
Chapter 2.  Examples of the Employees at Private Companies and Local Public 
Organizations, and Their Challenges
Section 1.  Examples of the Employees at Private Companies and Their Challenges

From late January to early March, 2016, the NPA conducted interviews targeting 22 private 

companies, that have worked on issues associated with unbalanced age structure, concerning changes 

in employees by age group and measures for this as well as utilizations of employees over 60. The 

overview of the results is as follows.

1.  Change in the Age Structure of Employees 

Concerning changes over the past decade in rates of employees in each age group, many 

companies saw increases in the age groups of “less than 30,” “40-49” and “60 and above.”  

Meanwhile, employees in the age groups of “30-39” and “50-59” declined in many companies.

Next, the following are the results of interviews concerning age groups whose number of 

employees is larger than that actually required by the company (hereinafter referred to as the “age 

group(s) with a large number of employees,” and age groups whose number of employees is smaller 

than the that actually required by the company (hereinafter referred to as the “age group(s) with a 

small number of employees.”

Increased

Almost the same

Decreased

Less than
30 30-39 40-49 50-59 60 and

above

14 5 14 5 16

5 2 3 4 4

3 15 5 13 2

(Unit: Number of companies)
Table 1 Rate of employees in each age group (Comparison with those 10 years ago)

11 companies 18 companies 4 companies 22 companies

Age group with a
large number of
employees exists

Age group with a
small number of
employees exists

Age group with a
large or small number

 of employees
does not exist

Total number of
companies

Table 2 Existence and inexistence of the groups with many or fewer employees
(Multiple answers)
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2.  Factors that Generated Imbalance in the Age Structure of Employees

Concerning the factors that generated age groups with a large or a small number of employees, 

many companies pointed out a cutback on hiring or mass hiring in the past. Specifically, many 

companies have many employees in their 40s because they expanded recruitment during an economic 

boom called the bubble economy, and have a smaller number of employees in their 30s because they 

curbed new hires during job shortages in a recession.

3.  The Impacts of Imbalance in the Age Structure of Employees

 (1) The impacts of age groups with a large number of employees

Concerning the impacts of age groups with a large number of employees, many companies 

chose “Declining motivation of employees in the age groups with a large number of employees,” 

“Delay in promotion,” and “Inability to carry out systematic personnel assignment.” 

Figure 11 Age groups with a large or a small number of employees
(Multiple answers)

Age groups with a large number of employees Age groups with a small number of employees

Less
than 30

30-39

40-49

50-59

60 and
above

0

0

7

5

2

5

12

2

3

0

(Unit: Number of companies)

17 companies 12 companies 2 companies 1 companies None

Cutback on
hiring in the

past

Mass hiring
in the past

Introduction of the
continuous employment

system, such as the
reemployment system

Reduction in
the number of

employees
Others

Table 3 Factors that generated age groups with a large or a small number of
employees (Multiple answers)
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 (2)  The impacts of age groups with a small number of employees

Concerning the impacts of age groups with a small number of employees, many companies 

chose “Shortage of candidates for promotion and future executive officials,” “Inability to pass 

on skills to the young and mid-level employees,” “Inability to carry out systematic personnel 

reshuffling and assignment,” and “Inability of systematic development.”

0 1 2 3 4 5 6 7 8
(Unit: Number of companies)

Do not see any special problems

Others

Workload increase of age groups other than those with a large
number of employees

Workload increase of age groups with a large number of
employees

Inefficient performance of duties

Inability to carry out systematic development

Declining motivation of age groups other than those with a
large number of employees

Inability to carry out systematic personnel assignment

Delay in promotion

Declining motivation of age groups with a large number of
employees

Figure 12 The impacts of age groups with a large number of employees (Multiple answers)

0 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15
(Unit: Number of companies)

Do not see any special problems

Others

Declining motivation of age groups other than those with a
small number of employees

Workload increase of age groups other than those with a small
number of employees

