately. Therefore, it is considered appropriate that Japan 

continuously adopts current procedures, which have been taken also in foreign countries in order 

to expand initial appointment and promotion of female employees. The implementation of the 

procedure requires monitoring of the achievement status of the target instead of simply establishing a 

target. If the target cannot be achieved, it is necessary to take measures following the PDCA cycle to 

examine factors for failing to achieve the target and make progress by removing barriers. In this way, 

an improvement should be made concretely every year.

2.  Responsibilities of Personnel Authorities

In Section 2 in this Chapter, various measures, which are considered necessary to expand 

promotion of female employees, are presented taking into account the results of the survey for the 

employees, from three perspectives comprising working environment, consciousness and attitude of 
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the managers and the personnel authorities, and consciousness and motivation of female employees. 

The personnel authorities within the organization play the most essential role in implementing these 

measures.

Personnel management in the public service of the Western countries is based on open 

recruitment. In addition, regarding promotion, employees basically apply for upper posts in 

accordance with their own will. On the other hand, in Japan, transfer, allocation and development of 

employees, including promotion, are implemented under the initiative of the personnel authorities. 

Along with personnel allocation and development, roles of the personnel authorities include 

awareness-raising of managers, for instance setting of role models to enhance awareness and 

motivation of female employees, etc., and creation of working environments, etc., such as reduction 

of overtime work. The personnel authorities should systematically and continuously implement the 

measure under the system of the entire ministry, including the regional offices, while being aware 

that the successful promotion of women’s advancement depends on their attitude.

Conclusion
The measures introduced in this report aim to promote women’s activities through creating an 

environment in which women can fulfill their abilities, instead of promoting initial appointment 

and promotion of women by overestimating their abilities. These measures, including the ones that 

have been already undertaken, are considered important and need to be emphasized after taking the 

current status into consideration. They are not necessarily new, but it should be recognized that the 

current situation in foreign countries which are by far advanced than Japan in initial appointment and 

promotion of women is the fruit of measures steadily taken by these countries over the years.

The expansion of initial appointment and promotion of female national public employees should 

not be treated as a temporary measure. Instead, it should be positioned as the important issue for the 

government and needs to be steadily promoted. The NPA, as the agency specialized in personnel 

administration, will actively work on this measure.

Reference 1 The turnover rates in FY 2012 of employees subject to the Salary
Schedule for Administrative Service (I)
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What are the main reasons that you decided to become a national public employee?
 (Choose 3 answers.) All categories

What are the main reasons that you decided to become a national public employee?
(Choose 3 answers.) Divisions of Social Science and Humanities

Reference 2 Survey of the Employees  Newly Appointed through Examinati on for Comprehensive Service, etc.
(Conducted in April 2013 with 531 respondents, including 139 women)
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Reference 3 Survey for Managerial Personnel and Female Employees
Do you think that women’s abilities are sufficiently utilized at the workplace of national public employees?

Where do you see the reason that women’s abilities are not sufficiently used in the public service?
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What sort of consideration should be given?

Do you think that some sort of consideration should be given to the employees who are on childcare
leave or have returned from the leave in order to promote women’s advancement?
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Are you for or against the quota system, and why?

Some foreign countries adopt the system to allocate a certain number or proportion of staff with the aim of
realizing a goal relating to promotion to managerial personnel (the quota system). What do you think of
introducing such a system to national public employees in Japan?

Female employees

Not Sure
44

11.2%

Disagree
271

69.0%

Disagree
382

50.6%

Agree
78

19.8%
Agree
220

29.1%

No Reply
3

0.4%

Not Sure
150

19.9%

Managerial personnel

46

57

19

9

14

213

148

96

183

19

0 50 100 150 200 250
Compulsory measures are required to change consciousness in society and
workplace.

The system will help female employees raise their own awareness of promo�on
and change their fixed ideas.

The highest priority should be placed on a significant change in the current status.

The promo�on of women is advanced in some foreign countries that introduce the
quota system.

Others

It will expand personnel alloca�on, which will not put the right personnel at the
right place, and hinder job performance.

A sense of inequality will be generated and will lower the mo�va�on of male
employees.

