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Human Resources Management includes all processes that enable, guide, execute and control the matching of personnel supply to the jobs required i.e. “spaces vs. faces”. The aim of SAS-059 is to recommend a good approach to Defence HRM to NATO bodies, NATO and PfP nations. The documents and output pertaining from SAS-059 will prove to be invaluable to individuals seeking an understanding and appreciation of (a) the main components of Defence HRM and (b) the relationships between those components.
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SAS-059 Human Resource Management FRAmework Model (HRM FRAM) describes HRM related processes throughout an organisation. HRM roles, systems and resources are not considered in the model.  The FRAM does not represent a specific model currently in use in any particular country or organisation.  It does, however, describe the processes, and the relationships between processes, of a successful personnel management organisation, as agreed on by the SAS-059 study members. The HRM FRAM does not aim to represent a rigid ruleset mandating how a country should conduct its HRM planning and in what order.  What it does aim to do, however, is to highlight the key generic processes that should be considered in order for a country to have a comprehensive, all encapsulating, efficient and dynamic system. The output of all the functions mentioned in the model is the ‘Utilisation of Personnel’, i.e. the supply of skilled and educated personnel to the particular organisation. The functions mentioned in this model are not only relevant to HR departments, but to total personnel management systems. It is important to note that nations should not just consider their future Armed Force needs in terms of absolute value requirements.  Consideration should also be made concerning the ‘shape’ of the force, in order to retain the optimum balance between youth and experience.  As such, retention is just as integral a process as recruitment.
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The main objective of the HRM FRAM is to create an organisation containing the ‘right people, in the right posts, at the right time’.  All the processes and sub-processes in the model aim to achieve this objective.  The FRAM considers ways of recruiting, retaining and discharging personnel. 

The issues involved in Human Resources Management can be split as operational and strategic HRM. As an example, operational deals with individuals, such as career planning, whilst strategic focuses on the system as a whole. 

Strategic HRM is a general approach to the management of human resources in accordance with the intentions of the organisation on the future direction it wants to take.  It is concerned with longer-term people issues and macro-concerns about structure, quality, culture, values, commitment and matching resources to future need. Strategic HRM is the overall framework which determines the shape and delivery of the individual strategies. 

Operational HRM activities are tactical in nature. Examples of activities are employment applications are processed, current openings are filled, supervisors are trained, safety problems are resolved and wages and salaries are administered.  The operational HRM activities should be aligned with the overall HR strategies. 

The HRM FRAM considers six high-level processes.  The Manage Personnel Life-cycle and Administer Personnel processes are operational, and the Review and Plan HR Requirements and Develop and Maintain HR Strategies processes are strategic.  Although Managing HRM Processes and Develop and Maintain HR Policies are both operational and strategic level processes, they are considered to be as operational, since most of their subprocesses are more operational, than strategic.
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Develop and Maintain HR Strategies process has three steps: 

The first step is Monitoring and Assessing Existing Strategies.  Analysis is required if    existing strategies don’t fulfill strategic goals, or if there are any shortcomings. 

The second step is the analysing of alternative strategies.  Alternative strategies may be developed by the organisation itself via HRM research and development studies.  Analysing alternative strategies reveals how effectively the new strategy might be implemented within an organisation, and what would be the extra benefits to the organisation of implementing such a strategy. 

The third step concerns deciding upon the most effective alternative strategy.
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Review and Plan HR Requirements is a strategic level process.  The highest-level functions of this process are Evaluating the Personnel Requirements, Analysing the Fulfillment Feasibility and Planning Manpower.  

Personnel requirements need to be evaluated periodically, because of new strategic decisions such as the forming of new military establishments, reorganisation or downsizing.  Due to various constraints, however, (fiscal, inability to recruit sufficient people), manpower requirements can not always be met.  This is why analysing the fulfillment feasibility is necessary. 

Planning Manpower considers medium and long term financial planning, an assessment of the likely future training requirement and consideration of the future force and manpower structures. Conducting Medium and Long Term Financial Planning process sees the HR practitioners estimating the costs of future manpower, and planning resultant budgets.  There is also the ‘planning HR enablers’ component, which concerns planning for future infrastructure requirements of HRM, such as expert systems etc. Assessing Training Needs process prevents personnel from being trained unecessarily and it provides sufficient training to those who need it.  It is a strategic level process and does not deal with a single person, but deals with the training needs of occupations and branches as a whole.  It enables groups to to fulfill their missions and achieve their strategic goals. Planning Manpower Structure consists of planning the billet and hierarchical structure of future manpower. 

