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Introduction and summary

Introduction

The defence sector is entering a new phase in a
long process of change. This phase involves the
most important resource for the defence sector —
its people — and places a focus on competency.

In the 1990s, the main challenge faced by the
defence sector was that its structure had not
changed in line with general conditions. As this
fact became generally acknowledged, the process
was implemented to bring about a substantial
change, transforming the Armed Forces from a
mobilisation defence with a Cold War philosophy
to a modern, rapid reaction capability defence of
top quality. This process of change has had an
impact on every part of the defence sector and
has provided considerable reinforcements to the
Armed Forces’ operative capability. Today, the
Norwegian Armed Forces have a new force struc-
ture, modern and high-technology equipment and
employees with advanced competencies. The con-
duct of the Norwegian forces in Afghanistan over
the past 11 years provides clear illustration of the
above. This is also true of the operation in Libya,
the UN operation in the Republic of Chad, the

operations to fight piracy off the coast of Somalia
and the UNIFIL II marine operation.

However, if the Norwegian Armed Forces are
to retain this level of combative strength and oper-
ative capability over the decades to come, we have
to think ahead. The implemented changes have
been successful precisely because they were
introduced at an early stage and were ahead of
their time. The changes would not have been pos-
sible without broad political commitment and the
defence sector’s ability and capacity for long term
planning.

We have to learn from this success. We have to
make the right investments today to keep our
organisation at a high level also in the future. One
of the most significant strategic challenges faced
by the sector is to remain competitive on the
labour market of the future, so that we are able to
recruit, develop and make use of the right person-
nel with the right competencies.

There are three reasons behind the decision
to make changes now to personnel and compe-
tency. Firstly, the further development of this area
is decisive for the continued success of a combat-
ive Armed Forces in a future of constant and rapid
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changes. Secondly, the area of personnel and com-
petency has only seen a limited degree of compre-
hensive and systematic analysis and development
during the process of transformation to a rapid
reaction capability defence. Thirdly, changes
within society indicate that the defence sector will
face tougher competition for competency in the
future.

Defence capability is developed over a long-
term perspective and requires continuous devel-
opment and renewal. This White Paper creates a
framework for a new policy on competency within
the defence sector — a competency reform. The
reform shall help ensure that the defence sector
of the future has access to the competency
required to carry out its missions. The White
Paper therefore deliberates on key instruments
for further development and renewal. One of the
more important issues will be identifying good
mechanisms for the recruitment of employees
from a wider section of society. The aim for the
organisation is increased diversity and flexibility, a
increased flow of competency between the
defence sector and society at large and facilitating
the development of necessary in-depth compe-
tency and specialisation.

The defence sector comprises the Ministry of
Defence and all subordinate agencies; the Armed
Forces, the Norwegian Defence Estates Agency,
the Norwegian Defence Research Establishment
(FFI) and the Norwegian National Security
Authority (NSM). The requirement to develop
into a more modern competency organisation is
equally applicable to both the sector as a whole
and each individual agency. These agencies differ
but have the same goals and social responsibility,
in addition to a certain flow of military personnel.
There are substantial gains to be made in engag-
ing all agencies to jointly tackle the challenges
relating to competency, instead of addressing
these individually. For the Ministry, the Norwe-
gian Defence Estates Agency, the Norwegian
Defence Research Establishment (FFI) and the
Norwegian National Security Authority (NSM),
this challenge is no different than that faced by
other actors in the public sector. It is all a question
of attracting the best candidates in a highly com-
petitive labour market. As new generations reach
working age and are choosing among prospective
employers, those organisations which are known
to invest in competency and development of indi-
vidual employees are bound to be the most attrac-
tive.

In addition to this, the Norwegian Armed
Forces have several unique requirements for

change. The transition to a rapid reaction capabil-
ity defence has impacted the Armed Forces more
than other parts of the defence sector. The
weapon systems of the future will feature an
extremely advanced level of technology and will
be interlinked in a complex network. The techno-
logical development in defence systems is more
advanced than developments in civilian life. Com-
petency is therefore an extremely critical factor if
we are to develop the highest possible operative
capability and emergency preparedness based on
the investments in high-tech weapon systems
already made and those planned for the future.

This high-tech reality and the need for com-
mand of technology will have an impact on
recruitment to military education by the defence
agencies and on the content of military educa-
tional programmes, and will increase the need for
recruitment of diverse specialised knowledge
directly from the normal labour market. Examples
of subjects in which the defence sector will experi-
ence an increased need for in-depth insight and
specialisation is the future range from technology
and ICT to insight into military preparedness and
social security. The defence sector will also experi-
ence a higher need for specialists who can operate
within complex settings and situations and act
quickly and correctly when under pressure.
These abilities are developed through experience
and evaluation, and take time.

The prevailing long-term plan for the defence
sector, Proposition to Storting 73 S (2011-2012),
Et forsvar for var tid (Defence for our times), intro-
duces personnel and competency as a long-term,
strategic development subject and a main priority
for the Norwegian government. Several projects
have been launched on the basis of this Proposi-
tion. This White Paper is based on the recommen-
dations laid down in the long-term plan and the
recommendation from the Standing Committee
on Foreign Affairs and Defence, Recommendation
no. 388 S (2011-2012). This White Paper provides
the political platform and driving force for a
reform which changes the way in which the
defence sector carries out recruitment, develop-
ment and exploitation of competencies. The end
goal is a defence sector of the future which is
capable of fulfilling its social responsibilities and
being a competitive employer.

Summary

The White Paper is divided into eight chapters.
Chapter 1 describes the changes and trends
within the defence sector and society at large. The
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following chapters 2 to 5 deal with four aspects
which will be decisive for the defence sector’s abil-
ity to meet future challenges related to compe-
tency; becoming a modern competnecy-based
organisation with a greater diversity among its
workforce, increased flexibility in relation to mak-
ing competency available, more openness and
cooperation with other parties. Chapter 6 dis-
cusses the need to increase the number of women
working in the Armed Forces. Chapter 7 involves
an area on which the Norwegian Storting has
requested particular focus, cf. Recommendation
no. 388 S (2011-2012), schemes for various cate-
gories of personnel, including and in particular
the officer corps. Chapter 8 discusses how the
reform shall be implemented and presents areas
for action, further studies and political guidelines
for the process ahead.

The defence sector currently has a new struc-
ture and employees with a high level of competen-
cies. The defence sector also has a high quality
materiel park and one of the best Armed Forces in
the world. This was clearly illustrated by their
contributions in Afghanistan and a number of
other international operations.

However, it is important not to rest on the lau-
rels of our good achievements, but to plan for the
future and maintain a long-term perspective. The
defence sector has to be able to successfully com-
plete complex assignments out on the field while
fulfilling key national roles such as emergency pre-
paredness, presence and upholding sovereignty.
Competency is a decisive factor for the further
development of our modern rapid reaction capabil-
ity defence, in a world of rapid change. We have not
made sufficient adaptations to the area of compe-
tency to meet future needs and new security chal-
lenges. Trends within modern day society indicate
that the entire defence sector will be subject to
much harsher competition for qualified manpower
in the future. The rapid pace of technological devel-
opments has resulted in materiel and weapon sys-
tems which are much more complex, such as the
new frigates and combat aircraft. The defence sec-
tor requires employees who are able to operate and
maintain this new, advanced materiel and who can
handle composite, complex assignments. The
defence agency will as always require personnel
with good physical and military-specific skills. At
the same time, they need a much wider range of
competencies than before to take on new assign-
ments, and there is an ever-increasing need for spe-
cialisation and top competency.

In 20 years’ time, the assignments and frame-
work conditions for the defence sector may have

changed dramatically. The changing climate for
defence and security policy generates new assign-
ments and, at the same time, the defence sector is
impacted by the same trends and developments as
society at large. The competition for relevant,
highly qualified manpower will only increase in
the future. We have to lay the foundations today to
help ensure a competitive defence sector of the
future which is recognised as an attractive
employer on the future labour market.

Despite the significant resources invested by
the defence sector in development of competency
and education, competency itself has not been
subject to the same process of changes as the rest
of the Armed Forces. We have to make these
changes now, so that we are fully prepared for the
future. The next phase of the transformation of
the defence sector requires the development of a
competency-based organisation for a new era.
This is all a question of having the right people in
the right place in an organisation which has been
fundamentally transformed.

We have to ensure diversity and flexibility
within the defence sector in order to achieve the
required operative capability. The employees of
the future will have different expectations and will
require more from their employers. Young people
today expect to have the opportunity to develop,
to be constantly challenged at work and to be able
to combine work and family life. One factor which
could prove challenging in terms of recruitment is
the reduction in number of locations and the move
away from locations in major cities and other
densely populated areas. This could make it diffi-
cult for the families of new employees to find
work. The defence sector will also have to provide
more predictable career paths, a higher level of
flexibility in the support systems and will have to
sustain its high rate of investments in family and
personnel policies.

If the defence sector is to successfully com-
plete more complex assignments and continue to
provide the operative capability required, it will be
necessary to recruit employees from a wider sec-
tion of society. The different agencies must
recruit and make use of a much more diverse
workforce. Recruitment within the defence sector
must reflect the diversity of society at large, in
terms of ethnic background, equal opportunities
for men and women and age range. Increased
diversity brings new competencies and a broader
base of experience, making the defence sector
stronger and more able to meet challenges both at
home and abroad. Diversity reinforces capacity
for change, innovation and progress. Greater
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diversity may provide a broader base for recruit-
ment, providing the defence sector with a profile
as an attractive employer in an increasingly tough
labour market.

One goal is to recruit and retain a higher ratio
of female employees in the Armed Forces, partic-
ularly in military positions. The initiatives intro-
duced to date have not generated the required
results. Experience gained from compulsory
examining and classification of women for mili-
tary service will be evaluated in 2014. The Norwe-
gian Government will come back to the issue of
gender-neutral compulsory military service.

The military profession is unique as it involves
working in times of peace, crisis and war. This
requires a very specific professional development
and specialisation. The Armed Forces invest sub-
stantial resources in educating officers and pro-
viding them with the competencies which are
unique to military personnel. A number of mili-
tary personnel also work in positions which do not
require specific military competency. These posi-
tions will however require an understanding of
military actions and will complement the roles of
military personnel.

At the same time, it is essential to recruit and
retain personnel with a civilian education in posi-
tions where military competency is not required.
These positions may involve administration, econ-
omy, the environment and management, to men-
tion a few. Such personnel can either be appointed
in civilian posts or provided with supplementary
military education in order to become part of the
military organisation. This is all a question of
developing a higher degree of diversity within
competency, more flexible and effective solutions
for recruitment and the utilisation of competency
and an increased level of cooperation with other
sections of society in order to cover the broad
spectre of competencies required by the defence
sector.

It is also necessary to increase the level of flex-
ibility so that competency is available where
required. If it proves impossible to make expedi-
ent use of an employee’s competencies, schemes
or other programmes may be utilised to help the
employee change careers.

Managers who are in charge of personnel shall
play a central role when it comes to the deploy-
ment of military personnel and the recruitment of
civilian personnel within their organisation. By
increasing the level of flexibility, we will be able to
ensure recruitment of the best qualified person-
nel, irrespective of category. Competency shall be
the decisive factor when recruiting civilian or mili-

tary personnel, provided that the military compe-
tency is not all-important.

The Armed Forces need less general compe-
tency and more specialised competency. Within
the Armed Forces, the norm is still for time-lim-
ited positions and frequent rotation between posi-
tions. While the current pace of development
within technology requires specialised compe-
tency for numerous assignments, today’s person-
nel schemes and career paths have not been suffi-
ciently adapted to this need for specialisation and
continuity. Military preparedness and logistics are
good examples of areas where there is a need for
further development of competency and speciali-
sation. At the same time, it is important to retain
military personnel with a broad base of experi-
ence and advanced military education. Despite
this, it will be necessary to increase the number of
officers who have followed a horizontal career
path. Employees with generalised and specialised
knowledge must be able to complement each
other and jointly contribute towards value cre-
ation if we are to achieve our goals. The defence
sector aims to meet the increased need for in-
depth, specialised competency by expanding
career paths, reducing job rotation for military
employees and introducing horizontal recruit-
ment and career cycles also for civilian personnel.

The organisation’s education and training pro-
gramme shall be determined by its needs for man-
power. The military educational system will be
reviewed in order to ensure that it fully reflects
current and future needs in a cost-efficient man-
ner. The defence sector’s educational capacity
shall target military disciplines and functions,
when other institutions do not provide such edu-
cation. Moreover, the defence sector shall
increase utilisation of civilian educational pro-
grammes, including cooperation agreements with
civilian educational institutions. An increased
input of civilian competency combined with an
increased share of personnel following a horizon-
tal career cycle and a broader exploitation of the
civilian educational system may affect the number
of officers educated at at Bachelor and Masters’
level in the internal educational programme .

The defence sector has to view its competency
requirement and competency production as a part
of the total resources within society at large. This
requires a flow of competency and exchange of
knowledge between the different agencies within
the defence sector and with the rest of society, and
new cooperation and alliances where appropriate.
Increased competition for labour provides the
opportunity for increased use of foreign man-
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power, primarily from allied countries, where
appropriate and necessary, in order to cover the
competency gap. This may help improve access to
technical professionals.

Moreover, it is important to promote all the
opportunities provided by a career in the defence
sector in order to be recognised as an attractive
employer and to meet the requirements and
expectations of future employees. This may
involve opportunities for development, technologi-
cal work platforms, varied tasks and a greater
degree of flexibility across the boundaries of the
different defence agencies.

The defence sector constitutes one of society’s
most complex and comprehensive competency
inventories. The schemes established for the dif-
ferent categories of personnel are complex and
fragmented. General changes in security policy
and the subsequent restructuring of the Armed
Forces have also resulted in changes in the funda-
mental premises for a number of these schemes.
The current model is not sufficient for the needs
of a rapid reaction capability defence to retain and
develop military specialists. For military posi-
tions, several areas in the sector have a high level
of job rotation, particularly for specialist functions.

This year, a process will be implemented to
evaluate and make recommendations for a frame-
work for future personnel schemes in the defence
sector, including the officer corps. The personnel
schemes must provide for the need for efficient
transfer of competency both within and across
personnel categories. Furthermore, future
schemes must meet the defence sector’s need for
specialised competency and flexibility. Current
schemes provide scope for further development
of these areas. The process to develop the officer
corps shall therefore include an evaluation of how
either to further develop the current officer corps
to cover commissioned officers, commanding offi-
cers and officers on time-limited contracts, or
alternatively decide on a model involving a spe-
cialised corps, which also includes enlisted per-
sonnel. This evaluation will require a review of the
special 60-year retirement age for officers. The
evaluation must be seen in light of schemes which
provide for a balance among age groups and spe-
cialised competency. It must also be seen in light

of demographics, expectations of people living to
an older age and other special arrangements for
retirement age in society.

The Armed Forces’ payroll system has been
subject to substantial simplification processes in
recent years. There still remains scope for
improvement and simplification to the system.
The current system principally rewards high rota-
tion and development of broad competency, while
continuity and specialised competency are not suf-
ficiently supported by incentives. The Ministry of
Defence aims to enter into dialogue with the
labour organisations to start a process whereby
the payroll and incentive schemes are reviewed so
that they can be better adapted to the needs of a
rapid reaction capability defence.

The area of personnel and competency shall
be more clearly integrated into the defence sec-
tor’s control and management processes and shall
become a key factor in planning and decision-mak-
ing processes. Good management of competency
shall be secured by making use of in-depth analy-
ses of the need for and access to competency. By
improving the systems surrounding management
and employee development, the defence sector
shall achieve a higher exploitation of the compe-
tency of its employees.

This White Paper presents initiatives for the
short term and areas which require further
review and decisions. The initiatives presented to
date can be implemented within the framework of
the prevailing long-term plan for the defence sec-
tor, Proposition to Storting no. 73 S (2011-2012).
Any economical and administrative consequences
of the recommendations to come in subsequent
studies will be reviewed and presented along with
these studies. The initiatives have been divided
into four areas; strategic competency manage-
ment, competency integrated within management
and control, efficient systems for management
and development, and cooperation and openness.

If we are to achieve this competency reform, it
is essential to ensure good and predictable gen-
eral conditions for the employees and that there is
a shared understanding of the need for change. It
will therefore be important to continue our close
cooperation with the labour organisations.
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1 New requirement for competency

1.1 New tasks - new requirement for
competency

The current network-based rapid reaction capa-
bility defence has been developed to solve the
tasks allocated to the defence sector as a result
of changes in our defence and security policy
environment. During the Cold War, the chal-
lenges faced were relatively static. Today, this sit-
uation is much more dynamic and features a
high pace of change, requiring specialised com-
petency and quality in all areas. The global politi-
cal, economical and military division of powers is
in change. New superpowers are emerging. The
role and influence of Europe has been dimin-
ished. USA remains the only global superpower,
although China and India are rapidly growing in
influence.

Norway’s foremost strategic target area is the
High North. The climate changes in the Arctic
have an impact on the global climate system and
therefore represent special challenges. At the
same time, the reduction in the Arctic sea ice
extent opens up for new shipping routes and
increased access to resources. Developments in
the Arctic regions are important for Norway, and
this is a region where it is essential to safeguard
our national rights and interests. Russia has also
named the High North as a target area in terms of
energy recovery. It is also a fact that these areas
have a strategic military importance for Russia. As
such, we face a persistent requirement to update
our knowledge within the defence sector on the
developments and security challenges in the High
North, and to increase our knowledge of environ-
mental and climate changes.

HYEM VILLE THORD AT MO0EN EN IR
ELUNNE A%GRIFE SOHRGE FRA ET SKEIVERDED
FLERE TUSEN KILOMETER UNMNA?

Figure 1.1 Facsimile from Dagbladet Magasinet

OHG MVEM FILLE TR AT DETTE FAR
EN AV SOLDATENE SO SKTULLE FORSEARE 2557

L.

?
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Asymmetrical threats such as terrorism, the
dispersion of weapons of mass destruction, ballis-
tic weapon technology and cyber attacks repre-
sent constant challenges. Norway has to be pre-
pared to tackle these challenges, both inde-
pendently and within an international framework,
and a number of instruments must be applied to
this end requiring a varying role played by the
defence sector.

This places substantial requirements on the
defence sector. The diversity of tasks and the
broad range of competency these require are vast.

At the same time, these new tasks have not
replaced existing tasks. The Armed Forces still
have to uphold our nation’s sovereignty in the
High North and provide security for the popula-
tion by carrying out patrols at sea and along the
borders. When requested by the police force, the
defence sector shall also contribute towards com-
bating terrorist attacks on Norway. The defence of
Norway, its values and population is the primary
reason for having a military defence. This implies
that the organisation and its employees must at all
times be prepared to meet challenges which may

Box 1.1 The defence sector - Facts’

The Ministry of Defence

The Ministry of Defence is a Government Office
with responsibility for the formation and imple-
mentation of Norwegian security and defence
policy. The Ministry is responsible for the over-
all management and control of the activities of
subordinate agencies. As part of its executive
power of state, the Ministry monitors the activi-
ties of the agencies.

