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Chapter 5


Chapter 5

Human Resources Management

Increasingly, the degree to which an organization successfully performs depends upon the knowledge, skills, creativity, and motivation of its workforce. To make the transition from traditional methods to the new performance organization, leadership must understand the significance of the workforce. Organizations that value their employees know the importance of providing employees with continual opportunities to learn, practice, and transfer new skills. Organizations must invest in the development of the work force through education, training, and opportunities for growth. Training, development, and work units must be tailored to meet the needs of a diverse work force and more flexible, high performance work practices. In short, a learning environment must be created for performance to happen. Leadership must make the strategic links from organizational performance goals to communicating to the workforce their responsibility in meeting those goals. In this new and very real work force environment, effective management of human resources presents some critical challenges for every organization Human resource practices must be integrated, developed, cultivated, and shared with the organizational knowledge resident in the work force, and aligned to human resource management with strategic change processes. If this occurs, employee contributions will be better integrated and aligned with organizational performance goals.

Strategic Planning 

5-1. In a performance management environment, human resource management is aligned with the organization’s strategic directions. To ensure the alignment of human resource management with overall strategy, human resource planning should be an integral part of the organizational and mission planning. A human resource plan that clearly articulates how the performance management system is to be deployed throughout the organization and spells out how each employee contributes to the organization’s performance goal(s) is important.

5-2. Key human resource practices are those that enable a high performance workplace in which employees and the organization can adapt to change. Understanding must be developed and communicated as to how these approaches work. Thus, job design, employee training and development, compensation, employee performance management, and recognition practices enable and encourage all employees to contribute effectively. The focus is not only on current and near-term performance objectives, but also on the individual and organizational learning that must occur to enable rapid and effective adaptation to change.

Creating EFFECTIVE Work Organizations

5-3. The basic aim of work and job design is to enable employees to exercise discretion and decision-making, which leads to flexibility, innovation, knowledge and skill sharing, and rapid response to the changing requirements of the environment. Some options available to help create effective and flexible work organizations include simplification of job classifications, cross training, job rotation, changes in work systems, and using technology. 

5-4. Effective job design and flexible work organizations are not enough to ensure high performance. Also required are information systems, education, and appropriate training. 

Developing the Work Force

5-5. Leaders develop their work force through a combination of education, training, and on-the-job reinforcement of knowledge and skills. Development meets the ongoing needs of the employees and the high performance workplace that must adapt to change.

5-6. Education and training needs will vary, depending on the nature of the work and the employee’s responsibilities, for example, leadership, communication, teamwork, computer literacy, problem solving, and customer service. 

5-7. Education and training delivery may occur inside or outside the organization, and may involve on-the-job, classroom, computer-based, distance learning or other types of delivery. Developmental assignments may also be an effective means of enhancing employees’ learning opportunities.

Ensuring Employee Well-Being and Satisfaction

5-8. Employees are key stakeholders. Organizations must consider how best to support the well being, satisfaction, and motivation of all employees, through a variety of services, facilities, activities, and opportunities. Most organizations have many opportunities to enhance and contribute to employee well being, satisfaction, and motivation. Organizations should recognize that many factors affect employees, and should collect information and data to identify improvement priorities. These priorities should be addressed, in part, based upon their impact on organizational performance. 

CIVILIAN PERSONNEL MANAGEMENT

5-9. Civilians have been an integral and important component of The Army since the Revolutionary War. Today, they continue their important role by providing support to accomplish multiple, complex missions. Department of the Army (DA) civilians include both appropriated and nonappropriated fund employees and comprise 20 percent of the Army’s total manpower.[image: image1.wmf]P
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Differences Between Military and Civilian Systems

5-10. DA civilians are recruited, utilized, developed, and sustained on a decentralized basis, whereas military personnel management is centralized. Table 5-1 depicts the differences in the two systems.

Table 5-1. Differences Between Military and
Civilian Systems

Area of Difference
Military
Civilian

Statute
Title 10, USC
Title 5, USC

Authority
Rank in Person
Rank in Job

Acquisition
Fill based on structure and authorizations

Managed by USAREC, USMA, Cadet Command, PERSCOM, DCSPER
Fill based on position vacancy

Managed by supervisor, commander, CPAC/CPOC, Career Program Manager, ASA(M&RA)

Individual Training
Hierarchy of school for military and leadership skills
Functional training primarily occupational related

Distribution
Mandatory movement to meet worldwide requirements
Voluntary mobility (generally)

Deployment
Based on Army requirements (involuntary)
Voluntary – (unless part of job criteria)

Professional Development
Central selection and Management
Heavy decentralized management

Transition
Contractual obligation and forced separation/ retirement
More individual choices and longer tenure

DELIVERY OF PRODUCTS AND SERVICES

5-11. Delivery of civilian personnel management products and services is accomplished in a regional environment using 10 civilian personnel operations centers (CPOCs) and over 100 civilian personnel advisory centers (CPACs). These regions are illustrated in Figure 5-1. 

