


of personnel and a cutback on hiring new recruits on an ongoing basis. As a result, the current age 

structure of the Cabinet Office and ministries is characterized by an extremely small number of 

young employees, particularly at regional offices. In order to deal with these circumstances, the 

Cabinet Office and ministries have taken labor-saving measures, for instance through streamlining, 

consolidation and digitalization of various duties. Further efforts have also been made to promote 

the outsourcing of tasks/projects to business operators or consulting companies as much as possible. 

In addition to utilizing part-time employees as assistants, a measure has been taken to assign part-

time employees to deal with routine work that used to be handled by young employees. The HQ are 

also allocating part-time employees to engage in duties, particularly secretarial work or routine work, 

taking the place of officers. 

Meanwhile, in the fields of public service with a limited number of employees, the unbalanced 

personnel structure, followed by the outsourcing of tasks/projects as well as the utilization of part-

time employees has been causing a major issue for personnel management. Specifically, young and 

mid-level employees, who are expected to lead each regional office in the future as managers cannot 

accumulate sufficient work experience that corresponds with their ages and lengths of service. 

In addition, it has become difficult to smoothly pass on skills and knowhow, which should be 

accumulated in an organization for the continuity of administration, causing a serious hindrance to 

the implementation of duties.

Accordingly, issues that emerge as a result of the decreasing number of young employees can 

be summarized as follows:

① Concerning the outsourcing of tasks/projects, there is an issue concerning the extent to which

regional offices can outsource the function of administrative execution to private companies

as stated above. From now on, it will be rather necessary to consider the enrichment and

reinforcement of the administrative function while sufficiently being aware of the limit to

outsourcing.

② Issues relating to the personnel management of full-time employees at the Cabinet Office and

ministries include how personnel development needs to be carried out in order to develop the

abilities of young employees and to enhance the expertise and management ability of mid-

level employees in addition to securing new recruits. Furthermore, one other major issue is the

possibility of bringing highly qualified external personnel into the public service, for instance

through mid-career recruitment, with the purpose of addressing the lack of young employees in

the existing personnel structure.

③ In recent years, it has been recognized that part-time employees play indispensable roles in

performing public service. Recently, measures have been gradually taken to introduce the

system of employees in charge of fixed-term duty and to improve their working conditions. In

light of the handling of the total number of personnel in a more flexible manner, the Cabinet

─ 67 ─



Office and ministries are continuously required to check the appointment and treatment of their 

employees as necessary.

3.  Securing Human Resources Commensurate with the Workload

The securing of appropriate personnel commensurate with the workload is fundamental to the 

performance of administrative affairs. As stated in Chapter 1, however, reduction in the total number 

of personnel and cutback on hiring new employees have reduced the number of young employees 

mainly at regional offices, affecting personnel management and performance of duties in various 

ways. The Cabinet Office and ministries are actually striving to reduce the total number of personnel, 

basically through a cutback on the filling of vacant positions brought about by employees who 

retired upon reaching the mandatory retirement age or due to personal reasons except the cases of the 

Ministry of Agriculture, Forestry and Fisheries, and the Hokkaido Regional Development Bureau of 

the Ministry of Land, Infrastructure, Transport and Tourism, which conducted personnel relocation to 

other administrative organs. Since the duties have to be handled with a smaller number of employees, 

the streamlining efforts have been taken, for instance through utilizing part-time employees along 

with the streamlining and consolidation of duties and the outsourcing of business to the private 

sector.

Ceaseless effort is required to streamline administration and duties. On the other hand, it is 

necessary to examine the relationship between the workload and the number of employees in order 

to maintain the performance of administration.

Postwar Development of the Management of the Total Number of Personnel

The Act on Total Number of Personnel in Administrative Organs, which was established in 

1949, stipulates that employees exceeding the total number designated by this Act are recognized 

out of the ceiling in order to streamline administrative organs, which became bloated right after 

the end of the war, and to reduce the number of employees. Based on this, an extensive cutback in 

personnel was conducted, focusing on laborers, in the early 1950s. In the 1960s, the government 

amended the Act every year to include part-time employees, who worked in a similar style to that 

of full-time employees and covered the shortfall of employees at the Cabinet Office and ministries 

after the enforcement of the said Act. In 1961, the Cabinet Decision, “Prevention of Employees 

Excluded from the total number to Work as Full-time Employees” (February 28, 1961) was made, 

and this movement continued until the final measure to include part-time employees in the total 

number was taken in 1962. 

In 1969, the present Act on Total Number of Officials in Administrative Organs (hereinafter 

referred to the “Act on Total Number of Officials”) was established, replacing the acts on 

establishment of ministries that succeeded the Previous Act on Total Number of Personnel in 
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Administrative Organs abolished in 1961. With this replacement, management of the number of 

employees began to be conducted on the entire government basis, while it had previously been 

conducted by each ministry. Then, it became possible to implement the uniform plan for reduction 

of the total number of personnel and redistribute posts according to new administrative demand. 

Owing to this, the total number remained almost at the same level amid the growing administrative 

demand during the rapid economic growth. Furthermore, up to today, measures have been 

taken to streamline the total number with a view to promoting administrative downsizing, while 

measures have been taken to secure the appropriate number of national public employees for the 

growing administrative demand to meet needs in the active social economy. Recently, 13 ceiling 

streamlining goals were planned and work is being done to achieve them from FY 2015 to FY 

2019 in accordance with “Policy Concerning the Structure and Ceiling Management of National 

Administrative Organs” (Cabinet Decision on July 25, 2014). During this period of time, the total 

number of national administrative organs has consistently decreased since FY 1967 except for the 

increase following the return of Okinawa to Japan in 1972 and the establishment of new medical 

universities in the late 1970s.