Inefficient performance of duties

Declining motivation of age groups with a small number of
employees

Workload increase of age groups with a small number of
employees

Inability to carry out systematic development

Inability to carry out systematic personnel reshuffling and
assignment

Inability to pass on skills to the young and mid-level
employees

Shortage of candidates for promotion and future executive
officials

Figure 13  The impacts of age groups with a small number of employees (Multiple answers)
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4.  Measures to Cope with Unbalanced Age Structure of Employees

 (1) Measures to cope with age groups with a large number of employees

Concerning measures to cope with age groups with a large number of employees, many 

companies chose “Utilization of the middle-aged and elderly employees,” “Review on the wage 

system and the personnel system,” and “Strict selection for promotion and grade increase.”

 (2)  Measures to cope with the age groups with a small number of employees

Concerning measures to cope with age groups with a small number of employees, many 

companies chose, “Expansion of mid-career recruitment,” “Utilization of employees over 60,” 

“Promotion of women’s advancement to higher positions,” and “Enrichment of training.”

0 1 2 3 4 5 6 7
(Unit: Number of companies)

Cannot cope with any issues

Others

Personnel cut through encouragement to retire

Expansion of transfer or dispatch to other companies

Fast-track promotion

Outsourcing of business and reduction in scope of business

Utilization of part-time employees

Expansion of the mid-career employment

Utilization of an advanced specialist system

Promotion of women’s advancement to higher positions

Enrichment of training

Strict selection for promotion and grade increase

Review on wage system and personnel system

Utilization of the middle-aged and elderly employees

Figure 14 Measures for age groups with a large number of employees (Multiple answers)

0 1 2 3 4 5 6 7 8 9 10 11 12 13 14
(Unit: Number of companies)

Do not cope with any issues

Others

Personnel cut through encouragement to retire

Expansion of acceptance of transfer or dispatch from other companies

Strict selection for promotion and grade increase

Utilization of the advanced specialist system

Reform of the continuous employment system

Fast-track promotion

Expansion of new recruits

Outsourcing of business and reduction in scope of business

Utilization of part-time employees

Review on wage system and personnel system

Enrichment of training

Promotion of women’s advancement to higher positions

Utilization of employees over 60

Expansion of the mid-career employment

Figure 15 Measures for age groups with a small number of employees (Multiple answers)
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5.  Utilization of Employees Aged over 60

Concerning expectations on employees over 60, many companies chose “Passing on 

knowledge and experience to junior staffs,” “High-level performance making use of knowledge 

and experiences,” and “Steady performance as a person in charge.” Meanwhile, problems include, 

“Maintenance of motivation,” “Promotion of satisfaction with treatment,” “Matching of experience, 

ability and work,” and “Change of employee’s mindset at the age of 60.”

6.  Distinctive Measures at Private Companies

Distinctive measures for unbalanced age structure taken by the private companies subject to this 

survey include the following. It, however, should be noted that no measure alone is effective enough. 

Instead, several measures need to be taken simultaneously.

0 3 6 9 12 15 18 21
(Unit: Number of companies)

No employees over 60

Others

High work motivation

Smooth communication in the workplace

Workplace adviser

Steady performance as a person in charge

High-level performance making use of knowledge and
experiences

Passing on knowledge and experience to subordinates

Figure 16 Expectations for employees over 60 (Multiple answers)

0 1 2 3 4 5 6 87 9 10 11 12 13 14 15 16 17
(Unit: Number of companies)

No employees over 60

Others

Securing of good personal relationships in the workplace

Preparation of duties in charge

Change of employee’s mindset at the age of 60

Matching of experience, ability and work

Promotion of satisfaction with treatment

Maintenance of motivation

Figure 17 Difficulties in utilizing employees over 60 (Multiple answers)
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 (Securing of human resources)

A.  The long-term recruitment plan based on mid- and long-term perspective is set, and almost 

the same number of employees are hired each year so as not to generate unbalance at the 

time of recruitment.

B.  Mid-career recruitment is actively used upon the emergence of an age group with a shortage 

of employees, in cases where the long-term recruitment plan is changed.