The manpower structure can be planned, based on a combination of: 

(1) Planning the Occupational Structure, which determines the ratios of officers/petty officers/enlisted etc. within the force, 

(2) Planning the Age Structure, which determines the age limits of the ranks for different occupations, 

(3) Planning the Rank Structure, which determines the ratios of ranks within occupations 

(4) Planning Social Representation, which determines the ratios of personnel in terms of gender, ethnicity and other factors. It also determines which branches are open to all and which are only open to certain groups.
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Develop and Maintain HR Policies process is similar to the Develop and Maintain HR Strategies process and has three steps: 

The first step is Monitoring and Assessing Existing Policies. Changes in the economy, technology, politics, population etc. may result in the necessity to change existing policies.  Questionnaires, surveys, enquries and inspections provide the means by which to assess these existing policies. 

The second step is Analysing Alternative Policies. Alternative policies may be developed by the organisation itself via HRM research and development studies.  Analysing alternative policies reveals how effectively the new policy might be implemented into the organisation, and what the benefits are likely to be of implementing such a policy. 

The third step considers the implementation of the (chosen) new policies.  Implementing policies is done by promulgating orders, directives, manuals etc.
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Managing HRM Processes is a continuous function.  It is a controlling process that ensures things are being done correctly.  This quality control is achieved by (1) the reviewing of objectives and (2) the periodic evaluation of the HRM process(es).  Alternative options that may contribute to improving the current process(es) are examined and the most successful of these are implemented. 
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Administering Personnel mainly deals with the routine operational processes. 

Manage Personnel Budget: this incorporates salary payments and other payments to institutions such as universities, travel companies etc. 

Conflict Resolution: conflicts among personnel are natural, especially within large organisations.  Conflict resolution is a routine administrative process in an HRM system. 

Promote Personnel: this category deals with the daily routine procedures of a promotion process, such as writing orders for promoted personnel, informing the related agencies that they will need to update their files etc. 

Assign Personnel: the ‘Assign Personnel’ function also only deals with the daily routine procedures such as: writing orders for the assigned personnel, informing the related agencies that they will need to update their files etc. 

Administer Legislative Issues: this function is two-fold. It incorporates the ‘Control Document and Implement Legislative Changes about HRM’ process. It is a daily routine process and consists of the monitoring of legislative changes. The other function is the ‘Execute Disciplinary and Other Legal Functions’. 

Administer Employment Contracts: this function deals with contractors. The beginning and end of contracts and the eligibility of the personnel are the important factors in this process. 

Maintain Regular Reservists: Regular Reservists work under different conditions, and get different incomes and benefits, to other personnel. 

Administer Daily Routine: this covers routine personnel issues, such as the issue of ID cards, leave forms, periodic health reports etc. 

Keep and Update Personnel Files: since personnel related functions and issues cause continual changes the files kept in the computer systems should be continuously updated. 

Administer Monetary and Non-monetary Benefits: Organisations provide their employees with benefits and perks additional to their salaries in order to increase motivation, increase the number of applicants, to compensate for the risks involved in more hazardous duties etc. 

Rehabilitation: many organisation maintain rehabilitation units in order to help their personnel in times of need.
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Managing Personnel Life Cycle component is the focus of the SAS-059 work.  ‘Managing Personnel Life Cycle’ is a continuous, operational process that covers the recruiting, developing and discharging of personnel.  When considering a single Armed Forces employee, the process may not seem continuous, but since the HRM model is system and not individual based, then the processes of recruiting, developing and discharging personnel are in continuous form. 

The recruitment process deals with attracting the right personnel, selecting the right applicants and then carrying out the necessary employment procedures.  The methods of attraction (i.e. advertising), selection (i.e. screening / fitness tests) and employment (i.e. delayed entry programs, boot camps) may differ between various organisations. 

Developing Personnel process is explained in the next slide. 