Particularly since the restructuring of the central government ministries in 2001, the number of 

national public employees has rapidly decreased due to the changing of the national implementing 

organizations into the incorporated administrative agencies and the launch of Japan Post (in April 

2003; followed by privatization in October 2007); the incorporation of national universities (in 

April 2004); the abolition of the Social Insurance Agency (in December 2009; followed by the 

founding of the Japan Pension Service in 2010); and measures such as the plan for a net reduction 

in the total number of personnel (from FY 2006 to FY 2010) and a cutback on the hiring of new 

recruits (from FY 2011 to FY 2013).

Compared with the number of national public employees 10 years ago (in 2009), those under 

the Remuneration Act decreased by about 35,000 (from 289,949 in 2005 to 254,781 in 2015) 

(based on the actual number); and among them, the number of employees subject to Admin (I) was 

reduced by about. 28,000.

Section 2.  Issues and Measures Relating to Personnel Management
Including measures for issues as stated in the previous section, the Cabinet Office and ministries 

have taken measures for personnel management, as stated in Chapter 1, such as the securing of new 

recruits and utilization of mid-career recruitment and reappointment. This section presents issues 

that HQ and regional offices face when carrying out personnel management. In addition, the aim of 

this section is to raise various problems that can be thought of at present in order to help the Cabinet 

Office and ministries as well as ministries responsible for the systems to consider measures for each 

issue in the future.
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1.  Issues Concerning the Securing of Diverse Human Resources Required in Public Service

As stated in Chapter 1 and Chapter 2, private companies and local public organizations, with 

which the NPA conducted interviews, as well as the national government, pointed out that problems 

at the time of employment such as mass employment and a cutback on hiring are factors in the 

generation of peaks and valleys in the personnel structure of organizations. These peaks and valleys 

have affected business continuities, including passing on skills and knowhow in organizations. 

Furthermore, this situation has led to some major problems in personnel management including 

difficulty in securing personnel quality, lowered motivation due to hard work, and hindered personnel 

development. In the worst-case scenario, it may lead to young employees’ separation from service.

 (1)  Establishment of a mid-and-long term vision

Administrative organs need to secure diverse personnel, who are expected in public service 

in a planned and stable manner in order to properly deal with administrative requirements. To this 

end, the Cabinet Office and ministries are required to project the employees’ personnel structure 

and human resources needed in public service in 10 or 20 years’ time. Based on the projections, it 

is necessary to establish a mid-and-long term vision for personnel management with an eye toward 

personnel development, and to make efforts to secure human resources with personnel strategies not 

focusing on recruitment for the present.

Specifically, it is important for the Cabinet Office and ministries to take measures to encourage 

excellent students to take an interest in public service by presenting career paths in accordance with 

the rough number of new recruits and their profile for the mid-to-long term as well as expertise after 

employment.

 (2)    Enhancement and dissemination of attractiveness of public service seen from young 

employees

As mentioned in Chapter 1, students, particularly applicants for the examination for General 

Service, are becoming more locally-oriented amid the decrease in the number of children, making it 

difficult to hire employees at HQ from areas other than Tokyo. Additionally, at a regional office level, 

there is a stronger tendency for students to give priority to finding jobs at local public organizations 

with a smaller chance of job relocation because they do not like relocation. Moreover, young people 

do not have a concrete image about national public service. They also consider that national public 

employees chronically work long hours due to the insufficient total number of personnel and lack 

of working-style reform. Consequently, it is now difficult to secure human resources amid the 

intensifying competition with private companies and local public organizations to secure human 

resources. Under such circumstances, effective measures should be taken.

It is important to reform working styles and to improve the work environment as stated in this 
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Section 3 in order to secure diverse human resources that are needed among public employees. 

Together with this, it is necessary to enhance and disseminate the attractiveness of public service. It 

is also essential for the Cabinet Office and ministries to take a new look at the attractiveness relating 

to working style, job content, and career path of national public servants from young people’s point 

of view, and to work on public relations more actively than ever to provide young people with a 

concrete image. The NPA endeavors to widely grasp the current situation of the source of human 

resources to public service and analyze students’ awareness about public service employment as 

well as its attractiveness and the working style of national public employees compared with those 

of private companies and local public organizations. Additionally, in partnership with the Cabinet 

Office, ministries and universities, the NPA extensively offers and actively utilizes opportunities 

for awareness raising and recruitment. On such occasions, due to the importance of securing human 

resources at regional offices, the NPA works with its regional bureaus (office) to actively promote the 

enrichment of meetings with universities, develop networks with university professors and reinforce 

relationships with them, and take new measures targeting students. The NPA intends to continuously 

enrich and reinforce activities to attract young people at each regional bureau (office) in collaboration 

with branch offices of other ministries. Moreover, the NPA desires to further improve public relations 

activities, for instance by taking advantage of social networking services (SNS) to approach students, 

who are used to obtaining information by using various media, with an eye toward expanding the 

range of students who are interested in becoming national public employees. 

Furthermore, it is essential to reinforce activities to attract excellent women to take the 

recruitment examination for national public employees in order to steadily increase the number of 

female recruits. The NPA has taken various measures, including hosting seminars and explanatory 

meetings, to attract more motivated women to public service, and it desires to continuously approach 

women through various activities to secure human resources in partnership with the Cabinet Office, 

all ministries and universities. In addition, it also seems effective to reform working styles, to 

improve the work environment, and to disseminate its attractiveness. Additionally, from FY 2016, 

the contents of Examination for Comprehensive Service in the “politics/international relations” 

division have been reviewed with a view to extensively recruiting competent personnel from areas 

of expertise that have not been common among recruits. The NPA will continue to take necessary 

measures to help secure human resources that can respond to complicated and diverse administrative 

issues. With regard to the rate of female students by major at university, particularly those majoring 

in engineering have only a small share. Therefore, it should be noted that there is actually a limit 

to the increase of female applicants for national public employees. Hence, the entire government 

is required to take measures to enable female high school students to decide their courses after 

graduation with an eye toward career choice in the future. 

