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Human Resource Strategy in the Public Sector: Future Challenges
Keiichiro Morishita

October 5, 2018
9:30-10:20

Human Resource Strategy in the
Public Sector: Future Challenges

Keiichiro Morishita
Deputy Director-General
MNational Institute of Public Administration

National Personnel Authority

Features of Japanese Public Service System

*Limited No. of Staff
*Unique HRD System
1) OJT
-Job Rotation
-Shared Office System
-Flexible Job Assignment
2) Slow Promotion

Key to understanding:
Versatile and Multi-skilled Personnel with High Motivation
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Limited Number of Staff in the Japanese Public Service (1)

35 France ( OECD
% 21.9% ‘ |
0 [ UK. =k
a1 . N \ |
200NN 1- | 140/ SRy e N
N - - 5 €% \_‘JPE;?J \ |
10 H =t b b bt b b b e e e ] o e b o b o b e b e o s | —
|
i cisciecccfiiiciiicaiE S EEES8858 of
HHEIH LIS L L L
¢ 53 g i 3 i3 i %g
5 -8 g z8

Mote: 1 The data are based on System of National Accounts (SNA) definflions. Tha general govamment sector comprizes all kevels
of government {central, state and local).
2 “Avarage of 32 OECD countries” maans tha sverage of 32 countriag amang 34 OECD membar countries axciuding lealand
and Korea
Source: Government at a Glance 2011(0ECD)

Limited Number of Staff in the Japanese Public Service (2)
Reasons Behind the Limited Number of Public
Servants in Japan

- Strict Staff Number Control
Scrap and Build Practice

- Versatile and Multi-Skilled Personnel

with High Motivation and its Maximum Use

These features: “Key to tackle with new challenges”
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Scrap and Build Practice since 1969
Review of organization and total no. of staff
-Every year/enforced/inter-ministerial or intra-ministerial

Obsolete/out-of-date posts Fosts needed for new challenges
. f===
[ |
:!_ _ _I

Abolished Established

Under the Scrap & Build Practice, ministries and
agencies have been changing themselves to fit the
new challenges.

Scrap and Build Practice / Versatile and Multi-skilled personnel

Review of organization and total no. of staff
-Every year/enforced/inter-ministerial or intra-ministerial
Obsolete/out-of-date posts Posts needed for new challenges

i
e

p—

EASY TO MOVE:“Versatile and multi-skilled personnel with
high motivation”

Newly Established
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How to develop:
“Versatile and Multi-skilled Personnel”

Mainly through OJT

-Job Rotation

-Shared Office System

-Flexible Job Assignment

How to develop “Versatile and Multi-skilled Personnel with high motivation”

Comparison — Public Service System

Japan France Germany LK. U.5.A
Entrance Exam Mainky Mainly Mainly Mainky specific to
Uniform Exam | Uniform Exam | Uniform Exam | Uniform Exam | post
Appointment Appoint then Appaint then Appaint then Assign Assign
and Assignment | Assign Assign Assign
Mid-career Rare Rare Rare Semi-commaon | Common
Appointment
Senior Officials Mainly Mainly Mainly 60% Internal Palitical
Appointment Internal Internal Internal Promotion Appointment
Promuotion Promotion Promotion
Detailed Job Mo Yes Yes Yes Yes
Description
Internal Job Rare Common Commaon Common Commaon
Openings
Promation to Slow Faster than Faster than Faster than Faster than
Senior Officials IPN IPN JPN IPN
Office Room Shared Private Private Private Private
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How to develop “Versatile and Multi-skilled Personnel with high motivation”

Outline of Appointment and Promotion -Japan

Administrative Vice-minister
Very Limited Number of Director-General
Political Appointees

Deputy Director-General

Director

Deputy Director
A great number of new recruits who have
just graduated university in March are
appointed in April

Assistant Director
| Univ. grads ‘

(Level | ;
— _] X Unit Chief

Univ. /HS grads C === \

| (Level N& M) Officer

How to develop "Versatile and Multi-skilled Personnel”