No. of employees: 326

Distribution between civilian/military

personnel.:

74% civilian/26% military

Distribution between men and women:

33% women/67% men

The Armed Forces

The Norwegian Armed Forces have nine differ-
ent tasks on behalf of society; (1) provide a war
prevention threshold, (2) defend Norway and
allies against serious threats and attack, (3)
avert and handle events and crises, (4) surveil-
lance and intelligence, (5) uphold Norwegian
sovereignty, (6) uphold authority in delimited
areas, (7) take part in multi-national crisis man-
agement, (8) contribute towards international
cooperation and (9) contribute towards security
for society. The Armed Forces are an agency
governed by the Ministry of Defence which is in
charge of the Armed Forces via the model for
Integrated Strategic Management (ISM). As
such, the strategic management of the Armed
Forces is an integral part of the Ministry of
Defence, and defence staff share offices with the
Ministry of Defence.

No. of employees: 17,195

Distribution between civilian/military
personnel.:

32% civilian/68% military

Distribution between men and women:
16% women/84% men

The Norwegian Defence Research Establishment

The Norwegian Defence Research Establish-
ment (FFI) is the prime research institution for
the defence sector and is responsible for basic
research, defence-related development of tech-
nology and competency and innovation adapted
to the needs of the sector. The Establishment is
a civilian research institution and an important
adviser to the Ministry of Defence and the Nor-
wegian Armed Forces’ military organisation.
The Establishment is organised as a manage-
ment body with special authorisation and
directly governed by the Ministry of Defence.
The Establishment shall in particular research
trends within scientific and military technical
developments which may have an impact on the
development of the Armed Forces. The Estab-
lishment supports the defence sector with plan-
ning, procurement and operation of military
materiel.

No. of employees: 693

Distribution between civilian/military person-

nel:

99.5% civilian/0.5% military

Distribution between men and women:

27% women/73% men
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Box 1.1 (cont.)

The Norwegian Defence Estates Agency

The agency’s primary tasks relate to the plan-
ning, procurement and operation of defence
estates and property, building and construction,
and consultation related to property, building
and construction. The Norwegian Defence
Estates Agency (NDEA) is an administrative
agency subordinate to the Ministry of Defence.

No. of employees: 1,529

Distribution between civilian/military person-

nel:

98% civilian/2% military

Distribution between men and women:

40% women/60% men

Civilian personnel
8056;41 %

Military personnel
11 832;59 %

Civilian personnel

Military personnel

Figure 1.2 Distribution between civilian and
military employees in the defence sector

The Norwegian National Security Authority

The Norwegian National Security Authority
(NSM) is the executive body for preventive
security in the civil and military sectors on
behalf of the Ministry of Justice and the Police
and the Ministry of Defence. The NSM shall
counter threats to the independence and secu-
rity of the realm and other vital national security
interests, primarily espionage, sabotage or acts
of terrorism. The NSM is a directorate which is
administratively subordinated to the Ministry of
Defence.

No. of employees: 145 man-years

Distribution between civilian/military person-

nel:

89% civilian/11% military

Distribution between men and women:

28% women/72% men

L All figures are dated 31.12.2011

Female
3642; 18 %

Male
16 246; 82 %

Female employees
Male employees

Figure 1.3 Distribution between male and
female employees in the defence sector

threaten our security, and must take part in the
collective defence of the member states of NATO.
The Armed Forces therefore rely on having the
competency required to allow for operative capa-
bility in cooperation with allies.

The defence sector would not be able to carry
out its tasks without the establishment and update
of relevant defence and emergency preparedness

plans. These shall allow for the ability to respond
quickly to different types of events and crises in
peacetime, and a strong and rapid capability to
build up forces in the event of a security policy cri-
sis or war. The terror attacks on 22 July 2011 were
a substantial test on Norway’s civil protection and
emergency planning. The 22 July Commission’s
report (Official Norwegian Report 2012:14)
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states: “The tragedy of 22 July reveals the need for
many kinds of changes: in planning work and
rules, in the deployment of expertise and
resources, in organisational culture, priorities and
focus..” The defence sector’s contribution to the
protection of civilian social security has been dis-
cussed at length in the long-term plan for the
defence sector, cf. Proposition to Storting 73 S
(2011-2012). Plans have therefore been compiled
to adapt and utilise the Armed Forces’ capacity in
the most appropriate manner to support civilian
authorities within prevailing resource limits and
lines of responsibility. These are tasks which
require specific competency within emergency
preparedness planning, including operations and
logistics.

At the same time, the Armed Forces shall con-
tribute towards international security and stability.

International operations to ensure peace and sta-
bility are closely linked with the efforts to ensure
full security at home. Over the past two decades,
the Armed Forces have played an increasingly
important role in peace and stabilisation opera-
tions in areas outside of NATO’s area of responsi-
bility. This development lays the premises for the
operative capability required by the Armed
Forces. As tasks grow more complex, the require-
ments on technological competency increase,
along with the ability to solve a wide range of
tasks, both at home and abroad.

Formerly an extensive and relatively static
mobilisation defence, the Armed Forces in Nor-
way have undergone a major restructuring pro-
cess, reducing the number of forces but increas-
ing the number of permanent units with rapid
reaction capability and a large degree of mobility.

Box 1.2 Rapid reaction capability defence

The defence sector has been restructured from
a mobilisation defence to a rapid reaction capa-
bility defence. This rapid reaction capability
defence shall represent a war prevention thresh-
old, based on NATO membership. Any parties
challenging Norwegian security and indepen-
dence will face high risk and costs due to the
modern capacity and rapid reaction force of the
Norwegian defence. Our defence must be up to
date, flexible and mobile, to take on operations
both at home and abroad and to meet the chal-
lenges of the future. The rapid reaction capabil-
ity defence has therefore reinforced its opera-
tive availability by making the change to a new
structure which is constantly prepared for
action.

The rapid reaction capability defence com-
prises expert personnel operating modern mate-
riel and who are supported by a fully modern
logistics system. The rapid reaction capability
defence is highly educated, well-trained and
drilled in cooperating on national or allied crisis
and war operations in Norway or abroad. Today,
the Norwegian Armed Forces have an
extremely high level of quality, and many of the
implemented and planned materiel systems are
the very best available. By way of example, we
can mention upgraded land, sea and air capabili-
ties with an operative brigade system in the
Army, frigates and vessels in the Navy which are
ready for action and new combat aircraft in the
Air Force. The rapid reaction capability defence

also has the operative capability to make flexible
and trustworthy use of this wide but well-bal-
anced range of capabilities, without having to
increase its forces in advance.

The response times for the rapid reaction
capability defence are stipulated on the basis of
adopted targets. Departments and units can
deploy operative capabilities as quickly as possi-
ble and at the latest within the response time
specified. These operative requirements are
viewed in light of response times and upgrade
requirements for materiel, maintenance require-
ments, international deployments and other
operations, in order to comprehensively safe-
guard full operative capability. The Armed
Forces are ready for action at any given time,
covering a wide range of operative capabilities
and assignments.

Operative requirements and demands on the
rapid reaction capability defence require an
understanding of systems and totality and the
ability to make use of and combine new technol-
ogy with new competency in the organisation.
Personnel with a broad and comprehensive
range of competency on military operations and
relevant technology and areas are fundamen-
tally important for the operative capability of the
Armed Forces. Continual investments in compe-
tency are a decisive factor for realising changes
and materiel investments in order to safeguard
and further develop operative capacity.
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This restructuring process has allowed the
defence sector the ability to manage complex
security policy assignments over time, also in
areas far from Norway and its borders. The mili-
tary engagement in Afghanistan is one example of
the above. The Royal Navy has taken part in inter-
national operations, including NATO’s maritime
surveillance operation in the Mediterranean
(Operation Active Endeavour), the UNIFIL II
operation off the coast of Lebanon and the EU’s
marine operation in the Gulf of Aden in 2009-2010,
Atalanta. Yet another example of the Armed
Forces’ capability to make high-technology and
relevant contributions to international assign-
ments at short notice is the operation in Libya
from March to October 2011.

However, our network-based, rapid reaction
capability defence requires continuous develop-
ment and improvement if it is to sustain such a
high level. Competency is key. The challenges we
meet today are primarily driven by technology
and are global in nature. All technological and
human scope must be utilised to the full if we are
to achieve the required combative force. The
rapid pace of technological developments has
resulted in materiel and weapon systems which
are much more complex. The defence sector
requires employees with substantial technical
insight and who can operate and maintain the
new, advanced materiel. Moreover, the sector
requires high expertise in communicating and
information management. A high-tech intelligence
capacity must also be interlinked with similar
capacity among our allies.

The establishment of a high-tech rapid reac-
tion capability defence has generated new and
complex competency requirements. A high num-
ber of functions have to be discharged. This will
not make the traditional soldier redundant; people
with good physical and military-specific skills who
are able to carry out the core tasks of the Armed
Forces during military operations are essential. At
the same time however, there is an increasing
need for employees with competency within a
number of other areas such as system knowledge,
comprehensive expertise and simultaneous capac-
ity. More recent conflicts have uncovered a need
for rapid and efficient implementation of operative
competency into new structures. Technicians and
logistics personnel have to support new military
stations set up in areas far from our home bases.
The ability to adapt is critical for the operative
capability of the Armed Forces.

The same also applies to an understanding of
and competency regarding culture and diversity.

Over the past decade, the Armed Forces have car-
ried out operations in areas together with person-
nel from different and more complex cultures and
who face different challenges to those encoun-
tered in Norway. An understanding of culture and
the ability to interact with local communities are
extremely important for the success of interna-
tional operations. If we are to attract employees
with this type of competency, the defence sector
has to sustain a reputation as an interesting and
relevant career choice for a wider section of soci-

ety.

1.2 Trends in society and a labour
market in change

The requirement for restructuring within person-
nel and competency applies to the entire defence
sector, be it the Ministry of Defence, the Armed
Forces, the Norwegian Defence Estates Agency,
the Norwegian Defence Research Establishment
and the Norwegian National Security Authority.
The defence sector is seeking and requires a
labour force with competencies which will be sub-
ject to tough competition on the labour market of
the future. Unemployment in Norway is low and
has remained so for a number of years. Despite
the financial turbulence in the rest of the world,
Norwegian employment has remained stable and
the number of new jobs has seen an increase. The
competition for qualified labour will also increase
correspondingly. This is a challenge to be faced

Figure 1.4 Digital soldier system: The Norwegian
Defence Research Establishment is in charge of
the process to develop the digital solider system
of the future, Normans, which will provide
enhanced combative capability and improve
security for soldiers in the field. Normans will be
implemented in 2013.

Photo: The Norwegian Defence Research Establishment
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by the defence sector and which requires prepara-
tions in the form of new recruitment systems and
the development and retention of employees.

One of the most significant challenges faced
relates to the rapid pace of technological develop-
ment which is changing society in Norway and
the world at large. This development is more radi-
cal and is taking place at a much more rapid pace
than ever before. The information explosion, glo-
balisation and use of ICT bring about new ways of
working and new requirements on competency,
flexibility and capacity for change.

The rate of technological development is
extremely high within the military sector. The
restructuring of the Armed Forces has resulted in
new and highly complex materiel and weapon sys-
tems. By way of example, one can mention the
new vessel structure in the Royal Navy, the new
combat aircraft which Norway is about to procure
and the equipment now available to Army sol-
diers. Advanced technology is also necessary for
fulfilling tasks related to the detection and han-
dling of cyber attacks on critical civilian infrastruc-
ture. Moreover, this development in technology is
expected to escalate in the future. This implies
that missions may change in character and that
materiel becomes obsolete more rapidly than
before. The application of modern technology cre-
ates new threats and vulnerability, but also the
scope for more efficient fulfillment of military mis-
sions. The development of new systems for infor-
mation, communications and surveillance help
generate units which have much more power and
which require much less personnel. The use and
maintenance of technology, combined with
requirements for communication, interpretation
and management of information are key compo-
nents for a modern defence. This places substan-
tial requirements on competency and the capacity
for change among defence sector employees.

Alongside this technological development, glo-
balisation is the most predominant trend within
social development in Norway. Geographical dis-
tance is no longer so important and barriers for
flow of information, persons, goods and services
are now minimal. Norway is part of a major Euro-
pean labour market. Immigration is on the
increase and the Norwegian population now fea-
tures a much higher ethnic diversity. In the future,
people from immigrant families will represent a
higher ratio of the working population. This has
had a significant impact on the availability of man-
power for Norwegian companies. For many
organisations, globalisation provides a wider
source of qualified labour which can help read-

dress fluctuations on the Norwegian labour mar-
ket. Today, numerous companies in Norway
recruit qualified labour from markets where the
financial crisis has hit harder than in Norway,
resulting in high unemployment. The defence sec-
tor is not as flexible as other organisations in mak-
ing use of manpower from abroad in order to read-
dress fluctuations in the source of competency
within Norway. This is due to the unique nature of
the defence sector, requirements on security
clearance and limitations related to citizenship for
many functions. A more globalised labour market
does however provide opportunities, within the
boundaries of current legislation, to recruit per-
sonnel from countries with which Norway has
security-related cooperation, primarily allied
nations. This can provide scope for recruiting crit-
ical competency for the defence sector, for exam-
ple technical personnel.

A third set of challenges relates to demogra-
phy, urbanisation and changes in the working pop-
ulation. Norway has an aging population and an
increasing number of people are migrating to cit-
ies and densely populated areas. The flow of popu-
lation is towards central regions, in particular to
the largest cities. The population is expected to
see significant growth in the major cities and sur-
rounding areas, while a lower rate of growth is
projected for regional areas. This may exasperate
the challenges faced by the defence sector in
attracting qualified labour. The Armed Forces
have cut back on the number of locations and are
primarily located outside of areas where the great-
est growth in population is expected. We therefore
need to lay the foundations for presenting the
defence sector as a competitive and attractive
employer to the future labour market.

Today, the norm in society is for dual-career
couples, where both partners work. Not only are
more women now in work, there has also been a
change in the role played by men. Today, men and
women are both expected to take responsibility
for home and family. On the part of the defence
sector, this implies that the employees of the
future will have to pay much more consideration
to their partners’ careers when making decisions
about their own careers. This may have an impact
on geographical mobility and increase the need
for a long-term perspective and predictability
when planning a career in the defence sector. A
number of initiatives will be required to allow
dual-career couples to serve with the Armed
Forces at their different locations in the future.

The high rate of change, rapid development in
technology and the broad spectre of missions may
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afford the defence sector a profile as an attractive
employer for new generations of employees. How-
ever, for this to happen, the sector must be able to
market the opportunities provided by a career in
defence, and that they can offer flexible, individual
schemes and horizontal career paths. The fact
that the military section of the defence sector has
not been so successful in recruiting and retaining
females and other groups of personnel who have a
different background than the majority within the
organisation implies that the defence sector has
failed to procure a number of talented employees.

Future employees will be much more aware of
their own value. We know that these employees
will have a higher level of education. We know
that most of them will find expect to change jobs
several times. We know that the most attractive
employers will be those which invest in compe-
tency and the development of individual employ-
ees. Combined with the younger generation’s
increasing expectations for influence over their
careers, this may place pressure on the hierarchi-
cal organisational structure and the working
method prevalent within the public sector, includ-
ing the defence sector. New and younger employ-
ees will challenge current forms of management,
working methods and types of communication.
The way work is organised is of significance for
the motivation and retention of employees and
thereby for the retention and development of com-
petency. By organising work in a less hierarchical
manner, it will be easier to work at a high speed
and will pave the way for innovation and for skilled
employees to make proper use of their expertise.
Moreover, it will allow for more motivated employ-
ees and make the defence sector more attractive
and competitive as an employer. These factors will
have an important impact on recruitment and the
retention of employees with the required compe-
tencies.

Solidarity and professional identity within the
defence sector may prove significant factors for a
choice of career within the sector, or perhaps
returning to a job in defence after a period spent
in other careers. The opportunity to change jobs
internally within the defence sector is also a factor
which will attract young people and help ensure
they stay with the organisation. To be perceived
as an attractive employer, the defence sector must
have a good reputation both outside and within
the sector itself. By increasing accessibility to job
changes and work experience between the differ-
ent defence agencies, the defence sector will be
able to enhance network building and develop-
ment of competency within the sector as a whole,

in turn benefiting the defence sector’s positive
reputation.

In the future, working life will make much
higher demands on flexibility, on the part of both
the employer and employee. Freedom and flexibil-
ity may be more important than safety and pre-
dictability, particularly for people with advanced
expertise on a labour market lacking in highly
skilled workers. The working life of the future
may therefore be more heterogeneous with a
larger focus on continuous learning, change and
individual adaptations. New groups of employees
from different backgrounds will provide employ-
ers with a broader base from which to recruit the
best competencies and to retain highly qualified
personnel. Diversity will also make the organisa-
tion more attractive to younger generations.

In society at large, there is an ever-increasing
focus on strategic competency management. Very
few organisations have achieved substantial
advances in this area, although a number of pri-
vate companies have made better progress than
organisations in the public sector. The growing
competition for manpower and competency has
given rise to an increased focus on management
and employee development and monitoring of
results for both individuals and organisations as a
whole. A number of companies now focus on per-
sonality rather than skills when recruiting new
staff, based on the philosophy that skills can be
learned while personality is inherent. Continual
change attracts more attention to positive pro-
cesses for change and adaptation.

1.3 New expectations

Norway has an excellent, high functioning public
sector. General surveys among the population
from 2010 indicate that seven of ten persons are
satisfied with the services provided at municipal
and governmental level.l Despite this, the devel-
opment trends and rate of change in society will
present the public sector with a comprehensive
need for change and development. Among the key
factors in this context are increased competition
for scarce resources, a higher focus on legitimacy,
efficiency and the obliteration of traditional bor-
ders between sectors of society. In total, this
implies a requirement for new thinking on compe-
tency, collaboration and management throughout
the entire public sector.

L Proposition to Storting 1 S (2012-2013) to the Ministry of
Government Administration, Reform and Church Affairs
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Box 1.3 Competition for
manpower

Unemployment in Norway has been very low
for a number of years. Despite the financial
turbulence in the rest of the world, Norwegian
employment has remained stable and the
number of new jobs has seen an increase. The
current situation is relatively stable with
unemployment of 2.5 to 2.9 percent. In terms
of unemployment among persons with higher
education from University or college, the ratio
is approximately 1 percent. There is a general
trend in the west for an increasing demand for
employees with higher education, and a reduc-
tion in the employment of manpower with low
education. This gives rise to a highly competi-
tive market and substantial demand for skilled
personnel and management with relevant edu-
cation and experience.

It is therefore reasonable to assume that
competition for labour will persist, based on
the increasing demand within the welfare sec-
tor, a rise in the number of persons taking out
retirement, generations from years with low
birth-rates replacing the post-war generations
and a relatively low birth-rate in general.

Resources will always be scarce and prioritisa-
tion essential in a society, both in terms of quali-
fied manpower and public funding to finance the
needs of a community. As populations grow
increasingly old, pension expenses and health,
care and welfare costs grow higher. The future of
the welfare state will greatly rely on the public
sector’s capacity to improve efficiency and
achieve innovation. Scarcity of manpower in the
years to come will force us to make use of this
manpower in the most important areas. Human
capital and competency will prove a decisive factor
for the development of more ingenious solutions.

The public sector will have to fight hard to
gain the most competent personnel. The private
sector has become more knowledge-intensive and
this only serves to augment competition for this
category of manpower. Despite the considerable
increase in the number of persons taking higher
education, the private sector will be targeting this
competency to a much higher degree, and the pri-
vate sector is more competitive in terms of salary.
As a result, the defence sector must identify its
competitive strengths and make use of these to
achieve its goals.