C.  There may be cases where not enough employees can be secured only with mid-

career recruitment. Therefore, for instance, highly-motivated and capable female 

employees who were recruited as limited-area employees are promoted to managerial 

posts. In addition, examination to convert part-time employees to full-time employees 

(academic examination→interview within the department→recommendation within the 

department→interview at the HQ) is carried out.

 (Personnel management and development)

D.  Measures are taken to allow employees to improve self-development by disclosing the 

foreign language ability expected of employees and the career path for their promotion 

(“visualization”), and by making manuals for duties and skills.

E.  Posts other than line job categories, such as advanced specialist posts, are newly established, 

and double-track personnel management is introduced in order to maintain the motivation of 

employees who are not in managerial posts.

 (Utilization and motivation maintenance of employees above 60)

F.  Amid the declining labor force throughout society, many things are expected of the 

employees over 60, including the passing on their knowledge and experience to junior staffs 

as well as high-level performance making use of the knowledge and experience. Measures 

have been taken in order to maintain their motivation after reemployment, including transfer 

before retirement to the department to which the employees concerned are to be reappointed, 

promotion of understanding through training relating to new roles after reemployment, and 

reflection of their work performance in treatment after reappointment.
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in Chapter 1 and the administrative service employees in 2014 at the local public organizations, 

both have a peak consisting of mid-level employees (aged 40 to 43) in the personnel structure. 

Nevertheless, the peak of elderly employees disappeared in the local public organizations, and 

employees aged 46 to 57 saw a remarkable decrease. In addition, whereas employees aged 28 to 37 

decreased significantly in the same manner as national public employees, employees aged 27 and 

below increased. The overall average age also lowered. It deems that local public organizations fill 

up vacancies for mandatorily retired employees mainly with new recruits.

Accordingly, personnel structure by age group has levelled off at local public organizations as a 

whole. During this change, however, the number of employees decreased by more than 100,000, and 

the number of recruits has not recovered to the former level. This is largely due to optimization of 

the total number of personnel that local public organizations have worked on. In order to correspond 

to requests to improve service for local residents, each organization has been taking measures 

including: reviews on information and reception service as well as concentration of general duties; 

streamlining of duties through ICT utilization; promotion of outsourcing to private sector; and 

utilization of Specified Local Incorporated Administrative Agencies, designated manager system and 

PFI, and contract employees and part-time employees. In addition some local public organizations 

are consolidated or abolished through mergers of municipal governments.

2.  Examples of a Local Public Organization with Unbalanced Age Structure

This time, the NPA conducted interviews concerning age structure of general administrative 

service employees and measures to optimize it. It was carried out from late January to early March 

2016, targeting six local public organizations, which have distinctive features in terms of personnel 

structure by age group and awareness of issues similar to those of the national government. An 

overview of the results is as follows.

 (1)  Status of personnel structure by age group

Concerning changes in the proportion of each age group over the past ten years, the age 

group of “below 30” increased, accompanied by the recovery of new recruits. The rate of 

the age group of “60 and above” also expanded in many organizations due to the increase of 

reappointed employees. On the other hand, the rate of the age group of “30 to 39” shows a 

decrease in many organizations as a result of a previous cutback on the hiring of new recruits.

Next, regarding age groups whose number of employees is larger than that actually 

required by the relevant organization (hereinafter referred to as “age group(s) with a large 

number of employees”), the age group of “50 to 59” is the largest, followed by the age group 

of “40 to 49.” Meanwhile, regarding age groups whose number of employees is smaller than 

that actually required by the relevant organization (hereinafter referred to as “ age group(s) with 
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a small number of employees”), the age group of “30 to 39” is the largest followed by the age 

group of “less than 30.”

 (2)  Factors that generated unbalanced personnel structure by age group

With regard to factors that generated age groups with a large number of employees, which 

were stated in (1) above, many organizations pointed out mass hiring in the past, such as 

“expanded recruitment during the bubble economy.” On the other hand, “cutback on hiring in 

the past” and “reduction in the number of employees” were cited by many organizations as the 

factors that generated age groups with a small number of employees.