Human Resources Development of Japanese Public
Service
Main Source:

Fresh University/Post-
Graduate School Grads

Oﬁ JT So-called “Career System”
Training for:
New recruits

Officer level :
Unit Chief + Job Rotation

Assis. Director OJTH4m|Flexible Job Assignment
DRESIoRcle Shared Office System

Specialized training

Language training

v —F
Dispatching to Univ. \ /

abroad

Enhancing the ability to perform their jobs
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How to develop “Versatile and Multi-skilled Personnel with high motivation”
Job Rotation

Case of an appointee from the Level I Entrance Examination in the Ministry of Finance

Recruited as an Officer, Minister's Secretanat, Ministry of Finance (22)

Kinki Local Finance Bureau, Ministry of Finance (25)

Tokyo Regional Taxation Bureau, National Tax Administration Agency (26)

Co-ordination Division, Budget Bureau, Mimistry of Finance (28)

Head of Yokkaichi Taxation Office, National Tax Administration Agency (30)

Assistant Director, Commercial Banks Diwvision, Banking Bureau, Ministry of Finance (31)
Assistant Director, Policy Division, Director General Secretaniat, Economic Planning Agency (36)
Assistant Director, Co-ordination Division, Financial Bureau, Ministry of Finance (38)
Consul of Japan at New York, Ministry of Foreign Affairs (41)

Director, Government Debt Dwision, Financial Bureau, Ministry of Finance (44)

Director, Commercial Banks Division, Banking Bureau, Ministry of Finance (46)

Director, Overall Co-ordination Division, Minister's Secretanat, Ministry of Finance (47)
Director, Kinki Local Finance Bureau, Ministry of Finance (49)

Deputy Director General, Budget Bureau, Ministry of Finance (50)

Chief Secretary, Economic Planning Agency (53)

Director General, Banking Bureau, Ministry of Finance (54)

Administrative Vice Minister, Ministry of Finance (57)

How to develop “Versatile and Multi-skilled Personnel with high motivation”

Job Rotation —Japan Example of Technical Officer

* March 1970 Graduated from Master Course in Tohoku Univ.
= April 1970 Entered in the Ministry of Construction.

= Construction Office in Tochigi

« May 1976 Construction Office in Niigata

* November 1978 Research Institute

= April 1980 Construction Bureau in Aichi

= June 1981 HQ

* April 1983 Research Institute

* January 1985 Head of Construction Office in Kanagawa

* June 1988 Construction Bureau in Hiroshima

* April 1991 HQ

= July 1993 Director of Division, Construction Bureau in Aichi
* November 1995 Director of Division, HQ

* August 1997 Director General, Construction Bureau in Osaka
* July 1999 Director General, Bureau in HQ,

= July 2002 Resignation
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How to develop “Versatile and Multi-skilled Personnel with high motivation”

Job type contract
/ Membership type contract

Job type contract (eg. UK, US)

Staff members are attached to specific posts
with a specific skill set.

Difficult to move a staff member to another post
which needs a different skill set.

Membership type contract (JPN style)

Staff members are not attached to specific jobs.

The personnel division has strong authority to
move staff members. Staff members get the
skill set needed for a new post through OJT.

How to develop “Versatile and Multi-skilled Personnel with high motivation”

Shared Office System (OJT environment)

Assistant :
Director {isian D

g Directar Ry
(Technical) Director

{Leiaﬂ

i

-
i
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How to develop “Versatile and Multi-skilled Personnel with high motivation”

Flexible Job Assignment (1)

Japan W.C./U.S

| H\x I
f . f

| . |

Job assignment to the |

b
division as a whole Job assignment to
No Detailed Job Description each post

How to develop “Versatile and Multi-skilled Personnel with high motivation”

Flexible Job Assignment (2)

Japan Bigger Circle = High Performer

Small Circle = Low Performer

At the beginning of the placement, the staff
member is normally a small circle. The
circle should get bigger as the staff member
becomes accustomed to his/her job.