Regionalization of civilian personnel administration is dependent on the implementation of an integrated suite of automated systems. CPOCs provide personnel action processing in an operational environment in their region. CPACs, on the other hand, provide the front-line advice and assistance to installation leaders and managers. 
Figure 5-1. Regionalization
5-12. The CPAC director is the principal advisor to the commander and full partner with installation key leaders. High performing CPAC staffs are an integral part of the mission team.

The CPAC staff anticipates organization needs and diagnoses, analyzes, advises, and provides the necessary tools to execute the civilian HR programs to meet the mission.

Personnel Management at MACOM,
Installation, and Activity Levels

5-13. Major commanders may further delegate to commanders of independent field activities. Thus, the actual management of DA civilians, including professional development, incentive awards, discipline, evaluation, and other life cycle personnel functions, is decentralized to installation and activity commanders and local managers and supervisors. Installation commanders lead and manage civilian employees by developing, empowering, and utilizing staff to establish a work environment for positive employee motivation and high performance.

Equal Employment Opportunity

5-14. The Equal Employment Opportunity (EEO) Act of 1972 (as amended), Public Law 1614, and the Civil Rights Act of 1991 placed federal employees and agencies under the equal employment provisions of Title VII of the Civil Rights Act of 1964. The EEO Act of 1972 made it unlawful to discriminate in federal employment based on race, color, religion, sex, or national origin. The Equal Pay Act of 1963 made it unlawful to pay a different rate to members of the other sex for equal work on jobs that require substantially similar skill, effort, and responsibility under similar working conditions. The Age Discrimination in Employment Act of 1967 prohibits discrimination based on age. The Americans with Disabilities Act of 1990 prohibits discrimination based on mental or physical disability in an employment situation.

5-15. The authority for EEO in the Army is delegated to the Secretary of the Army who has designated the Assistant Secretary of the Army, Manpower and Reserve Affairs (ASA[M&RA]), as the Director of Equal Employment Opportunity. On the staff of the Assistant Secretary are two agencies responsible for separate aspects of the EEO program. 
Equal Employment Opportunity Agency

5-16. The Equal Employment Opportunity Agency (EEOA) is responsible for developing DA policy and issuing guidance pertaining to affirmative employment and the special emphasis programs, as well as for EEO program evaluation and training, including prevention of sexual harassment training. The EEOA is responsible for processing and resolving complaints of noncompliance with Section 504 of the Rehabilitation Act and the Architectural and Transportation Barriers Act, which ensure reasonable accommodation and accessibility for all individuals with disabilities to properties and programs that receive or benefit from federal financial assistance. The EEOA is also responsible for administration of the Army's Minority College Relations Program. 

Equal Employment Opportunity Compliance
and Complaints Review Agency
5-17. The Equal Employment Opportunity Compliance and Complaints Review Agency (EEOCCRA) is responsible for developing DA policy and issuing guidance pertaining to EEO complaints processing. EEOCCRA is responsible for adjudicating complaints and issuing decisions on merits, including corrective and/or remedial action, attorney fees, non-compliance with settlement agreements, and certification of offers of full relief. The EEOCCRA recommends awards of compensatory damages to the ASA(M&RA). The EEOCCRA also manages the DA EEO appeals and compliance program.

Commander

5-18. Commanders are responsible for leadership of affirmative action programs for minorities, women, and individuals with disabilities and for the administration of the discrimination complaint system for all serviced and tenant organizations. 

EEO Officer

5-19. Commanders are provided advice and assistance for program implementation by an EEO Officer. Army activities are responsible for development of Affirmative Employment Programs (AEP) for minorities, women, and individuals with disabilities in accordance with guidance provided by the Equal Employment Opportunity Commission (EEOC) and DA.