Not only could this scarcity of resources make
it more difficult to sustain the current level of pub-
lic services, there will also be a higher demand for
and expectations of public services. Legitimacy
has a decisive impact on support for communal
systems, and funding for such is not forthcoming
if the community at large feels that the resources
are not being properly utilised for the best of the
community and the individual. More than many
other public organisations, the defence sector
relies on legitimacy to fulfil its mission as the ulti-
mate instrument of power for the Norwegian gov-
ernment.

This development lays the premises for the
operative capability required by the Armed
Forces. As missions grow more complex, the
requirements on technological competency
increase, along with the ability to work within a
network and solve a wide range of tasks, both at
home and abroad. Advanced technological compe-
tency is a resource in high demand on the Norwe-
gian labour market. The Armed Forces currently
train personnel in this area not only for own use
but for the rest of society. This reinforces the need
for further development of the defence sector into
a modern competency-based organisation which
can compete using other instruments than salary
and which can be seen as an attractive employer
by highly skilled personnel who have a number of
choices.



18 Meld. St. 14 (2012-2013) Report to the Storting (White Paper)

2012-2013

Competency for a new era

2 The defence sector as a competency-based organisation

2.1 Competencyinanew era

The transition from a mobilisation defence to a
rapid reaction capability defence is paralleled by
the development from a former industrial society
to today’s knowledge society. Furthermore, pro-
ductivity in both our rapid reaction capability
defence and our knowledge society is not primar-
ily related to machines, mechanics and muscle
power, but to well-informed employees. The abil-
ity to make use of knowledge, identify new solu-
tions and combine competencies in new ways is
decisive for successful completion of the modern-
day missions for the defence sector and for its
ability to develop and meet future challenges.
Competency is the most critical factor for the
defence sector’s abilities to fulfil its missions. This
must be reflected to a much greater degree in the
quality, long-term perspective and systematisation
of the processes implemented to ensure the
defence sector has the necessary competency for
today and tomorrow. Competency has to play a

decisive role in control and management and form
a central part of decision-making processes.

The defence sector has not yet completed its
development from a management focus on per-
sonnel development to the strategic management
of competency. In the future, all organisations
shall carry out competency analyses and system-
atic employee development. More systematic
management shall be introduced for learning by
experience and sharing experience at both unit
and sector level. This will not only provide more
support for technological systems, but also
require a cultural change within the organisation,
both among managers and employees.

2.2 Complex requirement for
competency and complementary
expertise

All the different organisations within the sector
must maintain a continuous and long-term focus

The Universum Student Survey 2012 was com-
pleted by several thousand students on a wide
range of courses at Universities and colleges in
Norway. Universum Top 100 is a list of the most
attractive employers in Norway, based on the
results of the Student Survey. On the Top 100,
Norwegian students have allocated a high score
to the defence sector units within the four sur-
vey categories; economy, technology, data/IT
and the Humanities.

Top 100 Economy

No. 52: The Armed Forces

Top 100 Technology

No. 39: The Norwegian Defence Research

Establishment

No. 43: The Armed Forces

No. 57: The Norwegian Defence Estates

Agency

Box 2.1 The defence sector achieved a high score from the Universum student
survey

Top 50 Data/IT:

No. 11: The Armed Forces

No. 27: The Norwegian Defence Research

Establishment

Top 50 Humanities

No. 17: The Armed Forces

The survey asked questions regarding the
students’ expectations for working life, career
ambitions and their dream jobs for the future.
Factors the students in the 2012 survey had in
common included the hope to achieve a balance
between work and free time, a safe workplace
and a challenging job, in addition to the potential
to work abroad. The survey indicates that the
students have identified these opportunities
within the current defence sector organisations.

Source: Universum 2012
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Figure 2.1 Daniela Heinrich, researcher at the
Norwegian Defence Research Establishment,
made use of optical sensors to test smoke rounds
at the Rena camp in January 2012, as a part of the
tests for a new type of artillery ammunition.

Photo: The Norwegian Defence Research Establishment

on working to secure the correct composition of
competency, the correct balance between compre-
hensive and specialised competency and that com-
petency is utilised and developed to the greatest
degree possible.

The Armed Forces alone are charged with
exercising military power. Personnel with a broad
and comprehensive range of competency on mili-
tary use of force and relevant technology are funda-
mentally important for the operative mission capa-
bility of the Armed Forces. At the same time, the
increase in complexity generates a need for more
composite and specialised competency for both the
individual employee and the individual organisa-
tion. The type of specialisation has to be reflected
by the way in which the Armed Forces choose to
develop the competency required to fulfil their
tasks. This is not an issue of closing down func-
tions, rather identifying forward-looking ways of
procuring competency. The Armed Forces there-
fore need to recruit from a wider section of society
and provide more comprehensive development and
exploitation of these new recruits, at the same time
ensuring a broader integration of competency
developed outside the sector with new recruits and
re-recruitment at middle and senior management
levels. To achieve this, the recruitment processes
have to be more open and focused on competency.
As such, competency must be the determining fac-
tor during recruitment, rather than personnel cate-
gory. This applies to specifying competency
requirements when publishing vacancies, evaluat-
ing candidates and ranking diversity of competency
and total competency within a team, and requires a

Box 2.2 The military profession

At the very core of the military profession is
the exercise of military power as the ultimate
instrument for security policy. Military per-
sonnel therefore carry a unique responsibility
to secure the state, its population and society
at large, and to solve demanding operative
assignments in peacetime, during crises and
war. Military expertise is developed through
education, training and exercises and requires
specialised knowledge in addition to the actual
use of force, for example security policy, emer-
gency preparedness, understanding of differ-
ent cultures, language, technology, logistics
and resource management. Good manage-
ment skills are decisive in a crisis or military
operation. Modern day reality for the military
attaches greater importance to military ethics
as a part of military education and training.
These principles remain just as definite as
ever but are more difficult to apply as the
divide between combative and non-combative
is no longer as clear as in former conflicts. Mil-
itary personnel have to be prepared to make
difficult choices under pressure and to make
these choices quickly. This requires a high
level of ethical reflection, an in-depth under-
standing of international law during war,
strength of mind and, not least, training. The
military profession places unique obligations
on the shoulders of officers in terms of reac-
tion capacity, command and deployment.

review of the positions within the Armed Forces
with a view to defined requirements on compe-
tency, irrespective of how these requirements were
traditionally formulated.

Selection, education and career paths within
the Armed Forces have mainly been homoge-
neous and have focused on development of man-
agement skills and generalised competency.
These processes have not been sufficiently
adapted to a more heterogeneous competency
requirement and the need for specialisation. One
of the main target areas for the personnel
schemes will be to secure development of special-
ised competency, quality and continuity for hori-
zontal career paths, as described in chapter 7.

Compulsory military service is and will always
be fundamental for the Armed Forces. The
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Box 2.3 Pilot project on strategic
competency analysis in the Armed
Forces

In the spring of 2012, a pilot project on strategic
competency analysis was carried out within the
Armed Forces, as part of the ongoing process
on the competency reform for the defence sec-
tor. The purpose of the pilot project was to
develop models, approaches, methodology and
processes for strategic competency analysis
which are specially adapted to the defence sec-
tor. The methodical approach was based on the
Directive for Strategic Competency Manage-
ment in the Armed Forces (DISKO).

Competency analyses were performed for
three groups of competencies; marine engi-
neering in the Royal Navy, operations in the
Royal Navy and project management in the
Norwegian Defence Logistics Organisation.
The pilot project uncovered gaps in compe-
tency within certain competency groups and
assessed how different measures impact on
these gaps. The analyses have helped form
the basis for a strategic discussion on compe-
tency in the defence sector.

The pilot project is a first step on the path
to developing fact-based grounds for decision-
making for strategic competency manage-
ment. Based on the experience gained during
the pilot project, a new project has been set up
entitled Strategic Competency Amnalysis, in
which representatives from all organisations
within the sector are taking part, including the
Ministry of Defence. This project will afford
the defence sector more experience of compe-
tency analyses.

increased complexity of the competency require-
ment must be reflected by increasing the differen-
tiation of selection criteria during national service
and at schools.

The ability to plan and execute operations is
absolutely essential within the military profession.
As competency requirements grow increasingly
complex, the defence sector must supplement mili-
tary competency with competency developed out-
side the sector to a much higher degree than today.
The requirement for reaction capability implies that
many new recruits who have been educated in the
civil sector require additional military education so

Box 2.4 Project 2813 HRM
(Human Resources Management)

The Armed Forces are currently in the engi-
neering phase of a new HR system scheduled
for implementation in the autumn of 2013.

This is part of the Armed Forces’ joint inte-

grated management system for management

and control of personnel, materiel and econ-
omy functions. The aim of the HRM project is
to improve the Armed Forces’ ability to carry
out good, modern management and control of
its human resources while at the same time
improving efficiencies to achieve savings.

The project has four performance goals:

1. Management and control The area of per-
sonnel and competency shall have much
clearer integration into the total manage-
ment and control of the Armed Forces.

2. Recruitment The Armed Forces shall
develop a much broader basis for the
recruitment of new employees in an effi-
cient manner, whether new recruits to the
Armed Forces, in-house recruitment
whereby employees change jobs or re-
recruitment of former employees.

3. Career and talent development The Armed
Forces shall improve their competency
management for the individual employee.
This requires a more clearly defined link
between the Armed Forces' requirements
and the competency, potential and ambi-
tions of the individual employee.

4. Personnel management The Armed Forces
aim to improve the efficiency of personnel
and competency management. This
requires an increased level of electronic
procedures, improved data bases for con-
trol and more rapid access to relevant con-
trol information.

Project 2813 shall help further develop and
modernise the HR processes utilised by the
Armed Forces. Initially, results will be gener-
ated by uniform processes and improved data

quality.

that they can assume positions which require mili-
tary-specific competency and the obligations and
responsibility which follow with such a position.
Schemes must also be developed which are
more flexible in terms of job changes and phas-
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Box 2.5 Management and employee development within the Norwegian Defence
Estates Agency

Active development of competency and man-
agement is essential in the management of the
total property, building and construction inter-
ests of the defence sector. The Norwegian
Defence Estates Agency strives for a manage-
ment and organisational culture which is open
to change and which can actively meet new
requirements and development trends. This
applies in particular to new opportunities and
challenges related to the future base for
recruitment which will feature existing employ-
ees who want to stay on at work past normal
retirement age, new requirements from the
next generation of employees and an increase
in cultural diversity. Increased diversity and
new competency shall form the basis for the
exploitation of a significant increase in techno-
logical applications at work.

Figure 2.2

Photo: The Norwegian Defence Estates Agency

The Norwegian Defence Estates Agency
abides by the framework laid down for proper
public management. Full compliance with
framework conditions is required in order to
build trust among owners, customers and soci-
ety at large. Proper management primarily
implies a responsibility for management, and
the Norwegian Defence Estates Agency shall
base their approach to this issue on a manage-
ment platform which features common man-
agement principles. The Norwegian Defence
Estates Agency will make active efforts

towards the further development of systems,
competency and a culture which supports and
stimulates proper management. Full compli-
ance with framework conditions forms the
basis for innovation.

The Norwegian Defence Estates Agency
underlines competency as the most important
instrument in the short and long term for the
development of future property systems. The
Agency’s competency model emphasises equal
career paths within management and the differ-
ent professions represented. A learning portal
has been established to organise and adminis-
ter learning initiatives which have a common
basis.

The Agency also makes use of a specially
designed HR tool to ensure comprehensive and
systematic follow-up of employees. This sup-
ports the processes required for competency
management and employee  follow-up.
Employee follow-up is all about facilitating the
workplace so that the individual employee is
able to succeed on a daily basis and live up to
the expectations of both the customer and the
organisation. In practice, this requires system-
atic processes for carrying out performance
appraisals, including a review of roles and job
descriptions with defined competency require-
ments, and self-evaluation in relation to the
management and employee principles laid
down for the Norwegian Defence Estates
Agency. The performance appraisal is sum-
marised in targets for learning and develop-
ment and in working targets, which in turn
form the basis for an individual development
plan. The fact that all this information is jointly
collated allows for a much higher degree of
continuity and follow-up of employees, irre-
spective of any changes in management.

The tool also forms the basis for a descrip-
tion of the total competency within the Agency,
in the form of registered CVs. Moreover, the
comprehensive and systematic use of the tool
will help identify any gaps in competency at
both agency and organisational level.
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ing out so that the substantial investments made
in competency are exploited to the maximum
within the defence sector. Flexibility must there-
fore be an integrated part of a good personnel
policy.

2.3 Strategic competency
management

The competency reform will necessitate a change
in how competency is managed as part of the stra-
tegic management of the sector and its agencies,
and as a part of the development and control of
the organisation. This is a fundamental premise
for the work on developing initiatives and imple-
mentation, and is decisive for generating genuine
and long-lasting results.

Modern competency-based organisations have
a mutual link between competency requirements
and the results generated by the individual
employee and development of competencies. Stra-
tegic competency management is a tool and a
working method which can be used to ensure the
necessary level of competency. This implies sys-
tematic and strategic work to chart current and
future competency requirements and to analyse
what this means in relation to the individual
employee.

For the defence sector, this implies that com-
petency has a much wider importance than
before. Processes which today mainly occur inde-
pendently must in the future be seen in correla-
tion, for example personnel management, educa-
tion, structural development and the management
of agencies and organisations.

The systematic and continuous development
of managers and employees is a decisive factor for
sustaining and further developing competency.
Central elements in the process of employee
development are performance goals, development
goals and career goals for individuals, viewed in
relation to the organisation’s competency require-
ments and gaps in competency. Employee devel-
opment requires much more than courses and
education. It involves a much higher degree of
guidance, sparring and feedback on a day to day
basis during work.

2.4 Sharing knowledge and
experiential learning

Organisations with a focus on learning share com-
petency. Employees are responsible for acquiring

competency in line with the needs of the organisa-
tion and are also responsible for sharing and mak-
ing their competency available to others.

Systems are required to ensure that the com-
petencies held by individual employees are of the
greatest benefit possible to the organisation as a
whole. In addition to systematic measures to gen-
erate and develop competency for individuals, sys-
tems are also required to procure, evaluate, organ-
ise, quality assure and provide competency,
knowledge and experience throughout the organi-
sation and between different organisations. It is
also important to develop a culture for sharing
knowledge.

The defence sector is made up of organisa-
tions which are considerable differences in terms
of activities, practice and deliveries. The defence
sector’s core tasks, such as that of the Armed
Forces to provide operative capabilities, are com-
plex and at times require extremely rapid deci-
sion-making, a high degree of expertise and
which may represent a risk to life and health or
the loss of substantial values. Other tasks may be
less demanding, involving staff functions and sup-
porting the core tasks. Tasks which imply a risk to
life and health — such as wartime operations, fly-
ing and sailing — have generated extremely con-
structive and positive methods of sharing experi-
ence and best-practice and developing expertise.
The same level of systematised processes must
also be developed for other functions.

Both managers and their employees are
responsible for taking part in and contributing to
quality on a daily basis in order to further develop
expertise. New expertise is triggered at the meet-
ing point between different perspectives. Respon-
sibility lies particularly on managers to contribute
towards a practice which can enhance local expe-
riential learning.

Differences generate new knowledge. Certain
agencies within the defence sector are relatively
similar in terms of their employees. They have
been selected on the same basis, attended the
same schools and work with the same tasks. Such
environments may be prone to stagnation and it is
therefore important to try to challenge existing
attitudes. This is made possible by ensuring diver-
sity among the employees, a suitable rotation
which provides a mix of personnel with varying
length of service and via cooperation with other
similar groups in Norway or abroad.
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2.5 Management and collaboration

Managers are responsible for exploiting the com-
petency of employees and facilitating develop-
ment of competency. It is increasingly important
to select and evaluate managers based on their
ability to further develop employees and help
ensure the organisation has the necessary compe-
tency for both present and future operations. Man-
agers must facilitate innovation by encouraging
employees to discuss and exchange opinions
instead of judging and instructing. When manag-
ers focus on facilitating discussions between
employees with varying experience and opinions,
it becomes possible to exploit the different per-
spectives involved and to build upon each other’s
expertise in order to further develop and process
different approaches. Managers are responsible
for mobilising and allowing existing competency
which is not fully exploited and for paving the way
for efficient work and cooperation.

Managers and employees shall be assessed as to
how they contribute towards the results achieved
by others, and not just their own results. Helping
others to develop expertise and allowing them to
achieve their goals and thereby the goals of the
organisation in both the long and short term is
therefore an equally important performance indi-
cator as a person’s own achievements.

Employees are responsible for contributing
with their competencies not just when requested
to do so but on their own initiative. This responsi-
bility also includes active involvement in develop-
ing the competencies of colleagues and the organ-
isation as a whole, and for taking own competen-
cies further.

A more composite, complex organisation, con-
tinually adapting to changing surroundings,
requires a greater focus on individual factors
which have to be in conformity and perpetual; for
example, a clear and conform approach to the
organisation’s targets and ethical standards is

A continual focus on attitudes, ethics and man-
agement is absolutely essential if the defence
sector is to sustain legitimacy, confidence and
trustworthiness among civilian society. The
defence sector shall continue to grow and
develop as a value-based and learning organisa-
tion, with an organisational culture which has
integrity, openness and a high ethical standard.

Managers and employees shall at all times
be fully equipped to make the right decisions so
that the way in which tasks are performed con-
tributes towards sustaining trustworthiness
either during military operations, research,
when in contact and cooperating with busi-
nesses and other private and public bodies and
on a daily basis. Managers are particularly
responsible for ensuring compliance with stan-
dards and that the organisation is structured to
allow for such compliance. Managers must be
good role models and understand their role as
culture bearers. The practical process of work-
ing with organisational culture is lengthy, labour
intensive and will never reach a conclusion. This
is because the society of which we are part, the
conditions under which we operate and the chal-
lenges we face in terms of ethics and attitudes
are constantly in movement.

Plans of action for attitudes, ethics and man-
agement were launched in 2006 and revised in

Box 2.6 Attitudes, ethics and management

2009. The different agencies (the Armed
Forces, the Norwegian Defence Estates Agency,
the Norwegian National Security Authority and
the Norwegian Defence Research Establish-
ment) in addition to the Ministry of Defence, are
responsible for developing own measures within
the four following target areas:
— Development of expertise and competency
All managers and employees shall have suffi-
cient knowledge and competency required to
meet ethical challenges.
— Development of cultures
All managers and employees shall make
active contributions towards developing a
positive organisational culture within their
place of work.
—  Systems and structural tools
The agencies and the Ministry of Defence
shall make use of and develop structural tools
and shall integrate attitudes, ethics and man-
agement into existing systems for manage-
ment, organisational development and con-
trol.
— Social responsibility
The agencies and the Ministry of Defence
shall be aware of their social responsibility
and shall maintain an active and responsible
role within society.
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Figure 2.3 A deck of cards showing a range of ethical dilemmas

Photo: Media centre for the Norwegian Armed Forces/Torgeir Haugaard

required. Substantial efforts have been invested
into work on attitudes, ethics and management
within the defence sector since 2006, with a num-
ber of important initiatives implemented. A com-
mittee on ethics has been set up for the defence
sector. This committee is charged with developing
the ethical management of human and material
values, and helps the defence sector grow into a
learning organisation. The committee on ethics
shall evaluate ethical problems related to manage-
ment, support functions and operative service.
The different organisations within the defence
sector shall continue to focus on awareness of eth-
ics and reflection at work, during operations and
during education. This shall make its mark on the
management and organisational culture of the
defence sector.