After two or three years, he/she moves to
another post, and will be back to a small
circle.

,
| .,
|
I

Job assignment to the

2 B “~_ Job assignment to
division as a whole :

each post
No Detailed Job Description
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How to develop “Versatile and Multi-skilled Personnel with high motivation”

Promotion

Western Countries /U.S JPN

Salary ’ Salary

Age Age

How to develop "Versatile and Multi-skilled Personnel”

Motivation
Promotion

Features of Japanese Promotion System JPN

-Greater chance to be a senior official
Shorter service as a senior official Salary

-Gradual pay increase/slow promotion

Long-standing motivation for work

* Early selection results in demotivating the
majority of staff members who are not selected.

Age
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How to develop "Versatile and Multi-skilled Personnel with high motivation”

Features of Japanese Public Service System

Jlapan

Entrance Exam

Mainly Uniformed
Exam

Main Source: Fresh univ./highschool graduates
without job experience

Appointment
and
Assignment

Appointthen Assign

Appointas a member (membership type contract)

Mid-career
Appointment

Senior Officials

Rare

Mainly Internal

Attached great importance to QOIT

Attached great importance to OJT

Appointment Promotion

Detailed Job Mo Flexible job assignment

Description

Internal Job Rare Strong personnel divisioncan decide placement
Openings and promotion

Promotion to Slow Paradoxically, the reason for long-standing
Senior Officials motivation

Office Room Shared OIT environment

= Appoint, then Assign
(Just assign in other civil service in the US)

How to develop "Versatile and Multi-skilled Personnel with high motivation”

Foreign Service in the US

= “Job Fair” *regular reshuffling of staff
(No such practice in other civil service)

= Up or Out System

(No such practice in other civil service)

=Fixed Retirement Age

(No fixed retirement age in other civil service)

The Department of State is successful in hiring and developing its staff.

There is close similarity between Foreign Service

in the US and Japanese Public Service
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HRM&D Strategy

HRM & HRD Organization
Periodical Job Obsolete/out-of-date posts Posts needed for new
: : challenges  _
Rotation - | [
3 | |
Dynamics of policy | R |
discussion:
(New Blood) |
Abolished Newly ;
Established

INSIDE: Dynamic and Continuing Reform

' External Point of View: Almost No Reform
Efforts

HRD Challenges

-Difficult to hire “Best and Brightest” to make the above-mentioned
system work

= Efforts to recruit and develop personnel

-Strong needs for “Specialists” for difficult and complex policy
issues

= Efforts made mainly by each ministry

-Insistent needs for “Generalists” to overcome silo-
system/sectionalism for tackling inter-ministerial issues.

= Administrative Training conducted by NPA
(Importance of “Off JT")
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Annex

-Structure of NPA

-Characteristics of Training of Japanese Public Service

-Training Courses by NPA

-Purpose of Administrative Training

-Features of the Administrative Training

-Main Curriculum (1)-(4)

-Administrative Training Implemented in FY2015

-Overseas Trainings Implemented by NPA headquaters

Structure of NPA

National Personnel Authority
(President and two Commissioners) NaﬂmE%‘IiI;ghﬁcB : Emm
[ {President and four board memiers)
General Secretariat (518)
(Secretary-Genaral)
Headquarters (425)
I B I 1 (35) (12)
Dwmcior- Employesa Hurman Equity and Mational Secretarial
Genaral Tor Wallare Resources tha:nofm Investigation |  Institule
stlumllnm:iru Bureau Bureau reau Bureau of Public | (Secretary-General)
|Satretarat tritiaes) '
Regional Bureaus and Local Office (157)
| | | I | . . | . | | |
Hokkaido || Tohoku || Kanto || chubu || kinki || Chugoku || Shioku || Kyushu || Otinawa |

; m:'hmlﬁmwnmwdwﬂﬁmu.