 (3)  Impacts of the unbalanced personnel structure by age group

A.  Impacts of age groups with a large number of employees 

According to replies from many organizations, impacts of age groups with a large number 

of employees include “delay in promotion and pay grade increase” in age groups with a large 

number of employees and those younger than such groups, and “declining motivation” as well 

as “inability to carry out systematic personnel assignment” in these age groups.

B.  Impacts of age groups with a small number of employees

As impacts of age groups with a small number of employees, many companies cited, 

“inability to carry out systematic development,” “shortage of candidates for promotion and 

future executive officials” and “increase in workload” in these age groups. Some organizations 

also pointed out “inability to pass on skills” from mid-level and elderly employees to young and 

mid-level employees, which are small in number.

 (4)  Measures to cope with unbalanced personnel structure by age group

A.  Measures to cope with age groups with a large number of employees

Measures taken for age groups with a large number of employees include “strict selection 

for promotion and grade increase” and “creation of new posts to assign the mid-level and 

elderly employees,” in addition to encouragement for early retirement with the increase of the 

premium rate of retirement allowance for early retirees, and lowing of the age for encouraged 

retirement.

B.  Measures to cope with age groups with a small number of employees

Concerning measures to cope with age groups with a small number of employees, many 

companies cited “expansion of new recruits,” “expansion of mid-career recruitment,” and 

“enrichment of training.” Other measures include “utilization of reappointed employees,” 
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“utilization of part-time employees,” “utilization of fixed-term employees,” “promotion of 

privatization and outsourcing of duties,” “strict selection for promotion and grade increase,” 

“advancement of fast-track promotion,” and “revision of remuneration and personnel system.”

 (5)  Utilization of reappointed employees

Concerning expectations on reappointed employees, many organizations pointed out: 

“passing on knowledge and experiences to junior staffs,” “workplace adviser” and “steady 

performance as a person in charge.” Other expectations include “high-level performance making 

use of knowledge and experience,” “smooth communication in the workplace,” and “high work 

motivation.”

Regarding difficulties in utilizing reappointed employees, on the other hand, “maintenance 

of motivation” was the most popular answer, followed by “matching of experience, ability and 

work,” and “change of mindset of employees at the time of retirement.” Furthermore, “higher 

satisfaction with treatment,” and “securing of good personal relationships in the workplace” 

were also pointed out.

 (6)  Distinctive measures at local public organizations

Distinctive measures for unbalanced age structure taken by targeted organizations include 

the following.

 (Securing of human resources)

A.  Measures taken to fill up the valley in personnel structure include: expansion of mid-career 

employment, for instance through eliminating the age limit for recruitment of experienced 

personnel and mid-career recruitment; and selection and promotion of excellent young 

employees by using the personnel evaluation system.

 (Personnel management and personnel development)

B.  In order to strengthen the expertise of young employees, measures are taken to let employees 

select their own specific expertise at an early stage after recruitment and to make personnel 

transfer based on such expertise.

C.  For reinforcing personnel development at each workplace (OJT), an “OJT leader” 

(basically the head of the team) is assigned in each team so that all the members of the 

entire organization can foster young people. In addition, a “Junior Board” is established in 

each bureau composed of around five newly appointed unit chief-level employees (aged 

around 36 to 40). They examine and implement issues related to policies and organizational 

management of each bureau, and the governor award is given for excellent outcomes.
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D.  With a view to maintaining the motivation of mid-level and elderly employees, posts were 

additionally established to allow these employees to play various roles, including the 

development and instruction of young employees. Moreover, a new category for employees 

in their 50s has been launched in examinations for promotion to unit chief level in addition 

to the conventional categories for employees in their 30s and 40s.

 (Full-fledged utilization of reappointed employees)

E.  In order to utilize reappointed employees as a substantial part of the workforce, efforts have 

been made to assign such employees, regardless of whether they are full-time or part-time, to 

line-personnel positions as much as possible, and to enrich training for these employees.
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