Affirmative Employment Program

5-20. The Affirmative Employment Program (AEP) plans required by the Equal Employment Opportunity Commission (EEOC) promote equal employment opportunity for Army civilian employees and applicants. The plans include aggregate work force and goal accomplishment data. Plans identify ways to remove barriers to the employment and advancement of women, minorities, and individuals with disabilities. AR 690‑12 establishes the DA policy, responsibilities, and procedures for implementation of the AEP. AR 690‑12 can be accessed at http://www.usapa.army.mil/gils/epubs7.html.

Discrimination Complaint Process

5-21. Complaints may be filed by applicants, employees and certain contractor employees who believe he or she has been discriminated against because of race, color, religion, sex, national origin, physical or mental handicap, age, and/or reprisal in an employment matter subject to control in DA. Complaints may also be filed in DA by employees from other federal agencies receiving Army support through a servicing agreement. The procedure does not apply to employees or applicants of the Army and Air Force Exchange Service or to non-United States’ citizens employed by DA outside the United States. AR 690‑600, which can be accessed at http://www.usapa.army.mil/gils/epubs7.html, establishes DA policy, responsibilities, and procedures for implementation of the discrimination complaint process.
Special Emphasis Programs

5-22. Special emphasis programs promote equal opportunity in hiring, advancement, training, and treatment of each targeted group. These programs advocate necessary change to overcome barriers that restrict EEO for women, minorities, and individuals with disabilities. The special emphasis programs are Federal Women’s Program, Hispanic Employment Program, Black Employment Program, Program for Individuals with Disabilities, Asian/Pacific American Employment Program, American Indian/Alaskan Native Employment Program. AR 690‑12 establishes DA policy, responsibilities, and procedures for implementation of special emphasis programs. AR 690‑12 can be accessed at http://www.usapa.army.mil/gils/epubs7.html
Army Equal Opportunity

5-23. The thrust of the Army Equal Opportunity Program is firmly embedded in fundamental American values and the basic philosophical tenet on which effective leadership and the exercise of command is built. Army equal opportunity is resonant in leadership that is rooted in taking care of soldiers and is crucial to unit cohesion, readiness, and mission accomplishment. Ensuring soldiers are treated with fairness, justice, and equity is central to an Army culture dedicated to the highest professional and personal standards, and to sustaining our most important resource—people. It is an underlying responsibility of leaders to ensure soldiers and their families receive equal opportunity and treatment, without regard to race, color, religion, gender, or national origin, and are provided an environment free of sexual harassment.

5-24. Leaders are assisted in sustaining Army equal opportunity (EO) goals and objectives by an Equal Opportunity Adviser (EOA) at brigade level and above and EO representatives (EOR) at battalion and company level. EOAs are agents for cultural change and act as the eyes and ears for the commander. EOA positions are filled by NCOs/officers possessing the skills and knowledge characteristic of the units they will serve. Soldiers selected as EOAs receive 15 weeks of intensive training at the Defense Equal Opportunity Management Institute (DEOMI), receive a Skill Qualification Identifier of "Q", and then serve a tour as an EOA, similar to that of a drill sergeant or recruiter. The EOA provides the commander a valuable subject matter resource for sustaining EO programs, training, and developing remedies to eliminate discriminatory practices or treatment.

linkages to principles

5-25. Visionary leadership. The leader sets the human resource climate in an organization. All aspects of human resource management flow from that climate. Leaders are responsible for organizing, developing, and managing the personnel within their organizations. They must ensure equal opportunities for the development and growth of their subordinates and the organization in general. 

5-26. Employee participation and development. Leaders who are concerned about and committed to the well being of their personnel are better able to influence the participation of their employees in education and development. Through clear and consistent emphasis on organizational improvement, the leader demonstrates his/her commitment to the growth of the organization. Employees know when this commitment is real and will respond accordingly.

5-27. Continuous improvement and learning. Employees enter the workforce with varying levels of expertise. Over time, knowledge and capabilities erode unless there is a conscious effort to maintain and build upon the education of the organization. To be effective, installation management personnel must remain abreast of the changes in technology and management principles. This effort requires a commitment on the part of the managers and the employees to the continuous learning process. 

Summary

5-28. Management of human resources is not easy. It is, by far, the most complex and difficult responsibility that leaders face. People are the cohesive element that makes everything else work, even technology tools. Whether they are direct hire permanent government employees, temporaries, term appointees, contractors, assigned military personnel, volunteers, or partners, people provide the means to accomplish the Army’s mission. The Army employs civilians because they possess unique skills, ensure operational continuity, are economical, and permit military personnel to perform pure military duties. As the force continues to downsize, more and more civilians will assume key roles in headquarters and support activities, schools and training centers, and base operations. 
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