Box 2.7 Report from the 22 July
Commission

“The Commission’s most important recom-
mendation is that leaders at all levels of the
administration work  systematically to
strengthen their own and their organisations’
fundamental attitudes and culture in respect of
— the acknowledgement of risk

— implementation capacity

— interaction

— ICT utilisation, and

— result-oriented leadership.”

Source: Official Norwegian Report 2012 14
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3 Diversity

The main objective for the competency reform is
to ensure operative capability. To achieve this, we
need to increase the diversity of the organisation.
Diversity is a question of having a varied composi-
tion among personnel in terms of both visible and
invisible differences. Visible diversity refers to
variables such as gender, ethnicity, age and physi-
cal abilities. Invisible diversity refers to factors
such as education, experience, sexual orientation,
religion, philosophy, competency, social or geo-
graphical background.

Numerous organisations within society give
greater priority than before to the correlation
between diversity and solving tasks. Diversity, dif-
ference and variation are all necessary to achieve
the breadth of competency and adaptability

required by modern competency organisations
and for organisations operating in a world which
is changing at a more rapid pace than before.
These factors are also required to ensure that a
high-tech defence is able to master complex situa-
tions, tasks and challenges.

The requirement for diverse competency has
increased for all organisations in the defence sec-
tor. However, it is particularly dominant for the
military organisations. The Armed Forces have an
historical inheritance of cultures and systems for
selection, recruitment and career development
which, in addition to a hierarchical organisation
and internal socialisation processes, excessively
promotes conformity and obstructs diversity. This
becomes a challenge as a wider range of tasks and

9

DET YIETIESTE FORSYARET AV MNOHRGE
FINNES IKEE HER OFFE

%~

MEN HER INNE

Figure 3.1 Facsimile from the Armed Forces campaign; “For all we have. And all we are.”
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a more rapid rate of change demand greater diver-
sity in terms of competency.

3.1 Diversity allows for variation and
adaptability

The need for diversity, when applying an extended
interpretation of the concept, has increased over
time for the defence sector. Diversity is important
because it correlates with values such as justice,
legality, legitimacy and ethics. The defence sector
must reflect the society it is charged with protect-
ing. By including a broader section of the popula-
tion in defence, it will be easier for more groups of
people to identify with the Armed Forces, which
will help enhance legitimacy. Primarily however,
diversity is important for a modern defence as a
premise for the necessary breadth of competency,
capacity for innovation and the ability to make sev-
eral alternative actions available at the same time.
Diversity therefore provides increased operative
capability.

A wider range of perspectives among employ-
ees implies that complex problems can be aired
from different sides. This provides the organisa-
tion with an increased capacity to understand and
solve current and future tasks and challenges. It is
therefore essential to ensure that employees who
have a different background than the majority
stay in the organisation, and that employees feel
they are valued and protected.

The complexity and range of change experi-
enced by the current rapid reaction capability
defence requires a diverse range of competency,
high adaptability and employees who solve chal-
lenges as a team. The work involved has become
far too complex for generalisation among work dis-
tribution. A number of functions require in-depth
understanding of systems and totality, and commu-
nication skills. By attracting and recruiting employ-
ees from a broader section of society, the defence
sector is more able to recruit from the most suit-
able candidates on a labour market where competi-
tion for talented candidates is tough.

Neither is it sufficient to recruit personnel
who principally represent difference in order to
ensure the required level of diversity. If such per-
sons have to make use of adaptation strategies to
function within the organisation, the potential for
added value provided by diversity is not exploited.
If you shape people into copies of those already in
the organisation, you will get old answers to new
challenges. These kinds of organisations may
become irrelevant and find it difficult to recruit

"E:?‘; 2 '?-I" F & A £ |
Figure 3.2 On a mission with the POMLT (police
operational monitoring liaison team), which
comprises Norwegian and American soldiers and
civilian Norwegian police, in Dowlatabad in the
Faryab province, Afghanistan.

Photo: Media centre for the Norwegian Armed Forces/Torbjern
Kjosvold

and retain employees. Diversity is therefore no
guarantee for added value but only has an impact
when the diversity among personnel is of signifi-
cance for the daily operations, strategies and
choices made. This necessitates an organisational
culture which is open and change-oriented, which
listens to differing opinions when decisions have
to be made.

Demographic factors and other, more invisible
dimensions of diversity do not contradict each
other. If both perspectives are fully integrated, you
gain much more potential to create the necessary
level of variation and breadth within the composi-
tion of competency.

Diversity within the Armed Forces has mainly
been addressed as a question of improving the
gender balance within the organisation. Despite a
major focus on the political and organisational
aspects and research, very little progress has
been made on the work to increase the ratio of
female employees. The project implemented by
the Norwegian Defence Research Establishment
— “Research on Age Cohorts for the NorAF” -
indicates that a higher ratio of women leave the
defence sector than men, particularly women
under the age of 30. The research also indicates
that it is internal processes within the Armed
Forces which contribute towards women and men
becoming more equal once they have been
recruited to the organisation. These processes
include uniforms, common education and train-
ing, sense of humour, personal evaluations, appli-
cation rounds and catalogues of requirements.
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The most important factor for increasing the
ratio of women is to recruit more women from the
military educational system and ensure that these
women want to stay in the Armed Forces. Another
method may be to recruit women with a civilian
education and offer them supplementary military
education. The decisive factor for increasing
diversity, including the ratio of women, is to make
sure the defence sector is perceived as an attrac-
tive employer by a broader section of society, so
that the sector is thus able to recruit from the best
candidates on the labour market.

3.2 Balance between diversity and
conformity

The defence sector needs both conformity and
diversity to be able to carry out its assignments. A
certain level of conformity is required to create
stability and functionality, and to make the organi-
sation more able to standardise processes in rela-
tion to uniform targets. At the same time, a
diverse range of perspectives and philosophies is
necessary to generate innovation and adaptability.

Numerous operative situations will require the
need for definite structures, processes and sys-
tem. These take the form of procedures, stan-
dards and doctrines. When a military unit is under
fire, all persons within that unit must react in
accordance with their training and skills and their
reactions must come as an automatic reflex. As a
result, some functional requirements may be nec-
essary in military situations and may obstruct
diversity. At the same time however, it is essential
to continuously question whether these require-
ments are objective and have a professional basis,
or whether they are the result of traditions and
culture.!

Another type of conformity involves values and
attitudes. The profession of a soldier requires a
high ethical standard, for example for conduct
during operations, respect for other cultures and
religions. This is required for both ethical and
functional reasons. Good attitudes and positive
conduct are decisive in military operations and for
other tasks. An increase in differences among
employees therefore makes this process all the
more important. The defence sector therefore has
to take a conscious approach to attitudes and val-

1 Edstrem, H., Lunde, N.T. (2010) The Armed Forces in
crossfire — conclusions and perspective I: H. Edstrom, N.T.
Lunde & J. H. Matlary (Red.) Uniformity or Diversity?
Oslo: Abstrakt forlag AS

Box 3.1 Summer student scheme
generates goal-oriented
recruitment

More than 30 percent of current scientific
employees at the Norwegian Defence Research
Establishment have at one time taken part in
the summer scheme for students.

It used to be possible for students and grad-
uates to do their national service on research
projects with the establishment. This was an
excellent source for recruitment, but today is
practically nonexistent. As a replacement, the
Norwegian Defence Research Establishment
has made further developments to and speci-
fied new targets for its summer student
scheme. Every year, the establishment wel-
comes close to 60 students who spend eight to
ten weeks putting theory into practice. The
scheme is open to students from Universities
and colleges. The tasks set for the students are
adapted to the expected level of expertise and
experience, or perhaps a little higher.

More than 600 students apply to the
scheme every year. The most highly qualified
students are given the opportunity to try their
hand as researchers. Once the summer
scheme has been completed, the students are
evaluated. This allows the Establishment to
identify possible candidates for future positions
with the Establishment, and to monitor the stu-
dents after they leave the scheme. A good num-
ber of students return every summer until they
graduate. Many choose to take a Master's
degree or even a PhD at the Establishment.

The summer student scheme is a great tool
for goal-oriented recruitment both in terms of
expertise and diversity. In the period from 2004
to 2012, the Norwegian Defence Research
Establishment has increased its ratio of female
scientific employees from 12 to 21 percent. One
of the methods applied to achieve this was to
increase the ratio of women in the summer stu-
dent scheme. More than 30 percent of the sum-
mer students have been women.

ues which are not acceptable, for example zero
tolerance of sexual harassment, and areas which
can pave the way for, or even stimulate, different
points of view. In addition to the work on attitudes,
ethics and management, a process which was
launched in 2006 and is described in chapter 2.5, a
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new publication was issued in the autumn of 2012
entitled “The value base for the defence sector”.
The core values of openness, far-sightedness,
respect, responsibility and courage shall form the
basis for all activities within the defence sector.

3.3 How to work with diversity within
the defence sector?

Diversity is a question of recruitment, development
and retention of different people. It involves identi-
fying the correlation between who is recruited to
the organisation, how different employees are inte-
grated in the organisation and how they are
allowed to contribute with their competency and
uniqueness. At a defence sector level, increased
scope for the flow of competency between the
organisations helps provide new perspectives from
related organisations. Increased cooperation and
flow of competency with other parties in society is
also a step in the right direction.

The sector must also attract candidates from a
wider section of society. The Norwegian Defence
Estates Agency is currently assessing the poten-
tial for a trainee scheme whereby graduates can
gain work experience and become familiar with
different parts of the organisation. The Norwe-
gian Defence Research Establishment has
recorded a positive outcome from its summer stu-
dent scheme which attracts a high number of
applicants from the major educational establish-
ments and has also helped in recruiting a higher
ratio of females. Public opinion polls indicate an
increased interest among women in a career with
the Armed Forces, which has emerged in parallel
with the the campaign entitled “For all we have.
And all we are.” The purpose of the campaign is to
portray the diversity of opportunities and careers
available within the modern day Armed Forces.
Such experience can be of value for other organi-
sations within the defence sector.

A holistic approach to diversity requires estab-
lishing relationships with people who cannot pri-
marily be categorised according to demographics,
but who think differently, have different
behavioural patterns and different views of the
world at large. However, this approach presents
somewhat of a challenge as these factors are diffi-
cult to gauge. The defence sector has to develop
methods for measurement of diversity in addition
to demographic factors, and also requires new
methods and tools for recruitment and selection.
It is therefore important to maintain a continual
focus on the significance of culture, how manag-

Figure 3.3 Soldier from the King's Guard emer-
gency squad

Photo: Media centre for the Norwegian Armed Forces/Lars
Magne Hovtun

ers can influence the working climate and zero tol-
erance of actions which are in breach of the val-
ues, attitudes and standards required by the sec-
tor.

It is also necessary to continue investing in
research in order to enhance knowledge of how
both women and men perceive the defence sector
as an employer and how employees feel they are
treated at work. This research will play an import-
ant role in identifying structural deterrents which
imply that the sector does not achieve the
required level of diversity.

Recruitment measures and selection require-
ments within the Armed Forces must continu-
ously be assessed and adapted to the actual com-
petency requirement. The need for a greater
diversity of competency also generates a need to
expand recruitment and introduce differentiated
selection. The different tasks of the Armed Forces
place different requirements on intellectual and
physical characteristics and skills. Compulsory
military service will remain an extremely import-
ant source for recruitment to the Armed Forces.
One of the initiatives implemented to increase the
ratio of women is to introduce an obligatory exam-
ination of young women for military service. The
impact of this initiative will be evaluated in 2014
and new measures to increase the ratio of women
will be assessed at that time. Although compul-
sory military service and the educational system
will remain the main source of entry to the Armed
Forces, other recruitment methods are required
at different levels within the organisation. Recruit-
ment from the civil sector could prove an import-
ant method for increasing diversity and improving
the gender balance in the military organisation.
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The requirement for a greater diversity of
competency and a more diversified personnel also
necessitates a greater differentiation in how com-
petency is developed and applied. This will involve
introducing a wider range of career paths and, in
particular, horizontal career cycles. In addition, a
vertical career cycle should allow for a much
wider diversity within the organisation than
purely operative. Moreover, a higher level of facili-
tation is required for flexible and individually
adapted career cycles which allow for a wide num-
ber of family types, dual-career families and the

employees’ need for a personnel policy which is
adapted to their stage in life. The currently avail-
able uniform career path implies that the educa-
tional system targets vertical career development
to an excessive degree. The incentive system
must also be adapted to an increased need for dif-
ferentiation and career paths which are not verti-
cal. The perspective of diversity will therefore play
a key role in the process to develop personnel
schemes for the future, a review of the payroll sys-
tem and the further development of the educa-
tional system.
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4 Flexibility and access to competency

If the human resources in an organisation are to
be exploited to the full, the organisation’s struc-
ture has to be adapted to ensure as far as possible
that the right person and the right number of per-
sons with the right competency are available in
the right place and at the right time. This is
increasingly important as the operating environ-
ment for the defence sector grows more dynamic.
Specifically, it is a matter of legislation and agree-
ments which regulate work and employment, and
career paths which allow the organisation to
develop the competency it needs.

The entire sector has to face this challenge,
but mostly the Armed Forces with its number of
unique schemes and the comprehensive change
in competency requirement over the past
decades. The systems and structures are in the
main uniform, static and homogeneous and do not
correlate with the variation and dynamic nature of
the organisation’s competency requirement.

Flexibility is a question of scope for variation.
For the defence sector, flexibility is about having
the leeway to recruit and exploit competency
where it is needed and in the most efficient way
possible. For the individual, flexibility is about
having the opportunity to make choices, gain new
challenges and have a job which adapts to
changes in lifestyle.

4.1 Flexible framework

The general conditions for managers and employ-
ees include types of employment, retirement
schemes, working hours and payroll. Changes in
society, structural changes, availability of man-
power, changes in assignments and technological
innovations can all imply a need to increase or
reduce the organisation’s workforce.

Several forms of employment are available to
personnel in the defence sector. Civilian employ-
ees are governed by the same regulations as other
employees within the public sector. The same also
applies to enlisted personnel, although within the
limitations of the Norwegian Act relating to
defence personnel. In practice, there is a split

Box 4.1 Flexibility

“In general terms, flexibility is two-fold.
Firstly, it relates to how a phenomenon can
alternate and change itself in line with the new
needs generated by development for new solu-
tions and adaptations. In such a context, flexi-
bility is defined as adaptability, as opposed to
rigidity. Secondly, flexibility relates to how
schemes can differ at different times, depend-
ing on the needs of the party involved and the
requirements involved in the situation at hand.
In such a context, flexibility reflects diversity,
as opposed to standardisation. As such, flexi-
bility can be said to be two-fold — the scope for
change over time and the scope for current
diversity.”

The Ministry of Local Government and
Regional Development: New millennium — new
working life? Official Norwegian Report 1999:
34.

between officers with lifelong employment and
those with time-limited employment. The defence
structure is best served by having a good balance
among age groups. Different age limits are speci-
fied for commanding officers and commissioned
officers, and a large number of employees in the
Armed Forces have time-limited contracts. The
project group which studied a new revision to the
officer corps in 2002 studied different corps in 18
European and North American countries. 16 of
the countries studied had permanent retirement
schemes to ensure the best possible age struc-
ture. The Norwegian scheme for commanding
officers provides such a retirement mechanism.
Moreover, there is the scope to professionally
employ commanding officers based on the needs
of the Armed Forces, although this has not been
sufficiently communicated and utilised.

The current payroll and incentive structure is
excessively based on the former assignments,
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activities, organisation, facilitation and goals of the
defence sector, and does not sufficiently reflect
the goals and requirements of the current defence
sector, or the actual additional load placed on the
shoulders of the employees by the different tasks
and activities. The payroll system in the Armed
Forces at times restricts the sector’s ability to ful-
fil assignments. One consequence of the current
system is that it principally rewards high rotation
and development of broad competency, while con-
tinuity and specialised competency are not suffi-
ciently supported with incentives.

The Ministry of Defence intends to enter into
dialogue with the labour organisation in the
Armed Forces to implement a process which tar-
gets a review of the payroll and incentive struc-
ture for the Armed Forces and aims to adapt these
more to the needs of a rapid reaction capability
defence. One of the focus areas is the Armed
Forces’ need to recruit specialised competency
within a range of areas and to facilitate for careers
for specialists. Furthermore, the relationship
between fixed salary and supplements shall be
assessed, within the boundaries of a sustained
total payroll limit. Particular attention shall be
paid to the implications on payroll of the transition
to a rapid reaction capability defence.

This also requires a more principled discus-
sion of flexibility and incentives. Incentives repre-
sent more than salary, and a review is required of
the challenges faced by families due to the activi-
ties and areas in which the Armed Forces are
located. One major challenge is high internal turn-
over and this implies that the Armed Forces must
improve on the scope provided for horizontal
career paths and dual-career families. Incentive
mechanisms have to be reviewed from a broader
perspective and it is essential to evaluate the
scope for making targeted and differentiated use
of such mechanisms. The incentive schemes must
also correlate with and fully support the goals of
the current organisation.

4.2 Functional flexibility

We now face a much higher demand for special-
ised competency within a wider range of disci-
plines and professions. This is true for society in
general and for all the agencies within the defence
sector. For the Armed Forces, this demand is
much stronger as the current command and
deployment system does not sufficiently reflect
the needs of a rapid reaction capability defence for

Box 4.2 The Norwegian National
Security Authority - competition
for specialised competency

The Norwegian government is reinforcing its
work on preventive security and ICT security
in a number of fields, cf. the long-term plan for
the defence sector (Proposition to Storting 73
S (2011-2012)), report on social security
(White Paper 29 (2011-2012) Social Security),
and the National Strategy for Information
Security. These are important initiatives for
improving security in Norway.

The Norwegian National Security Author-
ity shall be developed as the central director-
ate for protection of information and infra-
structure which is of importance for socially
essential functions and other social functions.
The Authority thus has a major social respon-
sibility both within the work on coordinating
measures to handle attacks on data, surveil-
lance, consultation and guidance within object
security and other areas, and to reinforce
knowledge of this field within society at large.

This implies a major requirement for com-
petency and represents a number of chal-
lenges. There is a vast need for both technical
competency and expertise within social sci-
ences and this need is most likely to increase
in the future. Competition for competency is
tough, particularly within ICT security and
surveillance. The professional groups possess-
ing this competency are small, and specialised
expertise is in demand and necessary. The
National Security Authority has in the main to
compete for the same candidates as the rest of
the defence sector and society in general.

The small size of these professional groups
may result in vulnerability. It is therefore
important to define segments of competency
that are exposed to competition, and to ensure
further development and an attractive career
path for employees. This challenge has to be
faced in a way which is also beneficial to soci-

ety.

specialisation, in-depth expertise and continuity.
At the same time, this system must safeguard the
uniqueness of the military profession in terms of
obligation and availability based on the needs of
the Armed Forces.
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For a large number of officers, job rotation is
excessively high. On the one hand, rotation opens
the door to innovation and development as
employees gain new competencies and transfer
and make use of competencies between different
parts of the organisation. On the other hand, low
turnover and rotation are important in order to
allow for in-depth insight and continuity. Job rota-
tion remains important for the rapid reaction capa-
bility defence, but is utilised in an excessive num-
ber of job categories. The level of differentiation
between the content of different positions and the
requirement for professional specialisation and
continuity has not been sufficient. Enlisted offi-
cers, officers on time-limited contracts and com-
manding officers, where the rate of turnover is
high, are employed in a number of the positions
intended to represent professional specialisation
and continuity. There is significant potential to
reduce turnover and rotation in order to secure
continuity and specialised knowledge.