The discharge process may be executed in a variety of different ways: Temporary discharge may be possible in special cases, allowing personnel to temporarily leave and then return to service.  Another type of discharge is ‘premature voluntary release’. This is where people choose to leave the forces before they have served their time (as stated in their contract).  Discharging personnel at the end of their contract is the most desired discharge process.  In this instance, both the employees and organisations benefit from each other.   ‘Expulsion’ is a mandatory discharge, initiated by the organisations based on legal/disciplinary factors.  ‘Natural discharges’ (death, release due to ill health etc.) are not included in the SAS-059 model, as this type of discharge is out of the control of both the personnel and the organisation.
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Motivation should be regularly assessed via tools such as questionnaries and actions should be taken if a problem/motivational issue is detected. The core principles for motivating personnel are: fairness, transparency and equal opportunities.

Planning Career Structure process is where guidelines are provided regarding the career structures for differing branches and occupations. Career milestones, which are the prerequisites of further duty/higher rank within an occupation, are determined (these may involve further duties/training/study).  Personal career preferences, abilities, potential and constraints are taken into consideration in tandem with the post requirements. 

Planning Duty and Training does not deal with individuals, but with personnel as a whole. The process covers duty and training plans for branches/occupations; overall planning for each occupational group to determine at which rank or service year personnel may be assigned to special duties or special training and the total number of personnel at each rank or service year to be assigned specific duties and training. 

Educating and Training Personnel process considers the different levels of training required for different ranks/branches/occupations. Some training is ‘refresher training’, whilst other training teaches personnel how to adapt to new assignments/challenges. 

Promoting Personnel is not concerned with the individual promotion process, but with determining how the promotion system, in general or within a particular occupational group, should take place. 