People might consider that “the quota system contributed to the promo�on” even 
for those promoted based on their abili�es.
Promo�on to the posts that are not commensurate with abili�es and ap�tudes will
place a burden on women themselves.

Others

( Managerial 
personnel)

Agree

( Managerial
personnel)

Disagree 

167

130

75

45

25

274

170

187

222

39

0 50 100 150 200 250 300
Compulsory measures are required to change consciousness in society and
workplace.

The system will help female employees raise their own awareness of promo�on and
change their fixed ideas.

The highest priority should be placed on a significant change in the current status.

The promo�on of women is advanced in some foreign countries that introduce the
quota system.

Others

It will expand personnel alloca�on, which will not put the right personnel at the
right place, and hinder job performance.

A sense of inequality will be generated and will lower the mo�va�on of male
employees.

People might consider that “the quota system contributed to the promo�on” even 
for those promoted based on their abili�es.
Promo�on to the posts that are not commensurate with abili�es and ap�tudes will
place a burden on women themselves.

Others

( Female 
employees)

Agree

(Female 
employees)

Disagree

(Number of people)

(Number of people)

220

271

78

382



―109―

Reference 4 Men and women labor force participation rate (1990,2000,2010）

Female Total Female Total Female Total Gender
gap

U.K. 67.3 77.8 68.9 76.4 70.2 76.3 12.3

U.S.A. 67.8 76.5 70.7 77.2 68.4 73.9 11.2

Germany 55.5 67.4 63.3 71.1 70.8 76.6 11.6

France 58.5 67.1 62.9 69.0 66.1 70.5 8.8

Republic of
Korea

49.9 62.8 52.0 64.4 54.5 65.8 22.6

Sweden 82.5 84.7 76.4 79.0 76.7 79.5 5.5

Japan 57.1 70.1 59.6 72.5 63.2 74.0 21.6

（％）

（％）

MaleGender
gap

MaleGender
gap

83.9

84.1

17.8

21.088.3

86.8

76.2

75.8

85.6

79.0

83.0

81.5

77.1

75.3

78.9

25.9

4.3

26.3

17.3

23.5

85.2

25.1

12.4

15.6

13.2

15.2

 U.K.

Medical science,
dentistry, pharmacy,
health science (61.8)

Science (27.4)
Engineering (11.6)

Law and economics,
etc. (34.2)

Japan (2012)

Science technology-
related fields
(including nursing,
architecture,
mathematics, teacher
education) (71.6)

Engineering (20.1)

Social science (50.7)
Management (48.8)

U.S.A. (2009)

(Note)
 1 The data for the U.S.A. shows the proportion of the degree holders aged between 25 and 39.
 2 The data for France shows the proportion of the current college students.

Japan (2012)

45.2

Medical science,
dentistry, pharmacy,
health science (60.7)

Science (37.1)
Engineering (25.2)

Law and economics,
etc. (48.1)

Germany (2006)

Medical science and
dentistry (80)
Pharmacy (75)

Law and politics (64)
Economics and
management (52)

France (2010)

Medical science,
dentistry, pharmacy,
health science (63.6)

Science, engineering,
agriculture (31.4)

Law and economics,
etc. (48.4)

Korea (2011)

55.3

(The data for each country, except the U.S.A. and France, is based on the “International Comparison of Educational Indicators” (released by the
Ministry of Education, Culture, Sports, Science and Technology).)
(The data for the U.S.A. is based on the materials of the U.S. Bureau of Labor Statistic .)
(The data for France is based on the “Road to the Gender Equality Up to the Higher Education” (released by the Ministry of National Education))

Reference 5 Proportion of women in higher education (undergraduate and junior college)

U.S.A. (2009) Germany (2010) France Korea (2011)

54.9

U.K.(2010)

51.6 38.9

Reference 6  The Proportion of Women in Each Major Field of Study (Department) among Degree Holders

(Source) Closing the Gender Gap:Act Now (OECD)
　　　　　　　　　　　　　　                                        （％）

（Note）Percentage of the labor force population of 15-64 years-old on the job or employment application.

（The data for each country was created based on the “International Comparison of Educational Indicators”
 (released by the Ministry of Education, Culture, Sports, Science and Technology).)

1990 2000 2010

Male

84.8

82.2

77.1

74.9

82.4

79.6

82.5

25.6

5.1