In the future, the goal should be to provide
officers who have been educated and trained for
demanding military operative assignments in
peacetime, war and crises with wider scope for
specialisation and development of in-depth compe-
tency. At the same time, personnel should be
recruited from the civil sector to fill positions
where military competency is not required. Exam-
ples of such positions are within economy, admin-
istration, management and HR. Such personnel
can either be employed from the civil sector in
civil posts or provided with supplementary mili-
tary education in order to qualify as officers. This
is all a question of creating diversity within com-
petency, flexible and effective solutions for
recruitment and the utilisation of competency and
an increased level of cooperation with other sec-
tions of society in order to cover the broad spectre
of competencies required by the defence sector.

The systems for career development focus
excessively on an operative and vertical career
path. It is difficult to develop and retain personnel
with specialised competency and in-depth insight.
This type of competency is not sufficiently mer-
ited, neither within the career system or the
organisational culture.

The uniform systems also restrict diversity.
The Armed Forces recruit from a limited section
of society, based on relatively standardised crite-
ria for selection, such as management skills and
physical and practical skills. Moreover, new
recruits are provided with a relatively uniform
training and career development, while the actual

Box 4.3 Analysis of competency
within the Norwegian Defence
Logistics Organisation

The Norwegian Defence Research Establish-
ment has carried out a study related to man-
power and management of competency within
the Norwegian Defence Logistics Organisa-
tion. One key result from this study was that
delays in projects could be connected to
understaffing. On average, 26 percent of all
positions were unoccupied. In total, there
were 443 unoccupied positions and a total 735
different competency requirements. Unoccu-
pied positions may result in vulnerable compe-
tency groups.

Job descriptions in the Armed Forces spec-
ify two types of competency requirements.
These are MUST requirements and SHOULD
requirements. This division of competency
requirements is often utilised to indicate the
minimum requirements and a preferred level
of competency. The Norwegian Defence
Research Establishment studied in detail fulfil-
ment of the SHOULD requirements in order
to uncover a competency deviation in the
organisation. This study only indicates devia-
tion in formal competency however. In many
cases, experience and other relevant service
can compensate for a lack of formal education
and competency.

The majority of those taking part in the
study agreed that personnel rotation results in
delays in project execution. Nonetheless,
many also stated that job rotation was neces-
sary to achieve a satisfactory salary and level
of development. Several of the participants
claimed that they would prefer to stay in one
position for longer, but that there was little or
no scope for a horizontal career path. They
claimed that the only way to gain a higher sal-
ary was to change jobs. This is both costly and
time-consuming for the organisation, requir-
ing the vacancy to be published, recruitment
and training of new employees.

competency requirement should imply a wider
spectre. This could result in a cultural and compe-
tency-related reproduction of the existing organi-
sation and thereby a continuation of the existing
gap in competency. Neither is the system per-
ceived as sufficiently flexible to allow for the
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needs of the individual during the different stages
of life. There is not sufficient leeway for this in the
current vertical career path. The scope for two-
stage command is insufficiently exploited. This
could provide for a more predictable work situa-
tion for employees and their families. At the same
time, the Armed Forces will benefit from
increased predictability and the capacity for com-
petency management, for example to be used for
educational purposes.

Flexible systems demand flexibility in all parts
of the personnel cycle. If it no longer proves possi-
ble to make expedient use of an employee’s com-
petencies, schemes or other programmes should
be utilised to help the employee change careers.
Competency has to be managed so that the indi-
vidual employee can find a different workplace
where his/her competency is better utilised. This
factor should also be viewed from the perspective
of a possible increase in the special age limit for
officers. Moreover, by increasing cooperation on
competency across the sector, it will be possible to
identify measures for moving competency inter-
nally between the different organisations in the
sector. Schemes to allow for a change of career
may also help improve opportunities for employ-
ees on the civilian labour market.

With the decisions on the base structure for
the Royal Norwegian Air Force by the Storting in
the spring of 2012, the main decisions for the
restructuring of the Armed Forces’ base structure
are now made, thereby minimising uncertainty for
many employees when it comes to future loca-
tions. This, in combination with a greater scope
for horizontal career cycles, will provide employ-
ees with more predictability so that they can settle
with families and homes. At the same time, the
reduction in number of locations and ruralisation
of locations may present new challenges for
employees with a view to career opportunities for
family members moving with them. This presents
a requirement for a more flexible support system
and continued investment in family and personnel
policies.

The different personnel categories and man-
agement of personnel within these categories also
obstruct the flow of competency between differ-
ent functions. The defence sector’s own educa-
tional system has very little orientation towards
civilian employees in the Armed Forces and, with
few exceptions, towards other organisations
within the sector or from outside the sector. This
may serve to widen the gap between military and
civilian competency production and its applica-
tion.

One obstacle to the flow of competency in the
defence sector could be that positions are pre-
defined as either civilian or military, as described
in chapter 2. A further challenge is that foreign
labour is in the main excluded. By predefining
entitled candidates as exclusively military, civilian
or Norwegian citizens, the organisation may be
missing out on good candidates who could help
complement a team. Competency requirements
must be the determining factor. The employment
process should be more open to allowing both
civilian and military employees to fill positions,
and thus be driven by competency.

Individual managers should have a much
higher level of influence over how he or she
wishes to recruit, based on competency require-
ments. Policy writing and follow-up lies naturally
at a strategic level, while the executive responsi-
bility and authority for recruitment should be
more local.

4.3 Flexibility and organisational
distinctions

There are obvious synergy benefits to be gained
from closer cooperation within a number of areas
between the different organisations in the sector.
This is not least attributed to the fact that a num-
ber of tasks are more knowledge driven than
before. Parallels to professional groups in other
organisations in the sector can at times be clearer
than with other units within the same agency, for
example engineers, ICT, project management,
commerce and economy. There is vast potential
within personnel and competency to increase
cooperation and experiential learning between the

Figure 4.1 From the Armed Forces management
premises in Oslo

Photo: Media centre for the Norwegian Armed Forces/Torgeir
Haugaard
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agencies and also between the different depart-
ments within these agencies. Certain areas actu-
ally obstruct cooperation. One example of such
barriers is the different technological platforms
which support the different agencies’ personnel
systems. These can make it difficult to maintain
an overview of total competency for the entire sec-
tor and thereby the scope for a proper flow of com-
petency between the agencies.

An increased exchange of competency and
experience across agencies is a fundamental pre-
mise for the network-based Armed Forces. In
many cases, the greatest obstacles are not structu-
res but culture, as this implies the transition from

a “need to know” principle to a “need to share”
principle.

In terms of personnel in general, significant
gains could be made from setting up arenas for
knowledge sharing and experiential learning in
the agencies and across the defence sector. An
improved flow of competency across the sector
will pave the way for improved development of
competency. This type of cooperation is also
essential for strategic competency management at
sector level, and must be seen in conjunction with
the scope for building a strong pillar of compe-
tency within the personnel area for the entire
sector.
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5 Cooperation and strategic alliances

Changes in society are now much more substan-
tial and rapid than before. Both the private and
public sectors in Norway are competing for com-
petencies with other nations — and this will have
an impact on the defence sector. Due to the spe-
cial limitations in terms of security clearance for
example, the population from which the defence
sector recruits will most probably be smaller than
for other sectors of society. However, current reg-
ulations do allow for some scope.

The defence sector has traditionally contrib-
uted much more competency to other sectors
than it has received. Previously, the Armed
Forces provided a major share of the male popula-
tion with basic military competency during
national service. Only a limited number continued
to work in the defence sector after they had com-
pleted national service. However, the Armed
Forces always had the option to mobilise this per-
sonnel and their competency as required. With
the transition to a rapid reaction capability
defence, the logic of producing an “inventory” of
competency is less relevant.

The defence sector needs new mechanisms by
which to ensure a two-way flow of competency and
the ability to make use of technology, systems, per-
sonnel and competency developed by others. This
is not least important as the tasks of the defence
sector grow increasingly knowledge-intensive.
Some of the knowledge required by the sector is
specific to defence and, in other areas, cooperation
with external parties is made difficult for security
reasons. However, there are certain similarities
today in a number of areas between the defence
sector and major, complex organisations. It is
therefore now more relevant to cooperate with
civilian parties in order to refine such knowledge.

5.1 Cooperation and mutual
dependency

There are several reasons why the defence sector
requires a well-structured cooperation and to
improve two-way flow of competency both in and
out of the sector.

Box 5.1 International cooperation
enhances total competency

The Norwegian Defence Research Establish-
ment, via a comprehensive cooperation with
Norwegian and foreign research groups, is
able to generate more knowledge and compe-
tency for the Armed Forces than would have
been possible using only their own research.
This is part of a deliberate strategy. More than
50 percent of the Establishment’s research
projects involve international cooperation. In
practice, such research cooperation involves
researchers from different countries getting
together to solve joint tasks. This allows the
Establishment’s researchers to test their skills
against some of the best researchers in the
world, and to build networks. As such, scien-
tific employees, during their career path with
the Establishment, help increase the total
competency in and the flow of such compe-
tency to the civil sector.

In 2012, the Norwegian Defence Research
Establishment was involved in specific
research cooperation projects with associated
organisations and other institutions in 16 dif-
ferent countries. The majority of these were
within NATO, in the European Defence
Agency, EU research and in relation to a num-
ber of high-priority cooperation partners.

Firstly, society stands to gain a greater benefit
if both the private and public sector could make
use of competency developed within the defence
sector without having to make major investments.
A binding, mutual cooperation from an early stage
of competency development may help increase
the total benefit gained.

Secondly, the sector has a higher requirement
than before for competency developed by others,
either directly from educational institutions or
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Box 5.2 Centre for integrity in the
defence sector

The Ministry of Defence has established a
Centre for Integrity in the defence sector, in
connection with the Norwegian Institute for
Defence Studies at the Norwegian Defence
University College. The purpose of this centre
is to reinforce, coordinate and further develop
competency on integrity in an improved and
more comprehensive way and to help support
cooperating nations, partners and allies. The
Centre is charged with interacting between
conceptual reasoning and executive activities.
The main aim has been to establish a compe-
tency centre for the defence sector, with a
focus on a proper system of government gen-
erated by developing integrity and work on
anti-corruption. The centre was motivated by
NATO'’s initiative in 2007, in which Norway
was named one of the leading nations and has
since won significant acclaim.

from employers in both the private and public sec-
tor, at home and abroad.

Thirdly, by ensuring an improved structure for
cooperation, the sector will benefit from increased
predictability. Today and with very few exceptions,
the two-way flow of competency is primarily based
on individual wishes and needs. Competency is the
common denominator for all the capabilities pos-
sessed by the sector and which the sector aims to
develop, and as such competency must be improved
in order to ensure predictability. This requires vari-
ous forms of formalised cooperation between the
organisations within the sector and others.

Fourthly, cooperation aids value creation.
Competency increases in value when it is shared.
The sector now has a much wider spectre of
assignments than before and much more diverse
competency. This includes a number of areas
which are not necessarily specific for defence, and
where there are grounds for exchanging experi-
ence and developing competency together with
organisations outwith the sector. The level of com-
plexity is on the increase within all organisations
and the requirement for competency in both pri-
vate and public organisations is now more similar
to those in the defence sector. At the same time,
the defence sector is growing more reliant on
external organisations. Knowledge developed

Box 5.3 Centre of expertise for
securing buildings

The Norwegian Defence Estates Agency has
established a centre of expertise for securing
the Norwegian government’s property, build-
ings and plants. Based on the requirement to
protect military installations and plants, the
Agency has developed leading expertise
within protection and security. The centre has
been established to translate this experience
gained in the defence sector so that it can be
applied by other governmental sectors, and to
assist owners and users of critically important
buildings and infrastructure by protecting val-
ues and functions from terrorism, sabotage,
espionage and other hostile attacks. The cen-
tre cooperates with other key organisations in
this area, including the Norwegian National
Security Authority, Statsbygg (the Norwegian
government’s key advisor in construction and
property affairs) and the Norwegian Police
Security Service. Other governmental bodies
from abroad participate in the cooperation.
The centre of expertise is involved in an inten-
sive public scheme for securing buildings. The
scheme is governed by the provisions of the
Norwegian Security Act and the Regulation
relating to object security, adopted in 2010.

externally is therefore more important than
before. Moreover, there is an increase in the num-
ber of competency areas which can be correlated
to competency areas in other organisations.

One final aspect to be considered is that coop-
eration with other sections of society will augment
knowledge of the sector among the general pub-
lic. This may therefore help enhance the sector’s
general reputation and standing. This is particu-
larly important as a much smaller percentage of
the population is now in contact with the Armed
Forces than before, due to the fact that fewer peo-
ple do national service and because the defence
sector has fewer locations around the country. As
the defence sector reaches out and invites other
organisations to cooperate, they are sending out
signals of openness and the willingness to share.
Openness engenders trust and trust engenders
legitimacy.

The defence sector, defence-related research
and the defence industry have played an import-
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Figure 5.1 The Derby deployment force of the
Home Guard

Photo: Media centre for the Norwegian Armed Forces/Lars
Magne Hovtun

ant role in the development of new technology.
Technology and systems have been developed for
military use but have proven to be of great impor-
tance for the rest of society. The use of more
advanced technology has resulted in increased
investments in basic research, applied research
and experimental research. The dividing lines
between military knowledge development and
development within other sectors are now much
thinner in a number of areas.

The development and application of knowl-
edge therefore provide new and increased oppor-
tunities for cooperation across sector and national
boundaries, for example within information and
communication technology.

5.2 Two-way flow of competency

The defence sector cooperates extensively with
other sectors and organisations both at home and
abroad, including various types of competency
flow. The mutual obligations, scope, degree of for-
malisation and activity related to such cooperation
vary significantly. The one common feature how-
ever is that the flow of competency is not neces-
sarily determined by the defence sector’s long-
term competency requirements. In the future, the
requirements of the defence sector and the indi-
vidual organisation shall govern development of
competency. The defence sector therefore needs
the capacity to predict, plan, control and increas-
ingly facilitate the flow of competency both in and
out of the sector.

As the defence sector has traditionally pro-
vided society with substantial competency, but has

Box 5.4 Re-recruitmentin the
Armed Forces

Rerecruitment and professional employment
of commanding officers with specialised com-
petency provides the defence sector with rapid
access to competency as a result of low lead
times for personnel with the correct compe-
tency and access to high-quality competency.
This applies in particular in areas where total
qualifications have increased as a result of
experience from outwith the sector. Moreover,
re-recruitment may help increase the diversity
of competency within the sector in that person-
nel have gained experience from other fields.

Rerecruitment of former employees and
professional employment of commanding offi-
cers with specialised competency provide an
economic gain in that these personnel are fully
qualified and possess relevant qualifications
which are in demand, in addition to minimising
the risk of recruiting unsuitable candidates.
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Figure 5.2 Number of employees re-recruited
to the Armed Forces and professional employ-
ment of commanding officers from 2009 to
2012

* The figures from 2012 are provisional.

not made use of competency developed by others
to a similar degree, the sector shall now open the
doors to a mutual flow of competency. This does
not only apply between the defence sector and
other sections of society, but also among the dif-
ferent organisations within the sector itself.

It may be expedient to introduce short or long
term work exchange or work experience for per-
sonnel among the organisations in the sector and
other private and public organisations, both for
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Box 5.5 Maritime competency

Norway is an international superpower in mari-
time terms. The Norwegian maritime industry
has a significant competitive edge, vast innovative
capacity and world-leading technological compe-
tency. The industry consists of a number of seg-
ments, such as suppliers of maritime equipment,
suppliers of maritime services, ship-owners and
shipyards. These different segments have a high
level of cooperation, allowing for enhanced inno-
vation and technological developments. The Nor-
wegian controlled fleet comprises around 2,300
vessels and is regarded internationally as the sev-
enth largest fleet in the world, in terms of number
of vessels. The Norwegian controlled offshore
fleet is the second largest in the world. In terms of
value, the Norwegian controlled fleet is estimated
to be the fourth largest in the world, correspond-
ing to 10 percent of the global fleet. Value creation
for the maritime industry has more than doubled
over the past decades. A significant share of the
total value creation takes place in WesternNor-
way. The Norwegian government has a goal for
Norway to be the world-leading nation within mar-
itime competency, research and innovation.

The civilian maritime industry employed
around 100,000 persons in 2011. Of this number,
around 39,000 worked for ship-owners of which
18,800 as seamen on Norwegian registered ships.
Approximately 32,000 persons were employed by
suppliers of maritime services, 18,000 by manu-
facturers of maritime equipment and 12,000 by
Norwegian shipyards. As a result of the strong
growth and rate of innovation, the maritime sector
now has an insufficiency of skilled manpower.

The maritime educational environment has a
dispersed structure, a low level of formal educa-
tion in the industry as a whole, costly teaching
aids and difficulties related to recruitment within
certain categories, such as marine engineering.
Research and development (R&D) is experienc-
ing a significant increase in activity at Universities
and colleges, often in close cooperation with the
maritime industry.

The Royal Norwegian Navy forms an import-
ant part of the Norwegian maritime cluster. The
Royal Navy is based at Haakonsvern in Bergen
and has personnel with unique and high exper-
tise. The shipping industry makes use of techno-
logical solutions developed for military projects.
Eight percent of the employees in the maritime
industry are qualified naval officers. Such person-
nel are in high demand in a number of areas. The
Royal Norwegian Naval Academy and other Royal
Navy schools have a high status and are rec-
ognised for educating personnel who are perfect
for all branches of the maritime industry, inte-
grated into a modern management model. The
academies and the Royal Navy training centres
are therefore seen as a beacon for maritime edu-
cation in Norway.

Historically, the Royal Navy has been a net
supplier of personnel and competency to the mari-
time industry. As demand for personnel has
increased considerably in recent years, a process
has been implemented to study how the defence
branch will be impacted by future developments
and what measures are required.

The current level of cooperation between the
Royal Navy and the civilian maritime industry is
on the increase. The Royal Navy has comparative
advantages in relation to the civilian part of the
maritime sector in terms of recruitment, access to
infrastructure, accumulation of sea service and a
culture for interdisciplinary work and the quality
of competency development. The maritime sector
on the other hand has comparative advantages in
relation to the Royal Navy in terms of financing,
the ability to rapidly restructure an organisation in
relation to new requirements and the ability and
willpower to invest resources in new projects.

By developing a more organised and cross-
sector cooperation, the resource and competency
groups in both maritime sectors can develop on a
more even keel.
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Figure 5.3 The bridge on a navy vessel

Photo: The Norwegian Armed Force's media centre

management and specialists. The main aim here
is to increase competency within the organisa-
tions and to ensure a predictable and controlled
flow of competency.

Two-way competency flow is also a question of
personnel who have moved to a different sector
returning to the defence sector at a later date, or
so-called re-recruitment. The Armed Forces can
in particular benefit greatly from re-recruitment.
The sector needs a broader spectre of compe-
tency and it is now more common for people to
return to former employers as part of what has
become known as “boomerang careers”. More-
over, the scheme for reserve personnel may be
further developed with a view to recruiting such
personnel for short or long term durations based
on the needs of the Armed Forces. This area also
provides potential gains for the defence sector.