24
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Characteristics of Training in
Japanese Public Service

» 95% of training sessions are conducted by each ministry for its
own employees, while the rest are inter-ministerial training
sessions for employees conducted by NPA ete..

* An employee takes more than one training course per year on
average.

« NPA conducts administrative trainings and fellowship
programs for promising officials (mainly for fast streamer).

*In order to enhance the effectiveness of training, the linkage

between trainings and the work-place is important, such as
case studies or action-learning.

25

Training Courses by NPA

Various types of systematic and joint Iraining are given 3 variows levels

B ?
from the initial stage immediately alter employment 1o Director-General |
Lirat Chief Assistont Dweckor Diwwrsion Director Deputy Derechon-Gebmeerald [
el b Dieector. General bd
Y — E O s hesed g | Theme-spaciic
| Trasning . “ﬁ“m“ )| Training, et
T 3 days 5 wepks 4 days 4 darys 15 darys 4 du_','a.:w— __sn:m_s_ —=dayl + h'rm
|1 | | Third Year | Aszrdanl Pecisdant | | Dayision | Admirsaragive - | | Personnel Appraial
.ﬁ“m ;.J:H"mmi. Follw up | Ditvctor | Diectes kwl| L Diroctor |— Seminas for Abitdios,
|| | | Tramnng vl iLeadership | | ot |Eucutves || « Passoenel managemant
| traning) 2 hoiws | ] f ST
Teaining by} | 2 weohs 2 werks 2 wurks ——————————— || -+ Wid-carper Recruis
Pussions, || Tealkn f preanoion Grechicams] [Gpacuivomms] | Somweabmliowm ||| ;ope sor
levei Hand M | SPecl COwsel iy iy Chinf (| for Assistont Frogram lor Coniemplaton ||« Montor Training
Exam ermployees Officor fiorcen Dwcior kvl though Classics e
""""""" i - DA s | - e - e - L T s
| My - » Provesntion of Sl
i i v for| | Traimirgfoe g Traning for | Soemiruars foe Doputy Director. |
|dr1.:-=aorg,mm w&;m P Mool J;.u ;,r.;:: Managers and| Genoral and Director-Genaenl i
| | | Officors STy kv ol Reoqpomal Buriaus
| LongHars Dversass Falowship Progres
fl:hs.pal_chmg personnel } et Team Chvid s Fllowiig Proqrafis
or raining (Foregn Gowmment Orgnizatons, i)
= Traine Progiam Dispached 1o Privele Seckd—>

26
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Purpose of Administrative Training

To enhance the sense of responsibility
as servants of all the people

0 enhance
qualifications
and capabilitie

v

v
Create administration Eliminate the
based on the viewpoint negative effects of
of citizens sectionalism 27

Features of the administrative training

- Participatory curriculum (with focus on a group
discussions and opinion exchange among trainees)

* “Residential training” to nurture mutual understanding
and trust

* Participants are not limited to public officers (FY2015:
97 persons from private companies; 25 persons from

foreign governments; 42 persons from other organizations

among 3160 participants) 28
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Main Curriculum (1)

[ Case Studies on Past Important Administrative Policies

Trainees think about what action the administrators should take
through lectures and discussions on administrative cases with big
historical implications.

By persons who actually handled the cases
or university professor

Group discussion and preparation for the
presentation

Presentation of the results of group discussions
and feedback from the other trainees and the
lecturers

Examples of Topics: Narita Airport Construction; Introduction
of Consumption Tax; Minamata Disease; Nagaragawa

Estuary Weir Construction s
Main Curriculum (2)
[ Studies on Current Administrative Policies ]

The trainees discuss a current policy issue and make their new
policy plans. The person in charge of the related ministry may
comment on their new policy plans.