Additionally, it is necessary to properly foster appointed female employees so that they can 
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be active in a wider arena and to offer flexible and diverse working experiences taking life events 

into account. Under such circumstances, the NPA will continue to make efforts to promote women’s 

advancement to upper posts, for instance through providing them with opportunities to develop their 

ability to perform duties and to manage at training courses designed for female employees. 

 (3)  Utilization of the Recruitment Examination for Experienced Personnel

The Cabinet Office and ministries will continue their personnel management based on recruiting 

new graduates and developing them within each organization. Nevertheless, in order to deal with age 

groups that form the valley in a personnel structure due to a cut back on the hiring of new recruits, 

the Cabinet Office and all ministries may need to properly position mid-career recruitment in their 

recruitment plans and to try to expand it. In fact, however, mid-career recruit are not positioned 

as an important source to supply human resources in their personnel recruitment and development 

plans of the Cabinet Office and ministries. Additionally, in general, it is not widely acknowledged 

that there is a chance for people who have worked and gained experience in the private sector 

to be recruited as national public employees through mid-career recruitment. Hence, another 

issue is that the Recruitment Examination for Experienced Personnel does not attract a sufficient 

number of applicants who meet the demands of the Cabinet Office and ministries. Therefore, it is 

critical that the Cabinet Office and ministries make the Recruitment Examination for Experienced 

Personnel widely known to targeted human resources as one of the routes to become a national 

public employee. In partnership with the Cabinet Office and ministries, the NPA will efficiently 

secure human resources, for instance through understanding the areas in which the Cabinet Office 

and ministries need personnel and then providing information on the Recruitment Examination for 

Experienced Personnel to such human resources. In doing so, the NPA will actively communicate 

the attractiveness of working as national public employees. In addition, in order to recruit competent 

personnel from the Recruitment Examination for Experienced Personnel, it is necessary for the 

targeted people needed by the Cabinet Office and ministries to recognize that this examination is 

linked to recruitment. Accordingly, it is essential to constantly secure a certain number of recruits. 

The NPA will encourage the Cabinet Office and ministries to steadily hire mid-career recruits by 

utilizing the Recruitment Examination for Experienced Personnel.

Furthermore, since it is difficult to apply a conventional career path, which has been designed 

mainly for new graduates from university or high school, to the mid-career recruits, the organizations 

to hire them may find it hard to manage such personnel after recruitment. It is also a problem for 

mid-career recruits that their career paths are not clear. Therefore, the Cabinet Office and ministries 

are required to deploy mid-career recruits taking into account their work experience and expertise 

and then to prepare appropriate career paths for them, which are different from that for new recruits, 

in accordance with their ability and aptitude.
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In the training course targeting mid-career recruits carried out just after their appointment, 

the NPA seeks to thoroughly raise the level of the knowledge about service discipline, which 

is demanded as “a servant of all citizens” and ethics awareness as a public employee for the 

purpose of cultivating a sense of mission as such a servant. In addition, this training course will 

give opportunities at an important milestone one year after their appointment, to share their 

experiences or concerns with other mid-career recruits in a similar situation beyond the boundary 

of their organizations, and these opportunities will contribute to their settlement in organizations 

and enhancement of their motivation. Therefore, the NPA will study the ideal style of the training 

designed for mid-career recruits at each important point.

Measures Taken in Other Countries to Secure Human Resources

While the securing of human resources is an important issue for any country, distinctive 

measures taken in the USA and Germany are introduced here.

1.  Measures to make the public service more attractive (the USA)

One of the main measures is to offer higher remuneration to employees at the time of 

appointment based on their expertise or experience, or to cover some student loans up to a certain 

amount. Students have a great interest in this incentive. 

Recently, a track for the students, who completed the programs in the areas of science, 

technology, engineering and mathematics (STEM), was set in 2014 in the “Presidential 

Management Fellows Program,” which is to secure excellent graduates of graduate schools. It 

enables the hiring of experts in the areas of STEM, where a shortage of human resources is serious. 

This makes it easy for each department to find candidates for future leaders in the areas of STEM. 

It is also expected that the program will allow students to easily find a job to fulfill their abilities in 

the federal government.

2.  Measures for total number of personnel to duplicate personnel assignment (Germany)

As a measure to employ a successor before the retirement of a predecessor, under the system 

of the total number of personnel, the additional capacity with conditions “to be abolished” (künftig 

wegfallend) is utilized. Since FY 2016, the additional capacity pool has also been introduced 

(with 500 employees as the additional capacity to be abolished in the entire federal government). 

Benefits of this measure include that new recruits can be hired before the mass retirement of elderly 

employees, who form a peak in the personnel structure; that one more employee can be assigned to 

a single post on a temporary basis as a tool to pass on knowhow; and that a continuous increase in 

the total number of personnel can be prevented by using this pool.
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Besides, discussion is also carried out on relaxation of appointment requirements of employees 

as candidates for executive officials. Easing of the requirements, however, may lower public 

service quality. Therefore, coordination seems to be carried out to partially relax the requirements 

exclusively for job categories, for which it is extremely difficult to secure human resources.

2.  Issues Concerning the Development and Utilization of Employees

In order to develop employees with the ability and quality necessary as administrative officials 

in accordance with each position level, personnel authorities need to focus on how individual 

employees should be developed, to systematically assign employees in accordance with their ability 

and aptitude, to offer diverse opportunities for work in a planned manner, and to enhance employees’ 

expertise. In addition to fostering employees through these job experiences, it is also necessary to 

properly develop human resources by increasing the employees’ motivation to voluntarily improve 

their ability and by effectively integrating with opportunities to take part in training courses at each 

important point.