There are a number of benefits to be gained
from rerecruitment. The most obvious is the
potential for cost savings. The Armed Forces have
one of the highest rates in Norway of investment in
developing competency for employees, mainly via
its in-house educational system. When personnel
leave the Armed Forces, they take this investment
with them, out of the defence sector. The Armed
Forces can therefore make use of re-recruitment to
regain this investment. Moreover, the defence sec-
tor can utilise the competency of a re-recruited for-
mer employee gained during the time he/she
spent working outside the sector. As such, the sec-
tor can benefit from experience, perspectives and
knowledge from other parts of society. Once more,
this provides cost savings as the sector has not had
to invest in competency development during the
period in which the employee has been working
outside of the sector. Re-recruited personnel will
have a so-called “short lead time”. They already

have experience from working in the organisation
and can therefore quickly take on a position or
function. The Armed Forces have been working
systematically on re-recruitment for some time and
have accumulated a lot of positive experience.
Since 2009, 150-220 persons every year are re-
recruited or moved from a position as commanding
officer to professional employee. Re-recruitment
provides a substantial cost saving when compared
with the alternative of developing and investing in
competency for personnel who have been recruited
with no former background or education from the
Armed Forces.

5.3 Strategic alliances

A more systematic and strategic approach is also
required in relation to partners in order to
enhance access to competency and ensure avail-
ability at the right time. When different parties
share a common requirement for competency
which is scarce, they can either prepare to com-
pete with each other or investigate the potential
for cooperation, collaboration and interaction.

The sharing of knowledge and experiential
learning is one of the most important elements for
success within a competency-based organisation. If
the organisation is able to draw upon the experi-
ence of others, both the organisation and its indi-
viduals can learn without having to make the same
mistakes others have made before them. Few
organisations rely as heavily on structure and effi-
ciency for knowledge sharing as military organisa-
tions. The aviation and maritime sectors are
already largely involved in experiential learning
and knowledge exchange. The Norwegian Defence
Estates Agency has started a cooperation project
with Statsbygg and its sister organisations in the
other Nordic countries regarding knowledge shar-
ing and experiential learning. For the defence sec-
tor, one premise for cooperation with other parties
is to have well-developed and successful processes
and methods for collecting, processing and sharing
knowledge for internal use. These are already in
place for certain parts of the defence sector, but
there is substantial room for improvement.

By entering into strategic alliances which will
reinforce and systematise the defence sector’s
external relationships, the sector may achieve
increased access to personnel, improved exploita-
tion of society’s collective resources and help dis-
mantle the traditional divide between the sector
and the rest of society. By introducing a focus on
the sector as a whole, we can achieve greater
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Box 5.6 Cooperation and
competency development with
academia

The Norwegian Defence Research Establish-
ment has an extensive cooperation with Uni-
versities and colleges, national research insti-
tutions and the Armed Forces’ schools and
academies. This provides for increased quality
and efficiency for research, contributes
towards transfer of competency and good
recruitment. Researchers at the Establish-
ment have parttime posts as Adjunct Profes-
sors and Adjunct Assistant Professors at Nor-
wegian and foreign Universities and colleges,
in addition to teaching and providing guidance
at the Armed Forces’ academies. Correspond-
ingly, several external professors have posi-
tions as Adjunct Professors at the Norwegian
Defence Research Establishment.

This cooperation is most active with the
Norwegian University of Science and Technol-
ogy, the Universities in Oslo, Bergen and
Tromse and the Norwegian University of Life
Sciences, Gjovik University College, the Insti-
tute of Marine Research, the Norwegian
Space Centre, the Norwegian Polar Institute,
the Norwegian Institute of International
Affairs, the Institute for Energy Technology,
the Norwegian Mapping Authority, the Geo-
logical Survey of Norway, the Norwegian Geo-
technical Institute, Simula Research Labora-
tory, Oslo University Hospital and the Fridtjof
Nansen Institute.

diversity, solutions which may be more cost-effi-
cient and which provide stronger foundations for
professional resilience.

The mutual dependency between the organisa-
tions in the defence sector and certain civil sec-
tors is substantial. This applies in particular to
industries or sectors where competency can be
exploited by all parties without the need for major
extra investments and where competency
resources are scarce. One example of this is the
maritime industry where there is extremely tough
competition for skilled personnel both in the pri-
vate sector and for the Royal Navy.

Moreover, the globalised labour market indi-
cates the need to identify possible alliances out-
side of Norway. By establishing successful alli-
ances, personnel from allied nations or other Nor-
dic countries may also be relevant candidates for a
number of positions within the Norwegian
defence sector, in order to fill critical gaps in com-
petency. This is not least applicable as a number of
allied European nations are currently making cuts
to organisation and manpower.
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6 More women working in the Armed Forces

General compulsory military service implies that
all men who are approved as serviceable have a
duty of national service and to be available to the
nation from the age of 19 to 44. Conscripts there-
fore carry out this obligation even though they
are not drafted to complete national service.
Today, there is an obligatory examination of
young women for military service, and women
who are considered suitable and are themselves
willing may be assigned official duty.

The issue of gender-neutral compulsory mili-
tary service is currently topical and part of the
Standing Committee on Foreign Affairs and
Defence’ recommendation to the long-term plan
for the defence sector, Recommendation no. 388 S
(2011-2012) in which the Committee underlines
that the introduction of gender-neutral compul-
sory military service is primarily a political issue.
The purpose of this chapter is to lay the founda-
tions for a political debate on this subject.

6.1 Retrospectively

Compulsory military service is laid down in sec-
tion 109 of the Norwegian Constitution which
states: “As a general rule every citizen of the State
is equally bound to serve in the defence of the
Country for a specific period, irrespective of birth
or fortune.” This is a gender-neutral formulation,
although it is doubtful that this was intended in
1814. However, the Compulsory Military Service
Act of 1953 (section 3) states that conscripts are
male Norwegian citizens. From a citizenship per-
spective, the right to vote and compulsory mili-
tary service are interrelated. Compulsory military
service was introduced in 1814 when parts of the
male population were also assigned the right to
vote. Norwegian citizens were thus accorded an
obligation and a right as members of society. Com-
pulsory military service was introduced for the
entire male population in 1897. When women won
the right to vote in 1913 however, they were not
subjected to compulsory military service.
Nonetheless, compulsory military service for
women is not a new phenomenon. This was intro-

duced by the London government as a provisional
scheme in 1942 and applied to Norwegian women
living in Great Britain. The scheme was not seen
to be particularly revolutionary, given that the
host nation had introduced similar schemes for its
citizens at the start of the war. The Armed Forces
needed women, primarily to occupy support
functions and thereby allow more men to move
into combative roles. However, there are also

Box 6.1 Compulsory military
service, national service and
examination of women liable for
military service

Compulsory military service is the obligation be
to be at the disposal of the armed forces and for
military service from the age of 19 to 44. The
total length of service is currently a maximum
19 months. Compulsory military service com-
prises three main elements: examination of
suitability for military service, national service
and refresher service, normally with the Home
Guard. Persons liable for military service who
are not called up for national service remain lia-
ble for military service and make up part of the
emergency reserves.

National service comprises military training
and education as a basis for continued service
during the years in which compulsory military
service applies. National service is normally 12
months but may also be shorter or longer.

The new examination of liability for military
service involves a two-part classification process
and examination of liability for both women and
men. The scheme represents a quality reform
aiming to improve selection and recruitment
and to gain a greater diversity among con-
scripts. Part 1 of the examination can be done
online while part 2 requires physical participa-
tion at an examination location. The online self-
declaration forms the basis for primary selec-
tion.
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Box 6.2 Women and national
service

The right of women to do national service was
adopted by the Norwegian Storting in 1984
and implemented in 1985. The Storting deci-
ded in 1984 that there shall be complete pro-
fessional equality between women and men in
the Armed Forces, also in relation to comba-
tive positions. In White Paper no. 36 (2006—
2007) “Increased recruitment of women to the
Armed Forces”, the objective to achieve a 20
percent ratio of women in the military before
2020 was considered realistic.

Several initiatives have been launched in
order to follow up on these political objectives.
The decision was made to introduce voluntary
examination of women for military service in
2006 and the scheme was implemented in
2007. The decision was made to introduce
obligatory examination of women for military
service in 2008 and the scheme was imple-
mented in 2010. The total ratio of women in
military positions in the Armed Forces in 2012
is 8.5 percent. This is below the average for
NATO nations. Development trends indicate a
certain positive trend when it comes to the
ratio of women at the Armed Forces’ acade-
mies and in national service. The ratio of
women at officer training schools has seen an
increase from 14.9 percent in 2010 to 18 per-
cent in 2012. In 2006, the ratio of women
among those completing national service was
4.5 percent, with 8.3 percent in 2011.

examples of women taking active part in battle
during the Second World War, for example during
the liberation of Finnmark.

Since the scheme to call up women for volun-
tary examination for military service was intro-
duced in 2007, the ratio of women who have com-
pleted national service has almost doubled. Obliga-
tory examination of women liable for military ser-
vice was introduced from 2010, cf. Odelsting Propo-
sition no. 41 (2008-2009), as a means to achieve the
goal for increased recruitment of women to the
Armed Forces. At the time of writing, it is too early
to draw any conclusions on the impact of this initia-
tive. Experience to date indicates that this initiative
alone has not resulted in a dramatic increase in the
number of women completing national service.

6.2 Equalrights and obligations

Compulsory military service and national service
represent an institution with deep roots in society.
From a principled perspective however, gender-
based compulsory military service can be seen to
conflict with the fundamental value within Norwe-
gian society that obligations and rights do not rely
on gender. From a legitimacy perspective, it is
important for the Armed Forces to maintain solid
roots within the population and to reflect the soci-
ety which it is charged with protecting. Gender-
neutral compulsory military service may help
strengthen these roots by making the Armed
Forces more representative of the entire popula-
tion. Gender-neutral compulsory military service
may therefore strengthen compulsory military
service as a social institution.

14000
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10000 +— 9376
8610
8000 1 7868 7703 7821
7049 7130
6274 6841
6000 +—
4000 +—
2000 +—
86 148 350 305 385 392 659 637 608 706
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Year of enrollment
Completed, men** Completed, women**

Figure 6.1 Number of men and women who have completed national service from 2002 to 2011

** The figures include both those who have demobilised from national service, those who have taken officer training as part of
national service and apprentices doing their apprenticeship with the Armed Forces.
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Box 6.3 Attitudes towards gender-
neutral compulsory military
service and national service

Folk og Forsvar (organisation responsible for
distributing and providing information to the
general public on the Armed Forces) carries
out general surveys every year on Attitudes to
the Armed Forces. In the 2012 survey, 3 of 4
Norwegians (77 percent) answered that they
wanted to keep compulsory military service.
A higher ratio of women (80 percent) agree
with this than men (75 percent). 2 of 3 Norwe-
gians (66 percent) believe that compulsory
military service should apply to both sexes.
Men are more positive to this (71 percent for)
than women (61 percent for).

The Armed Forces’ annual survey of com-
pulsory military service is distributed to all
persons who have completed national service.
In the 2011 survey, 86 percent replied that
they enjoyed or very much enjoyed their
national service. 59 percent of the conscripts
replied that they became more positive to
national service after a period of time. Women
appear to see their tasks as more meaningful
than men. Women more than men also seem
to feel that competency gained in the Armed
Forces can be utilised once national service
has been completed.

The need for diversity, including a better gen-
der balance, also has a normative aspect. Diversity
is in line with the ethical principles and values of
society, as it promotes inclusion. The issue of gen-
der-neutral compulsory military service is there-
fore also an ethical one, with an independent obje-
ctive to achieve the highest possible degree of
inclusion and equal rights within the Armed For-
ces, as in society at large.

Globally, Norway is regarded as a vanguard
nation within equal rights and not least in the
work to implement United Nations resolution
1325 regarding women, peace and security. Des-
pite this, the ratio of women in the Armed Forces
remains higher in a number of other nations.
Equal opportunities play a key role in ensuring an
inclusive and competent working life with high
value creation and equal distribution of rights and
obligations. By improving the gender balance at
all levels within our Armed Forces, Norway will

be able to remain at the forefront in terms of prac-
tising equality and equal opportunities.

6.3 The needs of the Armed Forces

Compulsory military service and national service
form an important source of recruitment and sele-
ction mechanism for the Armed Forces. A modern
and high-tech defence with new operational models
implies new needs for competency and skills
among personnel. The role of the soldier in
modern times and in the future requires, for exam-
ple, both operative skills, good social skills, a much
wider understanding of cultures and a high ethical
standard when working for the Armed Forces both
at home and abroad. It is essential for the Armed
Forces to be able to draw upon the competency
held by the Norwegian population, both women
and men. The soldier of the future requires a much
wider combination of skills and qualities than the
traditional soldier. By attempting to reflect the
diversity within society, the Armed Forces will achi-
eve new competency and a much broader base of
experience. An increase in the ratio of women will
provide a necessary increase in cultural and
competency-related diversity in the Armed Forces.

6.4 Challenges and consequences

Today, the number of men who are motivated for
service is actually higher than that required by
the Armed Forces. As such, coercive means are
not that necessary. However, there should be no
doubt as to the fact that compulsory military ser-
vice inherently grants a right to society to make
use of sanctions and coercive means for persons
who resist national service.

If compulsory military service is extended to
cover both genders, the relative percentage of the
viable population to actually carry out national ser-
vice will see yet a further reduction. This may
weaken the link between the population and the
Armed Forces, and may weaken the relevance of
compulsory military service as a social institution.

The use of coercive means and exemption crite-
ria in order to ensure a more even balance between
the sexes may undermine the level of motivation
among those who carry out military service. The
discussion on gender-neutral compulsory military
service must therefore also address the use of
coercive means and exemption criteria. These
must be perceived as fair and adapted to particular
considerations for both men and women.
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Figure 6.2 Psychological tests are carried out during the examination in Oslo

Photo: Media centre for the Norwegian Armed Forces/Peder Torp Mathisen

It is claimed that women are physically less
able for service in the Armed Forces. The Armed
Forces still requires employees with very good
physical health for a number of missions, but an
increasing number of positions will also require
other skills. The Armed Forces have therefore
implemented a review of positions for conscripts.
This will have an impact on selection requirements
and allow for an improved distribution of con-
scripts based on the individual’s competencies.

Obligatory examination of women liable for
military service was introduced in 2010. In order
to gain more extensive foundations for examina-
tion, this scheme will be reviewed in 2014. To
date, experience indicates that there has been no
significant impact in relation to increasing the
ratio of women.

A gender-neutral compulsory military service
must also be seen in light of the ongoing work to
enhance the status of national service and to make
national service more meaningful and commenda-
ble. This work may help sustain the level of moti-
vation to complete national service and to portray
national service as attractive, relevant and fair to
both women and men. The scheme is in line with
the recommendation from the standing commit-

Box 6.4 Provisional experience of
obligatory examination of women
for military service

The new scheme and obligatory examination
of women liable for military service was intro-
duced in 2010.

In 2011, 5,286 women completed part 2 of
the examination. 872 women attended for
national service in 2011, i.e. a ratio of 7.7 per-
cent. Of these, 706 women completed national
service in 2012, i.e. 8.3 percent of the total.

In 2012, 6,769 women completed part 2 of
the examination. Of this number, 1,076 women
attended for national service in 2012, i.e. a
ratio of 10 percent.

The Armed Forces expects to see a slight
increase in these figures in the years to come.

The figure for completion of national ser-
vice has to be compared with the number
called up in the previous year. For 2012 there-
fore, the figure for completion will not be avail-
able until the annual report for 2013 is pub-
lished.
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tee for defence policy, entitled A strengthened
defence (Official Norwegian Report 2007:15)
which was based on the claim that a development
of the system for compulsory military service had
to take place gradually, based on the experience
gained from voluntary examination for military
service for women. Moreover, an evaluation is
required of whether the current scheme for obli-
gatory examination for women, combined with
other motivational measures, will help increase
the ratio of women.

An increased number of women carrying out
national service will have some practical consequ-
ences for the Armed Forces. Existing main-
tenance and upgrade plans already take into acco-
unt the need to adapt buildings to a more even

gender balance. As long as national service is
practised in line with the needs of the Armed For-
ces, these costs are a consequence of the Armed
Forces’ need for a higher ratio of women.

6.5 Theroad ahead

The Norwegian government intends to evaluate
the scheme for obligatory examination of women
for military service in 2014. This evaluation must
be seen in light of the measures to heighten the
status and commendability of national service and
other measures to increase the ratio of women.
The Government will come back to the issue of
gender-neutral military service.
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7 Personnel schemes in the defence sector

The defence sector shall be an attractive and safe
workplace where employees feel they have a pre-
dictable career cycle and the opportunity to
develop professionally. Good management and
development of the organisation’s human
resources requires a clearly defined and predict-
able framework. For the defence sector, this in
total is referred to as the sector’s personnel
schemes. The current personnel schemes com-
prise a complex and fragmented framework with
similar variations in practice. The current
schemes do provide some leeway for further
development in order to meet certain future chal-
lenges. At the same time, a review is required of
proposals for a new framework for personnel
schemes, including the officer corps. The objec-
tive is to gain a more comprehensive correlation
between the personnel schemes. This may pro-
vide for the need for efficient transfer of compe-
tency both within and across personnel catego-
ries. The determining factor shall be the compe-
tency requirements of the defence sector, while
ensuring proper management of the competency
and potential of the individual. Furthermore, the
defence sector’s need for specialised competency
and flexibility must be met. The process involving
the officer corps must therefore also include the
further development of the current officer corps
including commissioned officers, commanding
officers and officers on time-limited contracts, and
a model based on a specialist corps which also
includes enlisted personnel. This work will be
based on the goals and guidelines provided in this
White Paper.

According to the Recommendation from the
Standing Committee on Foreign Affairs and
Defence, Recommendation no. 388 S (2011-2012),
this chapter includes a review of the different per-
sonnel schemes and a description of how person-
nel are managed. The chapter also states the
premises for and a review of how the schemes can
be further developed.

7.1 Legislation and guidelines within
the area of human resources and
competency

Regulations and guidelines which relate to the
defence sector’s personnel schemes have been
adopted at different levels and are administered
by different ministries. In principle, the defence
sector is governed by central legislation and regu-
lations regarding personnel management. How-
ever, due to the unique requirements of the
defence sector, a separate set of guidelines has
been established for the personnel categories
which apply in the sector. This is required both
due to the sector’s responsibility for the manage-
ment and development of the Armed Forces and
the military profession, and to the obligations on
military personnel when at work.

The Ministry of Labour in Norway is responsi-
ble for policy and management of legislation relat-
ing to the labour market, working environment,
pensions and welfare. The Ministry of Government
Administration, Reform and Church Affairs in Nor-
way is the government’s key employer and is
responsible for legislation which governs the gov-
ernmental field of labour legislation, including the
Civil Service Act. The Civil Service Act applies to
the majority of employees working as civil servants
and applies, with limitations, to personnel within
the defence sector. The Ministry of Government
Administration, Reform and Church Affairs is also
responsible for the management of the govern-
ment’s personnel manual and key wage agreement.