Appraising Personnel function is the evaluation of the performance and potential of personnel. Through the appraisal process, the strengths and weaknesses of personnel are determined and this information is used as feedback for the individuals and the HR system as a whole. 
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SAS-059 proposed a generic framework HRM that will help to develop a common understanding of the overarching HRM practices for NATO and PfP Nations. Although there may be variations among the nations on the implementation of HRM system, the underlying issues such as recruitment, assignment, promotion, appraisal etc. are common to all nations. Further research on tools, models and methods for those specific issues is expected to provide mutual benefits for NATO and PfP nations.
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	Develop and Maintain HR Strategies process has three steps: The first step is Monitoring and Assessing Existing Strategies.  Analysis is required if    existing strategies don’t fulfill strategic goals, or if there are any shortcomings. The second step is the analysing of alternative strategies.  Alternative strategies may be developed by the organisation itself via HRM research and development studies.  Analysing alternative strategies reveals how effectively the new strategy might be implemented within an organisation, and what would be the extra benefits to the organisation of implementing such a strategy. The third step concerns deciding upon the most effective alternative strategy.
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Develop and Maintain HR Policies process is similar to the Develop and Maintain HR Strategies process and has three steps: The first step is Monitoring and Assessing Existing Policies. Changes in the economy, technology, politics, population etc. may result in the necessity to change existing policies.  Questionnaires, surveys, enquries and inspections provide the means by which to assess these existing policies. The second step is Analysing Alternative Policies. Alternative policies may be developed by the organisation itself via HRM research and development studies.  Analysing alternative policies reveals how effectively the new policy might be implemented into the organisation, and what the benefits are likely to be of implementing such a policy. The third step considers the implementation of the (chosen) new policies.  Implementing policies is done by promulgating orders, directives, manuals etc.
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Administering Personnel mainly deals with the routine operational processes. Manage Personnel Budget: this incorporates salary payments and other payments to institutions such as universities, travel companies etc. Conflict Resolution: conflicts among personnel are natural, especially within large organisations.  Conflict resolution is a routine administrative process in an HRM system. Promote Personnel: this category deals with the daily routine procedures of a promotion process, such as writing orders for promoted personnel, informing the related agencies that they will need to update their files etc. Assign Personnel: the ‘Assign Personnel’ function also only deals with the daily routine procedures such as: writing orders for the assigned personnel, informing the related agencies that they will need to update their files etc. Administer Legislative Issues: this function is two-fold. It incorporates the ‘Control Document and Implement Legislative Changes about HRM’ process. It is a daily routine process and consists of the monitoring of legislative changes. The other function is the ‘Execute Disciplinary and Other Legal Functions’. Administer Employment Contracts: this function deals with contractors. The beginning and end of contracts and the eligibility of the personnel are the important factors in this process. Maintain Regular Reservists: Regular Reservists work under different conditions, and get different incomes and benefits, to other personnel. Administer Daily Routine: this covers routine personnel issues, such as the issue of ID cards, leave forms, periodic health reports etc. Keep and Update Personnel Files: since personnel related functions and issues cause continual changes the files kept in the computer systems should be continuously updated. Administer Monetary and Non-monetary Benefits: Organisations provide their employees with benefits and perks additional to their salaries in order to increase motivation, increase the number of applicants, to compensate for the risks involved in more hazardous duties etc. Rehabilitation: many organisation maintain rehabilitation units in order to help their personnel in times of need.
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	Planning Career Structure process is where guidelines are provided regarding the career structures for differing branches and occupations. Career milestones, which are the prerequisites of further duty/higher rank within an occupation, are determined (these may involve further duties/training/study).  Personal career preferences, abilities, potential and constraints are taken into consideration in tandem with the post requirements. Planning Duty and Training does not deal with individuals, but with personnel as a whole. The process covers duty and training plans for branches/occupations; overall planning for each occupational group to determine at which rank or service year personnel may be assigned to special duties or special training and the total number of personnel at each rank or service year to be assigned specific duties and training. Educating and Training Personnel process considers the different levels of training required for different ranks/branches/occupations. Some training is ‘refresher training’, whilst other training teaches personnel how to adapt to new assignments/challenges. Appraising Personnel function is the evaluation of the performance and potential of personnel. Through the appraisal process, the strengths and weaknesses of personnel are determined and this information is used as feedback for the individuals and the HR system as a whole. Promoting Personnel is not concerned with the individual promotion process, but with determining how the promotion system, in general or within a particular occupational group, should take place. Motivation should be regularly assessed via tools such as questionnaries and actions should be taken if a problem/motivational issue is detected. The core principles for motivating personnel are: fairness, transparency and equal opportunities.
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	SAS-059 proposed a generic framework HRM that will help to develop a common understanding of the overarching HRM practices for NATO and PfP Nations. Although there may be variations among the nations on the implementation of HRM system, the underlying issues such as recruitment, assignment, promotion, appraisal etc. are common to all nations. Further research on tools, models and methods for those specific issues is expected to provide mutual benefits for NATO and PfP nations.