By persons who handled the cases or
university professor

Group discussion and preparation for the
presentation

Presentation of the results of group discussions
. and feedback from the other trainees and the

Examples of Topics: Fertility Decline; Aging Society;
National Security; Energy Policy; Growth Policy | 30
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Main Curriculum (3)

[

Dispatching to local governments

)

The trainees in the initial administrative training are dispatched to
local governments for one week to experience activities such as

tax collection, garbage collection and farm working to learn about
the first-line administration. Example:

USETS

Mon Tue Wed Tha Fri
Explanation of Experience oflocal Expensnce of Expenience of Opinion exchangs
overall conditions industry furban municipal senices municipal services session with

= administrative development _* Accompanying : Ga:haﬂ: muricipal
organization, * Production and collechon of collection employees
fimancial situation, sabes of silk unpaid tax * Recyehng work = About the effect
of the town etc. * Opinion exchange * [gsuance of * Tour of related of the training, etc.
Town hall tour with town residency cards at facilities, efc.
development the cifizen affairs
groups section
Explanation of Experience of Experience of Experience of Traveliny
marvidual mumicipal services farming mumnieipal services {from the eity/
departments * Visitmg day-care * harvesting townvillage to
* Local centers, agriculmral *Curmiculum will Tokyo)
revitalization elementary’ jumior-  products be decided based
measures high schools * Opinion on a discussion of
» Challenges for Opinion exchange exchange with the tramess and the
tourism promotion with the teachers i local govemment
producers
3
Main Curriculum (4)
[ Dispatching to nursing homes
The trainees in the initial administrative training are dispatched to
nursing homes for the elderly or the handicapped children for one
week to experience the nursing activities to learn the viewpoint of
citizens.

Aen Tae Wed Thu Fri
ﬂril:rms N HUTSIng Bathroomoilet Inaper f:‘:rlding: Day-serice Diaper fuidmg
homes and how to cleaning Personal care of experience Wheelchair cleaning
provide cane Living room ICTG Living room
Preparatiom of lunch, cleanmg Preparation for cleamng

Preparation for Tunch Preparation for

hunch hunch
Helping with eating  Helping with eating  Helping with eating  Helping with eating ~ Helping with eating
Assistmee of Assistanee of Walking with users  Day-service %Ss!ﬂﬂﬂﬂi’- D.f
visiting service rehabilitation Baihing_service experience visiting service
Sorting of lundry  Assistance of assistance Sffg:é?;ﬂi '
Conversations with  recreation Comversations with of week)
users Conversations with  users

- ¥J

184




2 0 1 6 International Conference on Human Resource Development
in the Public Sector  ZYF$ N\ SR IR SE I B BE W &

Administrative Training Implemented in FY2015

Number of participants
Joint Initial Training: 732 ( 3 days)
Initial Administrative Training: 623 (5 weeks)
3rd-Year-Follow-Up Training: 39 ( 4 days)
Assistant-Director-Level Training: 430 ( 4 days)
Leadership Training: 20 (14 days)
Women Career-Up Training: 44 ( 4 days)
Officer-Level Special Course: 108 ( 8 days)
Unit Chief Level Special Course: 130 ( 8 days)
Assistant-Director-Level Special Course: 72 ( 8 days)
Director-Level Training: 96 (4-5 days)
Administrative Forum: 497 ( 2 hours)
Aspen Method Training: 12 ( 4 days)

Overseas Training
Implemented by NPA Headquarters

The NPA conducts overseas training programs for the purpose of developing human resources that can respond to
the continuing globalization of administrative issues.

Destination : graduate schools abroad Destination : foreign governmental organizations,

(master's course/doctoral course) international organizations, el
Duration : two years (The duration can be extended when a Duration : six manths or one year
trainee advances 10 a doctoral course.)

Tokdd bt of dispaiched in FY2013: 138 Total number of persons m!'-p-'.ltﬂhed in FY2013: 25
(icucing 2 persons dispalched fo doctoral courses) || Couniry : US(8), France(d), Sigapore(3),
Country - US(84), UK(35), China{2), France(1), other B countries{10)
olher B countries(8) (Note) Figures in parenthases represant the numbar of parsons
{Mote) Figures in parentheses represent the number of persons digpaiched in FY2013,

ceapaiehad in FY2013,

34
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