The Ministry of Defence is in charge of legisla-
tion adopted on the basis of the unique require-
ments of the Armed Forces within personnel,
including the Home Guard Act, the Compulsory
Military Service Act, the Act relating to military
disciplinary authority and the Act relating to
defence personnel. The Act relating to defence
personnel principally applies to military personnel
employed by the defence sector. Certain parts of
this Act also apply to groups of civilian personnel.
The officer corps scheme for the Armed Forces is
stipulated by Royal Decree, with the consent of
the Storting. The officer corps scheme applies to



2012-2013

Meld. St. 14 (2012-2013) Report to the Storting (White Paper) 47

Competency for a new era

officers of the defence sector. Together with the
provisions of the Act relating to defence person-
nel, the officer corps scheme delimits the scope of
the Civil Service Act in relation to officers.

The Ministry of Defence stipulates objectives,
tasks, recommendations, frameworks and guide-
lines for the defence sector in terms of HR. These
are mainly issued to the agencies in the form of
letters of implementation/award and instructions.
The Ministry of Defence is authorised to compile
any necessary adaptations and regulations for the
officer corps, pursuant to the resolution adopted
by the Norwegian Storting on 24 March 1996, cf.
Recommendation no. S no. 198 (1995-1996) to
Proposition to the Storting no. 38 (1995-1996).
Based on the Ministry’s professional responsibil-
ity, the Ministry has also entered into the Engi-
neering Industry Agreement for the Armed
Forces, the special agreement regarding eco-
nomic terms for personnel serving at stations and
NATO staff abroad, and the special agreement for
service on international operations.

The activities of the defence sector are mainly
governed by the Norwegian Government’s per-
sonnel manual and in-house personnel regula-
tions. Moreover, the prevailing officer corps and
the Armed Forces’ personnel manual are key
steering documents.

7.2 Management of personnel -
current personnel schemes

7.2.1

The defence sector’s human resources are admin-
istered by different regimes, depending on the

Categories of personnel

category of personnel. The principal factors deter-
mining personnel category are form of employ-
ment and function within the organisation. The
personnel categories within the defence sector
are in the main officers (commissioned officers,
commanding officers and officers on time-limited
contracts), enlisted personnel (enlisted soldiers
and seamen) and civilian employed personnel
(permanent and temporary civil servants, employ-
ees appointed for a term of years and personnel on
contract salaries). The defence sector also has
apprentices, reserve personnel and conscripts,
with their individual competencies. As such, there
is a diversity of schemes for personnel in the sec-
tor but the categories can in principle be divided
into two: the officer corps scheme and schemes
for management of other personnel. The main dif-
ference here is that officers at all levels are
employed as military personnel in defence posi-
tions and are appointed positions according to
application which mainly follow a centrally gov-
erned process. Other personnel categories are
employed and managed locally by the individual
agency.

7.2.2 Management of officers
7.2.2.1

The framework for management of officers has
been laid down under the auspices of the Act relat-
ing to defence personnel, the prevailing officer
corps scheme and any specific adaptations and
regulations stipulated by the Ministry of Defence.
The objective of the Act is to facilitate an appropri-
ate utilisation of the Armed Forces’ personnel

Prevailing officer corps scheme
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resources in order to ensure execution of the
Armed Forces’ tasks both at home and abroad.
The officer corps scheme and its organisation
must be seen in connection with the specific
rights and obligations involved in a military pro-
fession.

7.2.2.2 Commissioned officers

As with commanding officers and officers on time-
limited contracts, commissioned officers are
employed on the terms stipulated in the Civil Ser-
vice Act and with the differences laid down in the
Act relating to defence personnel, the officer
corps scheme and supplementary provisions stip-
ulated by the Ministry of Defence. The Act states
that the Ministry of Defence is in charge of who to
employ for all categories of officers and how to
organise the employment process. Commissioned
officers are employed as military personnel within
defence and are deployed according to rank. Per-
manent employment as a commissioned officer
mainly requires successful completion of educa-
tion, including military academies or similar,
which qualify candidates for such positions. Pro-
fessional employment can also be awarded on
application by candidates who have competency
which is relevant for the long-term requirements
of the Armed Forces. Commissioned officers are
primarily appointed from the rank of lieutenant or
higher, but may also be awarded positions at a
lower rank to allow personnel to gain competency.
Promotion to the next rank is governed by the
advancement scheme. Commissioned officers are
obliged to accept positions according to the
deployment scheme. The age limit for commis-
sioned officers is 60.

7.2.2.3

Commanding officers are officers who have been
appointed permanent employment in the Armed
Forces until they reach the age of 35. If necessary,
the Armed Forces are entitled to extend the
period of employment by up to 3 years. The cate-
gory for commanding officers was introduced in
2005 in response to the imbalance in age mix
among the officer corps, the need for specialised
competency and increased experience among
officers at lower ranks in the Armed Forces and
the need for younger officers for the organisation,
training and equipment of forces, emergency pre-
paredness and operations. Commanding officers
shall occupy positions which require continuity, a
high level of experience and specialised expertise.

Commanding officers

Commanding officers are employed by the Chief
of Defence, or a person authorised by the Chief of
Defence, to military ranks and within defence, and
are deployed according to rank. Commanding
officers have a form of employment which implies
the same rights and obligations as commissioned
officers, with the adaptations required for the uni-
que nature of service as a commanding officer.
Commanding officers are obliged to accept positi-
ons according to the deployment scheme. Deploy-
ment of commanding officers normally follows the
application process, although with a higher level
of command than for commissioned officers. The
level and type of education may vary among
commanding officers, for example a civilian
Bachelor’s degree or specialised military educa-
tion. Commanding officers with relevant compe-
tency for the long-term needs of the Armed For-
ces may apply for and be employed as commissio-
ned officers.

7.2.2.4  Officers on time-limited contracts

Officers on time-limited contracts are provision-
ally employed officers with positions in the Armed
Forces. The officer corps scheme from 1996 has
provided guidelines for the current management
of officers on time-limited contracts, with the
adaptations made for subsequent schemes and
the Act relating to defence personnel. The time
limit for such contracts may vary and relate to
international operations, projects, temporary posi-
tions etc. The Ministry of Defence lays down spe-
cific regulations regarding duration and the scope
to renew employment of such officers. As officers
on time-limited contracts are temporary civil ser-
vants, their employment is principally governed
by the Civil Service Act, with the limitations laid
down in the Act relating to defence personnel, the
officer corps scheme and the supplementary reg-
ulations of the Ministry of Defence. Officers on
time-limited contracts can also be appointed to
fixed-term positions. Officers on time-limited con-
tracts are not obliged for deployment in Norway
and abroad, but may be deployed for service on
international operations. The number of officers
on time-limited contracts has been reduced since
the introduction of commanding officers.

7.2.3 Management of enlisted personnel

The term enlisted personnel is defined as
employed military personnel who are not officers.
The scheme for enlisted personnel, including
enlisted soldiers and seamen, was introduced in
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Box 7.1 Officer corps scheme

The prevailing officer corps scheme came into
effect on 1 September 1998 and is based on the
unanimous resolution adopted by the Norwe-
gian Storting on 24 March 1996, cf. Recommen-
dation no. S no. 198 (1995-1996) to Proposition
to the Storting no. 38 (1995-1996) regarding a
new officer corps for the Armed Forces. The
objective here was to develop a new officer
corps scheme which could meet future require-
ments for a coordinated and flexible personnel
management, and which allowed the Armed
Forces greater scope to simplify management,
develop more flexibility and improve continuity
within the position of officer. The scheme was a
continuation of the former officer corps scheme,
with its division into an educational scheme, an
advancement scheme and an deployment
scheme.

The officer corps scheme has been adjusted
several times since the above-mentioned resolu-
tion. A number of adjustments were adopted in
Proposition to the Storting no. 42 (2003-2004),
cf. Recommendation S. no. 234 (2003-2004). The
most significant amendments were the introduc-
tion of commanding officers as a new category
of officer and the command obligations for inter-
national operations for all officers. With the leg-
islation proposed in Odelsting Proposition no.
60 (2003-2004), cf. Recommendation to the
Odelsting no. 94 (2003-2004), the Ministry of
Defence followed the recommendations made in
Proposition to the Storting no. 42 (2003-2004)
which required amendment of the existing legis-
lation and new legal authority. A number of the
acts relating to personnel for the Armed Forces
were merged into one new Act relating to per-
sonnel in the Armed Forces. Furthermore,
Proposition to the Storting no. 48 (2007-2008),
cf. Recommendation S. no. 318 (2007-2008), and
Proposition to Storting 1 S (2009-2010), cf. Rec-
ommendation no. 7 S (2009-2010), require
minor adaptations to the deployment scheme
and advancement scheme.

The officer corps scheme is made up of an
educational scheme, an advancement scheme
and an deployment scheme. In addition, the offi-
cer corps scheme, together with the Act relating

to defence personnel, governs the categorisa-

tion of officers, including commissioned offi-

cers, commanding officers and officers on time-
limited contracts.

— The educational scheme governs the educa-
tion of officers, from officer training school/
officer training courses via military acade-
mies/similar civilian education to staff col-
lege/similar civilian education.

—  The advancement scheme governs promotion
of personnel with permanent deployment to
positions of a higher rank. This is a two-part
scheme comprising normal promotion for all
those suitable for the rank of lieutenant
according to an age-based ladder stipulated
by the Ministry and promotion to a higher
rank based on application for such.

—  The deployment scheme governs the principal
framework for how officers can be deployed.
This scheme is practically uniform for all
ranks and categories of officer, although offi-
cers up to the rank of lieutenant may have a
higher level of command. In principle, the
deployment scheme is determined by the
needs of the Armed Forces, the total qualifi-
cations of the individual and requirements for
competency development. Commissioned
officers and commanding officers are obliged
to accept deployment to positions both in
Norway and abroad. All categories of officers
can be deployed to service in international
operations. Likewise, all categories of offi-
cers are obliged to adapt to any changes in
service and transfers made necessary due to
organisational changes in the Armed Forces.
The deployment obligation is made statutory
in the Act relating to defence personnel.

The Act relating to defence personnel and the
resolution adopted by the Storting on 24 March
1996, cf. Recommendation no. S no. 198 (1995-
1996), cf. Proposition to the Storting no. 38
(1995-1996) regarding the new officer corps
scheme in the Armed Forces, authorises the
Ministry of Defence to prepare any necessary
adaptations to and regulations for the officer
corps scheme.
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the 1960s. The background for the scheme was
the imminent reduction in the number of persons
taking national service and the phase-in of mod-
ern materiel representing an increased require-
ment on personnel. The enlisted personnel were
to be utilised in key functions, which had previ-
ously been covered by conscripts. Today, enlisted
personnel are entirely essential for the operational
model of the rapid reaction capability defence and
the high-tech materiel and weapon systems.
Enlisted personnel are employed on the terms
stipulated in the Civil Service Act and with the lim-
itations laid down in the Act relating to defence
personnel and supplementary provisions stipu-
lated by the Ministry of Defence. The Regulation
relating to the Civil Service Act stipulates that
fixed-term positions can be utilised for enlisted
personnel. The Ministry of Defence is in charge of
the scheme for enlisted personnel. Normally,
enlisted personnel are employed after they have
completed national service and on a fixed-term
contract of 3 years, which can be renewed by 3
years up to 2 times (a total of 9 years). Enlisted
personnel can also be employed as temporary
civil servants pursuant to the general regulations
regarding temporary employment laid down in
the Civil Service Act. As with officers, enlisted
personnel are obliged to adapt to any changes in
service and transfers made necessary due to
organisational changes in the Armed Forces.
They can be deployed for international operations,
on a voluntary basis. As part of the restructuring
from a mobilisation defence to a rapid reaction
capability defence, the role played by enlisted per-
sonnel has increased in importance. Today,
enlisted personnel occupy a high number of func-
tions within operative units, and as a result, the
number of enlisted personnel has seen a substan-
tial increase.

7.2.4 Management of civilian personnel

Civilian personnel in the defence sector can princi-
pally be categorised as either permanent or tempo-
rary civil servants, employees appointed for a term
of years and personnel on contract salaries.
Employees appointed for a term of years are
employed on time-limited contracts. Personnel on
contract salaries are employees for whom the
terms of salary and work are stipulated in the
Engineering Industry Agreement in the Armed
Forces. Civilian personnel can normally be
employed in the organisation without the need for
additional education from the defence sector. They
also represent normal continuity within specialised

professions and staff functions. Civilian personnel
are protected by a number of key legislations with
provisions which are administered by several dif-
ferent ministries. In order to fulfil the Armed
Forces’ need for personnel on international opera-
tions, the Act relating to defence personnel also
provides the scope for deploying civilian personnel
employed within different categories for similar
service to that of military personnel.

7.2.5 Apprentices

Apprentices are persons who have signed an
apprenticeship agreement, with a view to taking a
final examination or apprentice’s examination
within disciplines which comprise apprentice-
ship. The current scheme for apprentices was
introduced in connection with Reform 94. The
Armed Forces take on the highest number of
apprentices in Norway, with more than 500
apprentices within 30 disciplines in all parts of the
defence sector. Primarily, there are three types of
apprenticeships in the defence sector: apprentices
on national service, apprentices with officer train-
ing and civilian apprentices. Apprentices on
national service complete a two-year national ser-
vice and at the same time have an apprenticeship
with the Armed Forces. Apprentices with officer
training combine their apprenticeship with officer
training. Civilian apprentices mainly serve their
apprenticeship at the Armed Forces’ engineering
premises. Apprentices in the defence sector are
managed according to the provisions of the Nor-
wegian Education Act, the special agreement
relating to salary and working conditions for
apprentices and apprentice candidates in the gov-
ernment and in-house regulations. Disciplines
taken by apprentices follow the national curricu-
lum. Moreover, the individual engineering work-
shops in the Armed Forces have in-house plans
for training of apprentices.

7.2.6 Conscripts

Compulsory military service was introduced in
1814 and made legally enforceable for all men in
1897. Compulsory military service is an important
source of recruitment and shall ensure the Armed
Forces a stable supply of suitable personnel and
shall contribute towards the operative capability of
the Armed Forces. Male Norwegian citizens, sub-
sequent to discharge or classification as service-
able, are liable for compulsory military service
from 1 January in the year they turn 19 years of
age to the end of the year in which they reach the
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age of 44. Compulsory military service thereby
implies that all suitable Norwegian male citizens
shall make themselves available for military ser-
vice for the nation for a total of 25 years. A Norwe-
gian male citizen who is also a citizen of a differ-
ent nation is liable for compulsory military service
in Norway as long as he is a resident of Norway
and agreements with the other nation do not
obstruct compulsory military service. Service by
conscripts during peacetime includes ordinary
service (national service and refresher service)
and extraordinary service (special exercises,
extraordinary guard duty and emergency pre-
paredness).

Conscripts and voluntary personnel with a
civilian education which is relevant to the needs of
the Armed Forces and who have a Masters’
Degree or higher, may serve as conscript aca-
demic officers. The scheme for conscript aca-
demic officers shall cover functions which relate
to the competency these persons have accumu-
lated during their civilian education.

7.2.7 Reserve personnel

Reserve personnel are military personnel who do
not serve continuously in the Armed Forces.
Reserve personnel mainly comprise enlisted per-
sonnel, discharged officers and enlisted officers
in the defence sector, in addition to personnel and
officers in the Home Guard.

Discharged officers will normally have
received officer training during their national ser-
vice. They are liable for compulsory military ser-
vice until the end of the year in which they turn
44, unless war reinforcements are required and
compulsory military service is extended until the
end of the year in which they turn 55. An enlisted
officer is an officer educated by an agency who is
not employed as a commissioned officer, in addi-
tion to discharged officers who serve as officers
for one year or more after national service.
Enlisted officers are liable for compulsory mili-
tary service until the end of the year in which they
turn 55.

Female military personnel with status as dis-
charged officers are liable for service until the
end of the year in which they turn 44, while
female military personnel with status as enlisted
officers are liable for service until the end of the
year in which they turn 55.

The Home Guard personnel are recruited
from both obligatory and voluntary personnel. All
enlisted personnel who are not expected to be
called up for other military service (either in

peacetime, when building up forces or during a
certain period after building up of forces) are
obliged to serve in the Home Guard. The same
applies to persons who are exempt from compul-
sory military service until and including the year
in which they turn 55, provided they have been
approved as serviceable for the Home Guard and
are not exempt from compulsory service due to
citizenship. During wartime, men of an age liable
for compulsory military service are also obliged
to serve in the Home Guard from and including
the day they turn 18, provided they have been
approved as serviceable for the Home Guard and
are not exempt due to citizenship. Both men and
women who have reached 16 years of age can be
accepted as volunteers to the Home Guard. The
Home Guard has its own training of officers, pro-
viding shorter term courses, and relies on a sup-
ply of reserve officers and reserve personnel from
the defence sector.

Reserve personnel possess valuable military
and civilian competency. They represent an
important resource for the reinforcement of the
permanent agencies in relation to crisis manage-
ment, emergency preparedness and international
operations.

7.3 Premises for development of
personnel schemes

7.3.1

The personnel schemes provide a framework for
the practical management and development of
defence sector personnel. It may be difficult to dis-
tinguish between the actual consequences of
adopted schemes and what has been developed in
practice. Based on the review of the other chap-
ters of this report, the following six factors are
essential for sustaining development in order to
gain a comprehensive personnel scheme which
covers all personnel categories:

—  The schemes must facilitate comprehensive con-
trol and flexible application of competency
throughout the sector. The schemes must be suf-
ficiently flexible to encompass the entire sec-
tor. At the same time, the schemes must help
safeguard the unique characteristics of the dif-
ferent agencies, in particular the military pro-
fession.

—  The schemes must facilitate the attraction, recru-
itment and utilisation of a diverse workforce and
a two-way flow of competency with the rest of
society, both via new recruitment and re-vecruit-
ment at middle and upper levels of the organisa-

Requirements on future schemes
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Figure 7.2 Noise level tests: Military activity can
cause a high level of noise for its surroundings.
The Norwegian Defence Research Establishment
charts the noise levels generated by different
types of weapon and vehicles, during varying
weather conditions and seasons.

Photo: The Norwegian Defence Research Establishment

tion. Competency requirements and compe-
tency needs shall be the determining factor.
Practice of the schemes must place value and
emphasis on diversity and total team compe-
tency and experience gained both outwith and
inside the sector.

— The schemes must facilitate needs-oviented
competency  development. An increasing
requirement for specialised competency places
new demands on the defence sector's compe-
tency development processes. The principle of
life-long education is fundamental for compe-
tency-based organisations. This implies that
competency development is not just a question
of formal education, but much more a systema-
tised employee development process within a
specific position and function.

—  The schemes must in total safeguard the need for
retention of personnel. The schemes must be
more open to allowing for the development of
career plans and career cycles based on the
needs of the organisation which in turn pro-
vides the employees with a predictable career
and development opportunities.

—  The schemes must be sufficiently flexible to ensure
a balanced personnel structure over time. One
decisive factor will be that the schemes help
develop the employees' competency in line
with the actual competency requirements of
the organisation.

—  The schemes shall lay the foundations for a more
efficient exploitation of resources in ftotal.
Improved exploitation of resources shall be

achieved partly through efficient management
and partly through targeted control of individ-
ual competency.

7.3.2 Competency as the determining factor

A framework for future personnel schemes shall
help ensure more efficient exploitation of compe-
tency, both within and across the different catego-
ries of personnel. Furthermore, the requirement
for flexibility and openness towards society is an
important premise for ensuring that the defence
sector is able to cover its need for broad ranging
and in-depth competency. The activities of the sec-
tor require competency developed both within the
military and the civilian educational system. The
total qualifications of the individual must be deci-
sive — in other words, the individual’s education,
experience gained, skills and personal qualities.