 (1)  Personnel development in the workplace

The development of employees is carried out basically in the workplace. Measures need to 

be taken to steadily implement necessary development of young employees with increasing the 

motivation of them for work through systematic personnel assignment based on employees’ ability 

and aptitude as well as development methods taking into account their natures. In addition, it is also 

necessary to take measures to allow managerial personnel to acquire experience in management. 

As stated in Chapter 1, some ministries try to assign personnel more flexibly to develop the 

ability of employees, or present a career path to each employee with the aim of enhancing their 

motivation or develop them in a planned manner. 

Managerial personnel need to grasp employees’ ability and aptitude and to offer guidance and 

advice as necessary by conducing personnel evaluation. In addition, for the purpose of personnel 

development, it is critical that bureaus and departments in charge of personnel management develop 

an image of career path based on the personnel structure and future needs for each job category and 

workplace, and to systematically allocate personnel based on such an image.

With this regard, the NPA makes efforts to expand opportunities for training focusing on 

the enhancement of employees’ management ability in order to cover reduced opportunities to 

experience management in the workplace. For instance, the NPA offers chances to consider the 

management of duties and employees in joint training among the Cabinet Office and ministries 

targeting the unit chiefs at regional offices. In particular, the NPA intends to expand opportunities 

and promote the utilization of the short-term training, in which young and mid-level employees can 

participate in intervals between works.
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 (2)  Enrichment of training

Amid an increasingly severe environment for managing the public service due to the 

streamlining of a total number of personnel and changing socioeconomic circumstances, it has 

become difficult to develop employees only with the conventional method to implement their duties 

at each workplace. Consequently, training, as an opportunity to enhance abilities away from their 

workplace with employees from other ministries, has come to play a more important role.

With an aim of supplementing personnel development through the implementation of duties, 

the NPA intends to provide young employees with opportunities for awareness that help them to 

develop flexible thinking; and to steadily carry out training courses to cultivate professional ethics 

as a servant of all citizens. In addition, the NPA will improve the curriculums of training courses 

designed to enhance the abilities to manage duties and people, including the training for the unit 

chiefs at regional offices as mentioned above in (1).

Young people especially tend to have difficulty in finding and learning something on their 

own. In consideration of this nature, it is significant to gather employees with a similar degree of 

experience in different workplaces at milestones to recognize their roles which they are required to 

play as national public employees beyond the boundaries of the Cabinet Office and ministries. It is 

also important to motivate them to develop and improve their abilities for the future. The NPA also 

intends to offer Administrative Training, which is designed for the employees who are expected to 

play a central role in managing the administration of the Cabinet Office and ministries, at a more 

fine-tuned timing.

In addition to this, the NPA will steadily improve training courses beginning with those that 

are ready, which are required to promote various personnel policies in partnership with the Cabinet 

Office and ministries, including training courses to promote the advancement of female employees to 

upper posts as stated in this section 2-1-(2), training courses for mid-career recruits as stated in this 

section 2-1-(3), and support for measures to maintain the motivation of reappointed employees to be 

explained later in this section 2-5-(2).

 (3)  Enlargement of the opportunities to participate in training courses

In order to develop employees with the ability and quality necessary as national public 

employees in accordance with each position level, it is basically required to systematically offer 

them diverse working experiences that are commensurate with the employees’ ability and aptitude, 

and to develop personnel through such working experiences, while supplementing this with effective 

integration with training away from their workplace at milestones.

On the other hand, as stated in Chapter 1, the Cabinet Office and ministries do not have enough 

room in personnel management to provide their employees with necessary training opportunities to 

improve their ability and quality as national public employees because they are too busy with their 
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work. In consideration of a mid- and long-term impact brought about by personnel management, 

measures should be taken to secure employees’ opportunities to participate in training courses, for 

instance through setting the mandatory number of days per year to participate in training courses.

 (4)  Development and utilization of personnel through diverse experiences

From the viewpoint of personnel development of employees, it is also significant to develop 

the ability of each employee through offering them diverse experiences in and out of public service. 

One of the methods to achieve this is to expand opportunities to transfer employees to other 

ministries, local public organizations and incorporated administrative agencies, or to dispatch them 

to private companies through Personnel Exchange between the Government and the Private Sector. 

Furthermore, it is important to secure chances for employees to study abroad by utilizing the Long-

term Overseas Fellowship Program to develop personnel who can respond to globalization. It is 

also critical that the Cabinet Office and ministries increase opportunities to dispatch employees to 

international organizations.

The motivation of each employee can be strengthened by actively utilizing employees’ 

abilities and experience in and out of public service. From such a perspective, it is important to 

expand chances as stated above, for instance in the areas of international cooperation, international 

standardization and regional revitalization.

Measures Taken in Other Countries to Pass on Knowledge

In the UK and USA, which have already undergone a period of employees’ mass retirement, 

and in Germany, where such a period is expected to come in the future, the following measures are 

taken to pass on knowledge due to the anxiety of losing knowledge from experience as a result of 

mass retirement. Meanwhile in France, it is considered that the knowledge and knowhow required 

for duties should be acquired at organizations responsible for recruitment, development and 

training of public employees. Therefore, no special measure is taken to pass on knowledge from 

one generation to another.