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Managing Personnel Life Cycle component is the focus of the SAS-059 work.  ‘Managing Personnel Life Cycle’ is a continuous, operational process that covers the recruiting, developing and discharging of personnel.  When considering a single AF employee, the process may not seem continuous, but since the HRM model is system and not individual based, then the processes of recruiting, developing and discharging personnel are in continuous form. The recruitment process deals with attracting the right personnel, selecting the right applicants and then carrying out the necessary employment procedures.  The methods of attraction (i.e. advertising), selection (i.e. screening / fitness tests) and employment (i.e. delayed entry programs, boot camps) may differ between various organisations. Developing Personnel process is explained in the next slide. The discharge process may be executed in a variety of different ways: Temporary discharge may be possible in special cases, allowing personnel to temporarily leave and then return to service.  Another type of discharge is ‘premature voluntary release’. This is where people choose to leave the forces before they have served their time (as stated in their contract).  Discharging personnel at the end of their contract is the most desired discharge process.  In this instance, both the employees and organisations benefit from each other.   ‘Expulsion’ is a mandatory discharge, initiated by the organisations based on legal/disciplinary factors.  ‘Natural discharges’ (death, release due to ill health etc.) are not included in the SAS-059 model, as this type of discharge is out of the control of both the personnel and the organisation.
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	Managing HRM Processes is a continuous function.  It is a controlling process that ensures things are being done correctly.  This quality control is achieved by (1) the reviewing of objectives and (2) the periodic evaluation of the HRM process(es).  Alternative options that may contribute to improving the current process(es) are examined and the most successful of these are implemented. 
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Review and Plan HR Requirements is a strategic level process.  The highest-level functions of this process are Evaluating the Personnel Requirements, Analysing the Fulfillment Feasibility and Planning Manpower.  Personnel requirements need to be evaluated periodically, because of new strategic decisions such as the forming of new military establishments, reorganisation or downsizing.  Due to various constraints, however, (fiscal, inability to recruit sufficient people), manpower requirements can not always be met.  This is why analysing the fulfillment feasibility is necessary. Planning Manpower considers medium and long term financial planning, an assessment of the likely future training requirement and consideration of the future force and manpower structures. Conducting Medium and Long Term Financial Planning process sees the HR practitioners estimating the costs of future manpower, and planning resultant budgets.  There is also the ‘planning HR enablers’ component, which concerns planning for future infrastructure requirements of HRM, such as expert systems etc. Assessing Training Needs process prevents personnel from being trained unecessarily and it provides sufficient training to those who need it.  It is a strategic level process and does not deal with a single person, but deals with the training needs of occupations and branches as a whole.  It enables groups to to fulfill their missions and achieve their strategic goals. Planning Manpower Structure consists of planning the billet and hierarchical structure of future manpower. The manpower structure can be planned, based on a combination of: (1) Planning the Occupational Structure, which determines the ratios of officers/petty officers/enlisted etc. within the force, (2) Planning the Age Structure, which determines the age limits of the ranks for different occupations, (3) Planning the Rank Structure, which determines the ratios of ranks within occupations (4) Planning Social Representation, which determines the ratios of personnel in terms of gender, ethnicity and other factors. It also determines which branches are open to all and which are only open to certain groups.
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	SAS-059 Human Resource Management FRAmework Model (HRM FRAM) describes HRM related processes throughout an organisation. HRM roles, systems and resources are not considered in the model.  The FRAM does not represent a specific model currently in use in any particular country or organisation.  It does, however, describe the processes, and the relationships between processes, of a successful personnel management organisation, as agreed on by the SAS-059 study members. The HRM FRAM does not aim to represent a rigid ruleset mandating how a country should conduct its HRM planning and in what order.  What it does aim to do, however, is to highlight the key generic processes that should be considered in order for a country to have a comprehensive, all encapsulating, efficient and dynamic system. The output of all the functions mentioned in the model is the ‘Utilisation of Personnel’, i.e. the supply of skilled and educated personnel to the particular organisation. The functions mentioned in this model are not only relevant to HR departments, but to total personnel management systems. It is important to note that nations should not just consider their future Armed Force needs in terms of absolute value requirements.  Consideration should also be made concerning the ‘shape’ of the force, in order to retain the optimum balance between youth and experience.  As such, retention is just as integral a process as recruitment.
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	The main objective of the HRM FRAM is to create an organisation containing the ‘right people, in the right posts, at the right time’.  All the processes and sub-processes in the model aim to achieve this objective.  The FRAM considers ways of recruiting, retaining and discharging personnel. The issues involved in Human Resources Management can be split as operational and strategic HRM. As an example, operational deals with individuals, such as career planning, whilst strategic focuses on the system as a whole. Strategic HRM is a general approach to the management of human resources in accordance with the intentions of the organisation on the future direction it wants to take.  It is concerned with longer-term people issues and macro-concerns about structure, quality, culture, values, commitment and matching resources to future need. Strategic HRM is the overall framework which determines the shape and delivery of the individual strategies. Operational HRM activities are tactical in nature. Examples of activities are employment applications are processed, current openings are filled, supervisors are trained, safety problems are resolved and wages and salaries are administered.  The operational HRM activities should be aligned with the overall HR strategies. The HRM FRAM considers six high-level processes.  The Manage Personnel Life-cycle and Administer Personnel processes are operational, and the Review and Plan HR Requirements and Develop and Maintain HR Strategies processes are strategic.  Although Managing HRM Processes and Develop and Maintain HR Policies are both operational and strategic level processes, they are considered to be as operational, since most of their subprocesses are more operational, than strategic.
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	Human Resources Management includes all processes that enable, guide, execute and control the matching of personnel supply to the jobs required i.e. “spaces vs. faces”. The aim of SAS-059 is to recommend a good approach to Defence HRM to NATO bodies, NATO and PfP nations. The documents and output pertaining from SAS-059 will prove to be invaluable to individuals seeking an understanding and appreciation of (a) the main components of Defence HRM and (b) the relationships between those components.