1.  Inheritance of knowledge from experience in pairs of veteran and young employees (UK)

Although the promotion of IT for duties is very advanced in the UK, IT cannot be applied 

to some duties that require the knowledge and experience of veteran employees. Therefore, 

the passing on knowledge and experiences, which is important for the continuity of duties, is 

considered to be one of most major problems. To address this issue, some departments try to pass 

on the experience and knowhow of employees who are on the brink of retirement or those who are 

not completely retired but are working for a short time as partial retirement employees by pairing 

such an employee with a younger employee.
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2.  Development of successors through phased retirement (the USA)

The phased retirement has been introduced since 2014, with an aim of ensuring the passing on 

of knowledge from expected retirees to young employees who are likely to succeed to the positions 

of expected retirees. Under this system, employees who are entitled to voluntarily retire and have 

necessary knowledge and experiences that should be kept in the organization continue to work 

for 20 hours a week on a part-time basis while preparing for retirement at the same time. They are 

required to spend at least 20% of the 20 hours on guidance and training to pass on knowledge. 

Additionally, mentoring for young employees is also utilized as a method to pass on 

knowledge.

3.  Measure to pass on implicit knowledge (Germany)

In Germany, all the federal ministries have been required to establish measures to pass on 

knowledge by mid-2015. For instance, the Federal Ministry of Finance develops an age structural 

map (Alterslandkarte), annually grasps and analyzes knowledge that should be passed on, and 

identifies measures that should be taken to pass on such knowledge. Measures to pass on knowledge 

include storage of the knowledge on the intranet, temporary assignment of multiple employee to 

a single post, and preparation of documents for passing on knowledge that include information on 

unsolved issues and personal networks.

The knowledge from experience and knowhow that should be passed on include 

undocumented and implicit knowledge about specific persons, network, communication channels 

and common practices in addition to knowledge relating to expertise, techniques and specific 

circumstances. In addition, in key positions that require such knowhow, such as a post to serve as a 

coordinator, knowledge is passed on via a moderator called a relay of knowledge.

3.  Issues Concerning Reforms of Working-Styles and Improvement of Working Environments

Reforming working-styles and improving working environments are urgent challenges to 

be addressed from the viewpoint of making the most of employees’ ability amid limited human 

resources, promoting their efficient performance of duties, increasing the attractiveness of working in 

public service, and securing competent personnel. Promoting work-life balance will help to prevent 

mental health disorder and young employees’ separation from work, and will contribute to the 

promotion of women’s activity in public service. 

 (1)  Improvement of working environment through the work-life balance support system

With an expected increase in the rate of female employees in the future, it is necessary to 

realize a working-style that allows employees taking care of their children to develop themselves as 

core personnel in the workplace without giving up their career development due to childcare. It is 

─ 77 ─



necessary to encourage the creation of a working environment that enables employees responsible 

for childcare to easily utilize work-life balance support systems, such as childcare leave. Moreover, 

it is required to consider the improvement of support to enable employees to smoothly execute duties 

after returning from childcare leave as well as the style of career development of the employees 

in charge of childcare. Furthermore, it is necessary to encourage male employees to participate in 

childcare and to use work-life balance support systems, for instance through providing opportunities 

to consider the utilization of the work-life balance systems by both husband and wife together so as 

not to impose too much burden for childcare on female employees.

The number of employees, both men and women, who are responsible for caring for their 

parents as well as their children will increase in the future. Therefore, it is necessary to create an 

environment in all workplaces in public service so that employees can continue their career without 

feeling guilty about time and place restrictions. In doing this, efforts should be made to realize a 

flexible working style, including the introduction of telework and utilization of the flexible working 

time system, at as many workplaces as possible. 

In order to allow supportive measures for balancing work and family life to work sufficiently, 

it is critical to publicize the system itself and its utilization method, and to develop a consultation 

system for employees along with the development of the system. Many employees who are caring 

for their parents, in particular, do not let their superior or colleagues know about the situation. 

Hence, it is necessary to actively publicize the caring service and the support system for balancing 

work and caregiving, for instance through holding seminars, and to offer an opportunity for detailed 

consultation about work-life balance.

Moreover, in order to actually utilize the work-life balance support system it is also necessary to 

develop a smooth covering system to have other employees take over tasks which cannot be handled 

by those who are caring for their parents. 

In April 2016, the NPA launched a system to facilitate procedures for open application and 

recruitment of personnel to substitute employees who take childcare leave right after maternity leave. 

Aiming at promoting the utilization of the work-life balance support system, the whole government 

needs to work on expanding the limitation of total number of personnel in accordance with the 

acquisition state of maternity leave, and promoting the utilization of various systems for substitute 

personnel, such as fixed-term employees.

Also concerning the nursing care-related system, it is conceivable to consider the new system to 

secure necessary substitute personnel based on the situation surrounding employees who are nursing 

their parents and the needs of the Cabinet Office and ministries.

Furthermore, managerial personnel’s way of thinking needs to be changed to create an 

employee-friendly working environment. To this end, the NPA will continue to steadily carry out 

the training to offer opportunities to raise managerial personnel’s awareness of making the working 
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environment more friendly to female employees. Additionally, private companies are taking various 

measures to assist the system to support work-life balance, for instance through the utilization of 

unused paid leave. It may be effective to refer to such measures.

Especially in improving the working environment where female employees can work actively, 

it is crucial to prevent maternity harassment, which harms the working environment by speech or 

behavior relating to utilization of the systems for pregnancy, childbirth, and childcare and sexual 

harassment, which victimizes female employees in most cases. Accordingly, it is essential to take 

measures against harassment, including what is called power harassment.

 (2)  Review on the practice of working long hours

To correct the practice of working long hours is an important issue in order to maintain 

employees’ health condition and to promote work-life balance. Each employee as well as managerial 

personnel need to be strongly aware of the necessity of correcting the practice of working long hours 

and to take measures to reduce overtime work spontaneously and continuously.

To be specific, it is necessary to continuously promote management of working hours, such 

as ordering overtime work in advance based on a careful examination of the necessity for overtime 

work, simplification of the decision-making process, and rationalization and streamlining of duties. 

In promoting these measures, the initiative taken by managerial personnel is critical together with 

employees’ active involvement. Therefore, it is required to change managers’ awareness and to 

improve their management ability. Additionally, in the “Attitude Survey Concerning Overtime 

Work,” which the NPA conducted in 2014 targeting national public employees in regular service, a 

high ratio of replies concerned on insufficient allocation of employees (subordinates) considering the 

workload at the present section, and a shortage of manpower during the peak season. In light of these 

results, efforts should be made for flexible personnel allocation, including setting the limit of the 

total number of personnel to match the workload, levelling off of work volume, and optimization of 

personnel allocation between HQ and regional offices. 

Constantly doing overtime work is detrimental to employees’ health and may lead to long-term 

sick leave. Therefore, it is necessary to pay adequate attention, particularly to the health maintenance 

of the employees who often work overtime, for instance by thoroughly providing them with physical 

checkups and face-to-face guidance. It may be worth studying the necessity of introducing interval 

regulation, which regulates the shortest length of interval from the time to finish work till the time to 

start work again, and the upper limit of overtime work while ensuring proper management of public 

service.

In order to correct the practice of working long hours, it is also significant to encourage 

employees to take paid leave in addition to shortening daily work hours. Even busy departments 

should promote the acquisition of paid leaves for instance through using a schedule chart and sharing 
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information among employees, aiming at improving the environment to enable the employees to take 

paid leave at least once a month.

 (3)  Promotion of creating a friendly working environment 

In interviews with personnel authorities of the Cabinet Office and ministries, and the survey 

targeting employees, the opinion was found that unbalanced personnel structure by age group 

makes communication at the workplace difficult and becomes an obstacle to performing duties and 

passing on skills. A good personal relationship in the workplace can be brought about by creating 

a workplace, in which employees can talk to and consult with each other, and share information 

even among employees with different backgrounds and maintain their mental health. Among the 

efforts relating to aggregation and analysis of each group, which is designated as an obligation in 

the stress check system the challenges to be addressed include the activation of communication 

in the workplace, and the creation of a working environment that helps to maintain and promote 

mental health, such as review of the practice of working long hours and the method to perform duties 

(including the support system and grant of proper discretion).

It is important to publicize the “Counseling Offices for Mental Health Care,” where employees 

who worry about personal relationship in the workplace can consult with experts anonymously. 

In addition, it is also critical to promote alliance with consultants for sexual harassment and the 

consultation service office at the Cabinet Office and ministries to deal with employees who express 

concern about their mental health, among employees who worry about sexual harassment or power 

harassment.

Concerning return to work of employees who took sick leave or administrative leave due 

to mental disorder, it is necessary to publicize and raise awareness of the way to deal with such 

employees, including improvement of the communication system between the employees and 

workplace during the treatment period. It may also be required to promote the care given by the 

direct superior to the employee concerned after their return to work.

The NPA offers training programs to enhance communication ability, for instance through 

providing communication techniques for superiors to develop subordinates at the mentor 

development training. Personnel authorities of the Cabinet Office and ministries also need to 

reinforce measures to offer such a development opportunity on their own initiative. 
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Measures Taken by Other Countries to Improve Working Environments

In the UK, the USA, Germany and France, diverse and flexible working patterns have been 

introduced, including a short-time work system, flexible working time system, telework, and job 

sharing, in order to allow employees to continue their career while keeping a balance between work 

and family life at various life stages such as for childcare and nursing care. Establishment of these 

flexible working patterns may also help to secure human resources in the young generation, which 

emphasizes work-life balance, and to increase employees’ motivation.

In the UK, for instance, flexible working patterns are generally utilized, and 25% of all the 

government employees are working short hours by utilizing some system. Similarly, in Germany, 

where flexible working patterns are generally utilized, the short-time work system for managerial 

and executive officials is also promoted. Whereas some ministries have no employees at the rank 

of division director and above who work short hours, some ministries actively utilize the short-time 

work system, like a ministry where 23% of managerial and executive personnel work short hours.

In Germany, the flexible working patterns are widely utilized in this way. On the other hand, 

the country needs to address such issues as fostering a sense of unity in a division, securing 

communication, fair sharing of duties, fair evaluation, and increasing the importance of the 

management ability of managerial personnel more than ever.

4.  Issues Relating to Maintenance of Organizational Vitality

As described in Chapter 1, there is a concern that extended length of service and delay in the 

pace of promotion of young and mid-level employees mainly at HQ has undermined the vitality in 

the entire organization. In addition, in order to deal with the personnel structure with an extremely 

small number of young employees, which is typical in regional offices, part-time employees are 

often assigned to cover routine work which used to be handled by full-time employees because of 

the limited total number of employees. Under such circumstances, the right personnel at the right 

place based on capability and performance needs to be promoted in order to maintain efficient and 

dynamic public organizations.

 (1)  Promotion of personnel management based on ability and performance

In order to address the issue that extended length of service has delayed promotion and 

undermined the vitality of the entire organization, it is important for the Cabinet Office and 

all ministries to boost the morale of employees through shifting from personnel practice over-

emphasizing age and years of experience to personnel assignment, promotion management and 

treatment based on ability and performance, including an accelerated promotion of excellent young 

employees on the basis of properly demonstrated abilities. To be more specific, measures need 

to be continuously taken, including : to correctly understand individual employee’s ability and 
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performance through personnel evaluation and to put in place the right personnel at the right place; 

to correct the personnel practice of frequent personnel transfer and replacement and strengthen 

employees’ expertise while promoting ability development; to eliminate promotion based on the 

employees’ seniority and to promote excellent personnel while not allowing an employee without 

sufficient management ability to take a managerial post in the line job category; and to more strictly 

verify the awareness and ability relating to organization management in addition to policymaking 

ability, especially when promoting an employee to division director level and above at HQ. 

With regard to the promotion management of employees, it is important to promote double-track 

personnel management, which offer a route to treat an employee as a specialist in accordance with 

each employee’s aptitude in addition to treating an employee as a managerial official in the line job 

category. 

 (2)  Utilization of specialized staff posts

It is effective to utilize highly specialized staff posts for the purpose of efficiently and effectively 

working on various administrative issues, which have become more complicated and sophisticated. 

At present, due to the extended length of service, the specialized staff posts are assumed by 

employees just prior to retirement at the mandatory retirement age at the Director-General level 

or the Deputy Director-General level at HQ subject to the Salary Schedule for Designated Service 

and those at the Division Director level at HQ subject to the Admin(I). Such a personnel practice, 

however, is not necessarily desirable. 

It is necessary to make employees, who are motivated toward a career path and ability as 

specialists, aware that the government has a policy to nurture them as specialists starting from an 

early stage, including young employees, and to actually develop them as such. For that purpose, 

the system to execute administrative services needs to be revised so that specialized staff can 

properly play a role necessary for policymaking. In addition, it is also worth considering a career 

path in order to develop and utilize specialized staff with a particularly high level of expertise that is 

internationally viable.

 (3)  Treatment of part-time employees

If it is really true that part-time employees constantly cover routine work which used to be 

handled by full-time employees, it is proper to assign full-time employees to such duties. On the 

other hand, it is also important to secure a proper working environment that enables part-time 

employees playing such a role in the field of public service to work with high motivation similar to 

full-time employees.

With regard to the remuneration of part-time employees, the Remuneration Act stipulates 

that the head of each agency must provide remuneration within the budget in consideration of the 
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balance with the remuneration of full-time employees. In response to this, the NPA issued guidelines 

concerning the remuneration of part-time employees in August 2008. The guidelines provide the 

policy that the basic remuneration is decided based on the monthly salary of full-time employees, 

who are responsible for similar duties, and also present the policy concerning the payment of various 

allowances. The NPA will continue to provide adequate guidance so that the Cabinet Office and 

ministries can treat part-time employees appropriately in accordance with their duties. 

Measures Taken in Other Countries to Maintain Employees’ Motivation

In the USA and Germany, it has become an issue how to maintain the motivation of employees 

as a whole and to improve the vitality of organizations in response to aging and the reduced number 

of employees. Meanwhile efforts have been made to maintain employees’ motivation focusing on 

the young generation in the UK and elderly employees in France. In any of these countries, it is 

important that managerial personnel in charge of personnel management show management ability 

and leadership in the workplace where the number of employees is decreasing and the aging of 

employees is promoted. 

1.  A measure to increase satisfaction level in the workplace (the USA)

Under the initiative of the White House, efforts have been made to reinforce Employee 

Engagement (employees’ devotion, endurance, efforts and participation toward workplace and 

duties [hereinafter referred to as “Employee Engagement”]) based on the idea that reinforcement 

of Employee Engagement is helpful to maintain employees’ motivation and improve performance. 

The Office of Personnel Management (OPM) conducts an individual attitude survey targeting all 

employees concerning employees’ satisfaction level with their work and workplace, and utilization 

of opportunities to develop ability such as training, and a system to maintain work-life balance. 

The OPM compiles and indexes results for each division and offers feedback to managers. 

The managerial personnel utilize this data to raise the employees’ motivation, for instance by 

understanding the employees’ recognition of their superiors’ leadership, career development and 

working environment, and by developing a personnel management strategy in accordance with the 

employees’ demands. Moreover, responsibility for Employee Engagement is integrated into the 

operation plan or evaluation items for performance evaluation of Senior Executive Service (SES) 

so that the entire government can work together to reinforce Employee Engagement. 

Moreover, it has been conventional for employees to get promoted as an expert in one area 

making use of their expertise. This idea, however, has changed over time. Employees in their 20s 

and 30s, who are called Millennials, tend to have a strong desire to acquire the ability to tackle 

complicated issues by accumulating extensive experience and knowledge in various positions
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instead of getting promoted in a linear manner by engaging in the same duty for a long time and 

making use of their expertise. Therefore, a measure is taken to increase the employees’ motivation 

through promoting transfer within the ministry or across ministries.

2.  A career path not limited to a longitudinal one (Germany)

Amid the aging of employees, the posts of managerial and executive officials are limited, 

and it has become difficult to continue the vertical career path. Consequently, a range of measures 

have been taken to maintain and enhance employees’ motivation, for instance through offering 

opportunities to develop abilities in accordance with the request of each employee, appointing 

employees as experts or project leaders, encouraging employees who remain at the same post for 

a long time to transfer to another post, superiors’ providing of feedback about the performance of 

their subordinates, and conducting interviews with subordinates on a regular basis.

3.  Change of the area of expertise after employment (UK)

Employees conventionally continued to work in the same area of expertise and remained in 

the same place of employment from their start of employment through retirement. On the other 

hand, many of the young generation today desire to change the field of expertise and place of 

employment. In response to this, a measure has been taken in the public service to enhance the 

motivation of the young generation by allowing the employees at the unit chief level and below, 

which do not require so much expertise, to change their area of expertise.

4.  Support by specialists for career development (France)

Each ministry has career mobility advisers, who conduct interviews with individual 

employees in accordance with their requests and provide advice about career development. This 

service targets all employees, but middle-aged and elderly employees in particular are encouraged 

to have interviews with the career mobility adviser in order to maintain their motivation. The 

advisers provide employees with advice about career path, encourage them to express desire to be 

transferred and offer guidance about how to create resumes and the documents stating reasons for 

their applications to be used for open recruitment application in addition to offering instruction on 

interview techniques.

5.  Issues Relating to the Utilization of Reappointment

Taking into account that the starting age of pension payment will be raised to 65 in the future, 

as stated in Chapter 1, many ministries consider it necessary to make reappointed employees to 

steadily perform duties as they did before the mandatory retirement age through engaging in the core 

and real work while maintaining motivation at the same time. On the other hand, according to these 

─ 84 ─



ministries, issues relating to full-fledged use of fulltime reappointed employees include: the change 

of mindset of employees at the mandatory retirement age; maintenance of their motivation; matching 

of experience, abilities and jobs; and personal relationships in the workplace. In order to address 

these issues, it is important to check the ability and aptitude when reappointing employees and to 

maintain their motivation in addition to taking the transitional measure for the necessary number of 

personnel to secure a certain number of new recruits.

 (1)    Measures in the system of total number of personnel aiming at full-fledged utilization of 

full-time reappointed employees

According to an interim measure for the connection between employment and pension, 

those who want to be reappointed are basically reappointed to a full-time government position. In 

fact, however, a certain rate of reappointed employees are employed on a part-time basis against 

their wishes and engage in complementary duties. Nevertheless, the current personnel structure, 

particularly that of reginal offices, has an extremely small number of young employees, as well as 

mid-level employees in some organizations, and a large number of employees are expected to retire 

in 20 years from now. This causes concern about the loss of skills and knowhow in the administrative 

field that have been accumulated by elderly employees over time. Therefore, the passing on of 

such skills and knowhow to the mid-level and young employees has become an issue to maintain 

administrative continuity. Under such circumstances, it is essential to fully utilize the abilities and 

experience of reappointed employees in executing duties through realizing reappointment mainly 

on a full-time basis like private companies. The current practice of reappointment as supplementary 

measures may aggravate the issues, such as a decline in public service efficiency and employees’ 

morale as well as the inability to earn income necessary for their lives.

In addition, with the stepwise raising of the starting age for pension payment up to 65 until 

FY 2026, employees who desire to be reappointed are expected to increase. Taking this into 

consideration, the Cabinet Office and ministries need to systematically manage personnel taking 

into consideration the circumstances surrounding the total number of personnel and features of 

personnel structure. For the time being, they are also required to work on the personnel assignment 

to effectively utilize the abilities and experience of reappointed employees and maintenance of the 

proper system to accept reappointed employees within each organization. Despite some difficulties in 

making these efforts in the public sector because of the strict control of the total number of personnel, 

unlike in private companies, further measures should be taken aiming at achieving reappointment, 

mainly on a full-time basis, to respond to the increased need to address the issues mentioned above.

Under the system of the limit of the number of personnel, it is worth considering measures to 

make it possible to secure the necessary number of new recruits, who will lead the administration in 

the future, to level off the personnel structure in the medium- and long-term, and to cope with the 
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transitory increase in the total number of personnel that is brought about when a large number of 

elderly employees, who form a peak in personnel structure, express their desire to be reappointed on 

a full-time basis in the future. For instance, it may be worth considering calculation of the necessary 

additional number of personnel over several years to come and take necessary steps ahead of 

schedule, to permit the use of the necessary additional number of personnel each year, and to return 

it when no longer needed.

The NPA will continue efforts for grasping the employment situations of elderly employees in 

and out of public service, taking measures in order for the Cabinet Office and ministries to utilize 

further abilities and experiences of reappointed employees, and taking necessary measures, including 

setting up a relevant system to promote the connection between employment and pension, based on 

the submission of the NPA’s opinions.

 (2)  Measures toward full-fledged utilization of reappointed employees

Employment of reappointed employees is basically carried out at the Cabinet Office and 

ministries in accordance with requests from employees except for those who are employed on a 

part-time basis against their wishes due to the limitation of the total number of personnel. Most 

reappointed employees are assigned automatically to the duty of unit chief level or Officer level in 

accordance with the post or position level at the time of the mandatory retirement age. According to 

the Cabinet Office and ministries, issues concerning reappointment include the change of mindset 

of the employees at the mandatory retirement age and maintenance of their motivation, matching 

of their experiences, abilities and jobs, and personal relationships in the workplace. Thus, in order 

to fully utilize a reappointment system in the future, it is important that the Cabinet Office and 

ministries implement reappointment through providing information from personnel authorities on 

roles and treatment after reappointment through training programs to encourage them to change their 

mindset, and implementing appointment after thoroughly checking the ability and aptitude of each of 

them. The NPA intends to consider what sort of assistance can be extended to facilitate the operation 

of these training programs by the Cabinet Office and ministries.

In addition, it is important to make efforts to increase the motivation of reappointed employees. 

In order to achieve this, employees who wish to be reappointed need to be fully aware of roles 

and attitudes expected of reappointed employees, even before the mandatory retirement age. 

Furthermore, departments to accept reappointed employees are required to work to change the way 

of thinking of managerial personnel, aiming at full-fledged utilization of the abilities and experience 

of reappointed employees. Moreover, it may be worth considering that the Cabinet Office and 

ministries can promote excellent reappointed employees to a higher grade in accordance with their 

work performance after reappointment.

In order to fully utilize reappointed employees, it may be appropriate to assign them to a post 
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where they can be immediately effective, making use of their expertise. Thus, the Cabinet Office and 

ministries need to implement long-term personnel management, aiming at strengthening employees’ 

expertise. Furthermore, employees in their late 50s, for instance, may need to be assigned to a 

position where they can improve their specific expertise in consideration of the possibility of their 

engagement in that area after they are reappointed.
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