The defence sector exploits an officer’s com-
petency partly in positions which can only be
occupied by persons with military education and
partly in positions which can be occupied by per-
sons with either military or civilian educational
background. A military educational background is
a premise for occupying positions within the oper-
ative structure, in addition to a number of posi-
tions within management, control and planning.
This type of education may be taken at the Armed
Forces’ educational institutions or civilian educa-
tional institutions which offer supplementary mili-
tary education.

As a group, civilians with civilian educational
backgrounds employed by the Armed Forces
have career cycles which are much less predict-
able. Neither has the defence sector invested to
any similar degree in civilian employees in the
form of development and career plans. Tradition-
ally, military personnel have had a more predict-
able career development. However, it is necessary
for both personnel categories to develop career
opportunities, clear and well-organised incentive
schemes and schemes which allow employees to
change jobs.

In a modern competency-based organisation,
competency development primarily takes place
via practical application, with established systems
and procedures for continuous feedback, evalua-
tions and learning for both individuals and teams.
This report proposes the establishment of a
framework for future personnel schemes to cover
all personnel in the defence sector, where compe-
tency, irrespective of where it has been devel-
oped, shall be the determining factor for support-
ing the needs of a rapid reaction capability
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defence. The activities of the defence sector have
a lot in common which distinguish them from
other activities within the public sector. It is there-
fore necessary to further develop those aspects
which are common (e.g. the programme for atti-
tudes, ethics and management), the value base
and expectations on managers.

7.4 Evaluation of personnel schemes

7.4.1

The military profession is fundamentally import-
ant for the activities of the defence sector. The
development and management of personnel exer-
cising a military profession is therefore a central
element for the sector. The principal goal for the
officer corps scheme is to ensure the necessary
framework conditions for the development of
highly qualified, professional military personnel
which cover the needs of the sector. The officer
corps scheme must also be viewed in connection
with the special position held by professional mili-
tary personnel in society and, not least, the obliga-
tions of these personnel. Officers shall help
defend and enforce Norwegian sovereignty and
territorial integrity. As an employee of the Armed
Forces, officers shall exercise Norwegian author-
ity and help prevent and manage episodes and cri-
ses involving security policy. They shall also con-
tribute towards national and international peace
and security. The officer corps scheme must
therefore sustain a balance between providing the
defence sector with the tools required to manage
and develop officers and ensuring good, predict-
able framework conditions for the individual offi-
cer.

Officer corps scheme

7.4.1.1  Main challenges presented by the current

officer corps scheme

The following challenges require particular atten-

tion when working on a new personnel scheme:

— Retention and development of military specia-
lists: Today's scheme and practice make it diffi-
cult in a number of areas to retain personnel
with military specialised competency. The
scheme for commanding officers has had a
positive impact and the Armed Forces are now
able to retain personnel at a lower rank than
before, albeit not for as long as preferable.
Prevalent factors for why such personnel leave
the Armed Forces include development in pay-
roll, uncertainty regarding future career oppor-
tunities and a lack of recognition. These chal-

lenges vary somewhat among the different
defence agencies and organisations, due to dif-
ferent forms of practice.

— Job rotation and continuity: Today, job rotation
is too high in the officer corps within certain
parts of the Armed Forces. The current prac-
tice of the deployment scheme, when viewed in
relation to the fact that rapid job rotation is pro-
fessionally rewarded, appears to be the main
reasons behind the high level of job rotation.
An increased rate of participation in interna-
tional operations has also resulted in an
increase in job rotation, partly due to the need
for personnel to provisionally take on roles as
acting functions.

— Standardised criteria does not take sufficient
account of total qualifications: The require-
ments specified for individual positions and the
evaluation of individual candidates' compe-
tency follows a set of relatively standardised
evaluation criteria, in which level of military
education and experience from military ser-
vice are important criteria. A greater emphasis
is required on the total qualifications of the
individual, including experience and personal
aptitude.

—  Competency development: The current practice
for competency development places an exces-
sive focus on determining rank according to
education, particularly for commissioned offi-
cers. It is also difficult to further develop and
create a good system for competency develop-
ment for commanding officers, both in light of
their function and the potential for professional
employment. Moreover, competency develop-
ment must reflect the competency require-
ments of the organisation.

— Achieving a well-balanced inventory of compe-
tency over time: Challenges in this area for the
Armed Forces and defence sector relate pri-
marily to two factors. Firstly, the need for mili-
tary personnel in operative units is greater than
the need for officers in staff functions. Sec-
ondly, there will at times be an excessive num-
ber of officers holding a higher rank than
required. It is therefore essential to identify
efficient tools and make differentiated and tar-
geted use of these in order to safeguard individ-
ual employees, for example by providing fur-
ther education and job change schemes.

— Payroll structure: The payroll project for the
Armed Forces (2006-2007) allowed the parties
involved to achieve substantial simplifications
and adaptations to the Armed Forces' payroll
systems. There remains scope for further sim-
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plification and adaptation so that the payroll
system encompasses new challenges related to
personnel and competency, provides a more
simple regime of agreements and provides for
the individual agency's need to attract, develop
and retain specialised competency within a
number of areas. At the same time, it is import-
ant to exploit the opportunities provided within
the prevailing framework in order to further
develop current practice.

The current officer corps scheme is mainly
reflected in the Act relating to defence personnel
and a number of documents for the Storting, and
appears relatively fragmented and over complex.
At the same time, variations have emerged in how
the officer corps scheme is practiced. Nonethe-
less, there is still scope within the current
scheme. The officer corps scheme can be further
developed by changing practice and/or changing
the actual scheme itself in order to address and
manage a number of the challenges mentioned
above. Likewise, an evaluation should be carried
out of how the Armed Forces can procure special-
ised competency in the best possible way for the
future of the rapid reaction capability defence.
This evaluation must take into account the pro-

posed framework for the future personnel

schemes in the defence sector.

7.4.1.2

The educational scheme for the Armed Forces is
part of the officer corps scheme. The different lev-
els of education are also related to the civilian
accreditation system.

Accreditation is a quality assurance system to
ensure that military education remains at a quali-
tative level which can be documented and which
fulfils the statutory requirements laid down in the
Norwegian Act relating to universities and univer-
sity colleges. At the same time, a military educa-
tion shall feature a combination of subjects which
satisfies the needs of the Armed Forces. Accredi-
tation provides greater scope for cooperation
between the Armed Forces’ educational institu-
tions in relation to education, research and devel-
opment. Accreditation of education also serves to
enhance status. For the younger generation in
particular, credits and level of education are of
great importance in terms of reputation and
attractiveness. As such, a military education is
also important for recruitment to the military pro-
fession.

The educational system
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The Armed Forces’” own educational institu-
tions have a high standard. This is documented by
feedback from the Norwegian Agency for Quality
Assurance in Education. Persons who have taken
their education under the auspices of the Armed
Forces describe their education as both relevant
and providing for personal development. More-
over, the quality of such education is substantiated
by the skilled officers who occupy operative posi-
tions and other high ranking positions within
management, control, planning and administra-
tion.

A number of officers have taken civilian educa-
tion in addition to their military education. Exam-
ples of civilian education are specialised education
in place of military academies, such as a Bache-
lors’ degree in technical engineering or manage-
ment. Officers who are either offered this type of
education or who are recruited with an academic
education are provided with supplementary mili-
tary education, with a focus on the military profes-
sion. This may comprise an officer training course
to qualify for the rank of commanding officer and/
or a military qualification course at a military
academy in order to qualify for professional
employment. The use of the civilian educational
system allows for a greater degree of flexibility,
both in order to cover the competency gap and to
recruit personnel with specialised competency not
offered within the Armed Forces. Such a scheme
complements the in-house educational system
and provides scope for further development. This
will be particularly applicable within the wide
range of disciplines and specialisation required for
a military organisation, be it technology, IT, cyber
and management.

A number of officers are also provided with
supplementary education, possibly a Masters’
degree, instead of taking staff and Masters’ pro-
grammes at the Norwegian Defence University
College. This has increased in scope over the past
years, reflecting the Armed Forces’ need for more
specialised competency in certain areas and/or
positions at higher ranks. In addition, educational
and training institutions abroad are also utilised.
This may range from functional education and
training in weapon systems to military education
at a strategic level. The need to travel abroad to
take functional education and training may be
attributed to the fact that Norway does not offer
this type of competency development, for example
training to be a pilot in the USA. When it comes to
strategic military education, for example at mili-
tary colleges and Universities, this is a method of
qualifying military leaders to occupy high ranking

Box 7.2 The educational scheme

The military educational scheme is divided

into three levels:

— Dbasic officer education, officer training
school and officer training courses

— Dbasic officer education, military academy
and the like, with right and obligation for
professional employment

— advanced officer education, staff college
and the like

Basic officer education and advanced officer
education are accredited in the university col-
lege system via the Norwegian Agency for
Quality Assurance in Education at Bachelor
and Master level respectively. The Armed
Forces have five academies with accreditation:
The Norwegian Military Academy, the Royal
Norwegian Naval Academy, the Royal Norwe-
gian Air Force Academy, the Norwegian Mili-
tary Engineering Academy and the Norwe-
gian Defence University College.

It is also possible to take a civilian educa-
tion (Bachelor or Masters’ degree) instead of
the basic and advanced officer educational
programmes. In order to gain approval for
their education at a military level, students
must take a supplementary military course
with the Armed Forces.

national and international positions. It is essential
that this is viewed as part of a career plan for per-
sonnel in whom the Armed Forces aim to invest,
based on stringent selection criteria.

The current educational programme has been
developed over numerous years and has a very
high standard. Today, the Armed Forces’ own
accredited educational programme comprises sev-
eral disciplines, based on five academies. The
Armed Forces must carry out a detailed evalua-
tion of measures to ensure cooperation and to
reinforce the different subjects in areas where the
individual agencies provide education so as to
avoid duplicating civilian educational pro-
grammes.

An increased input of civilian competency
combined with an increase in the number of com-
manding officers and a much broader exploitation
of the civilian educational system may allow the
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Armed Forces to reduce its internal educational
programme for officers at Bachelor and Masters’
level. At current, the average age of Masters stu-
dents at the Norwegian Defence University Col-
lege is close to 40. These students bring valuable
experience to their studies, but measures must be
evaluated in order to lower the average age.

The in-house defence education must primarily
provide for the requirements of a military profes-
sion. At the same time, exercise of a military pro-
fession requires professional expertise which
encompasses more than the exercise of military
power. Relevant disciplines here could comprise
management, international law, emergency pre-
paredness, legal disciplines, technology, logistics,
resource management and languages. In many
cases, these disciplines are integrated in the educa-
tional programmes and there may be strong profes-
sional arguments indicating synergy benefits. This
does not mean that the Armed Forces need to
recruit teachers for all disciplines. The problem
can just as easily be solved via cooperation and alli-
ances with civilian academic educational institu-
tions. The Armed Forces’ teachers should be pri-
marily utilised within their own core areas.

A review of the educational system is required,
in order to improve fulfilment of the actual compe-
tency requirement, provide a more comprehen-
sive educational system and identify flexible and
efficient solutions via an increased exploitation of
civilian educational programmes.

Moreover, the review of the military educa-
tional system must take place in the correct order.
Education is a consequence of the organisation’s
requirements. It is therefore important to clarify
the competency requirements of the Armed
Forces by carrying out fact-based analyses and
studying the changes in competency requirement
which will emerge from changes to the personnel
schemes. At certain periods, the Armed Forces
have experienced underproduction of officers due
to problems with full-time equivalents. Compe-
tency production becomes vulnerable if it does not
reflect actual requirements. It is essential to allow
for extended use of the educational system, irre-
spective of personnel category and the different
activities within the sector. Moreover, the require-
ment for formal education must be balanced in
relation to competency development via employee
development, training and exercises.

A review of the current educational system
must also take into account what the Armed
Forces aim to provide in the way of in-house edu-
cation, what is offered on the civilian market and
what can be achieved in cooperation with civilian

educational institutions. Finally, a review of roles,
responsibility and authority is required within the
Armed Forces’ educational system.

7.4.1.3

General developments within society and the pen-
sion reform of 2011 have given rise to expecta-
tions of a longer working life for the majority of
the population. Changes to retirement age are
based on demographic developments which
involve an older population, an increased require-
ment for manpower, improved health and longer
life spans. These changes also require a re-evalua-
tion of the special age limit of 60 years in the
Armed Forces.

The majority of officers in the Armed Forces
are commissioned officers and commanding offi-
cers. While commissioned officers have a special
age limit of 60, pursuant to the Act relating to
defence personnel, commanding officers are per-
manent employees up to the age of 35 and have
the option to extend this by three years.

The special age limit should be evaluated in
light of the scheme for commanding officers or a
possible future change in the officer corps
scheme. The current scheme for commanding
officers does not allow for a special age limit as it
is a form of employment up to a specific age which
can subsequently pave the way for professional
employment or a change of career to other parts
of society. This form of employment fulfils the
Armed Forces’ need for younger personnel with
specialised competency and good experience at a
lower rank who can meet the requirement for con-
tinuity, particularly in operative units. Moreover,
the scheme for commanding officers prevents an
imbalance in age for the Armed Forces as an
organisation. To a certain extent, the scheme
compensates for the lack of specialist schemes
found in other countries which have a separate
personnel category with a low retirement age and
own rights, in addition to other schemes abroad
whereby commissioned officers have to choose
between moving up to a higher rank or leaving.

Experienced commissioned officers of 60
years of age possess considerable competency
which is of great value to both the Armed Forces
and society at large. As long as the Armed Forces
secure young, professionally skilled personnel for
its operative units via the scheme for commanding
officers or a future alternative specialist scheme,
older commissioned officers will be able to
occupy other functions, such as management,
planning, administration and control.

Special age limit for officers
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Box 7.3 Education offered by the Armed Forces

The Norwegian Defence University College: The
Ministry of Defence, represented by the Chief of
Defence, is the supreme governing authority for
the Armed Forces' educational system. The com-
mandant of the Norwegian Defence University
College is the principal adviser to the Chief of
Defence on matters regarding education and aca-
demia, and is responsible, in close coordination
with involved parties, for education and training in
the Norwegian Armed Forces. The College is com-
mitted to providing relevant education and excel-
lence in research. Its accredited educational pro-
gramme comprises Staff Courses and Masters
Studies in addition to disciplines which earn cred-
its at the basic level for military educational pro-
grammes, which are part of a soldier's education.
R&D at the College supports and contributes
towards the high quality of the education provided
and affords the Armed Forces, the defence sector
and society at large relevant expertise on and
insight into issues relating to defence and security.
The College offers courses for senior executives
which target key personnel from public administra-
tion, society and the future top executives for the
Armed Forces. Other educational programmes on
offer cover military operations, international mili-
tary activities and military training/skills and
development of performance. The College pro-
vides career guidance and information on courses
to develop competency among soldiers and other
groups of personnel in the Armed Forces. The Col-
lege is based at Akershus Fortress in Oslo.

The military academies of the Armed Forces:
The Armed Forces have three military academies
— the Royal Norwegian Air Force Academy in
Trondheim, the Royal Norwegian Naval Academy
in Bergen and the Norwegian Military Academy in
Oslo. These respective academies provide educa-
tional programmes for military leaders, including
both practical and theoretical assignments. All
three academies are accredited for Bachelor
degree granting courses, and provide a unique
combination of academic education and the mili-
tary profession, specialising in the three respective
branches of defence. Each academy also carries
out research and development, complementing
education and exercises. Cadets graduating from
these academies are well equipped to meet the
challenges represented by a career as a profes-
sional officer within defence and joint positions.

The Norwegian Military Engineering Aca-
demy: The Norwegian Military Engineering Acad-

emy offers three-year courses resulting in a Bache-
lor's degree in telecommunications and data. The
courses combine management training and engi-
neering. Graduated officers will have accumulated
knowledge of and practical skills in protecting
against cyber attacks, setting up military informa-
tion systems and directing soldiers during differ-
ent types of military operations. The Academy is
located at Jerstadmoen camp nearby Lillehammer.

Officer training schools: The Armed Forces
have six different officer training schools. The offi-
cer training school for the Royal Norwegian Air
Force is located in Kjevik nearby Kristiansand. The
officer training school for the Royal Norwegian
Navy is located in Bergen. The officer training
school for the Norwegian Army has its headquar-
ters at camp Rena in Osterdallen. The Home
Guard also has its own officer training school,
located in Porsanger at the northernmost garrison
in Norway. The Armed Forces also have a separate
technical officer training school in Sessvollmoen
and an officer training school for intelligence and
languages, located at camp Lutvann on the out-
skirts of Oslo. All six training schools provide spe-
cialised competency within special disciplines, with
a focus on management training based on the edu-
cational pillars of knowledge, skills and attitudes.

Other educational/training programmes offe-
red by the Armed Forces: In addition to the above-
mentioned institutions, the Armed Forces can
offer a number of educational and training pro-
grammes. The different branches of the defence
sector offer, for example, a range of courses dedi-
cated to specific functions in order to qualify per-
sonnel for specific operative positions. In addition,
certain branches of the defence sector provide
education and training on behalf of the sector as a
whole based on the principle of the largest user.

The Norwegian Defence Centre for Skills and
Education (FOKUS) has 13 different offices and
provides higher civilian education for Armed
Forces employees; either Bachelor or Masters
programmes or individual subjects. The pro-
grammes are organised so that they can be taken
while continuing to work. The 13 different offices
are all in close proximity to military units, such
as the study centre in Indre Troms. Moreover,
the Armed Forces have the highest number of
apprentices of any organisation in Norway: more
than 500 apprentices within 30 different disci-
plines in all branches of defence, both civilian
and military.
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Box 7.3 (cont.)
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Figure 7.4 Distribution of women and men on admission to the Armed Forces' academies in 2011

The figure illustrates the distribution
between women and men among those admitted
to the Armed Forces’ academies in 2011. Of the
total 1,364 admissions, 1,161 were men and 203
were women.

Abbreviations: Officer training school for the
Royal Norwegian Air Force (LBSK), pilot train-
ing school for the Air Force (LFS), officer train-
ing school for the Norwegian army (HBS), com-

prehensive military academy (KS gj), Armed
Forces’ academy for intelligence and languages
(FSES), Norwegian Military Engineering Acad-
emy (FIH), technical officer training school
(FTBS), officer training school for the Royal
Navy (BSS), the Home Guard (HV), basic offi-
cer training / navy officer training (GBK), the
military academies (GOU), apprentices (Leerl).

1000

900

117 121

800 +— 86
700 +— &

100 128
104 Ui

600 —

84 88

500 -+— 52

400 T—774
685

676 716 694 702

771 778 Bl

300 +—
515 458 483

200 —

100 —

0 T T T T
2002 2003 2004 2005 2006

2007 2008 2009 2010 2011 2012

Admitted women

Admitted men

Figure 7.5 Number of women and men admitted to officer training from 2002 to 2012

The figure illustrates the number of women
and men admitted to officer training from 2002
to 2012, including those admitted to the officer
training schools, basic officer training during

national service and those admitted to the one-
year discharged officer training course during
their national service.
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At the same time, any changes made to the
special age limit must take into account all possi-
ble consequences for the Armed Forces. A higher
retirement age will result in organisational conse-
quences in terms of age mix, but these may prove
transient. Mechanisms are required to ensure
flexible systems for both employer and employee,
related to issues such as pension schemes,
schemes for job changes and other tools by which
to safeguard the rights of the employees.

The special age limit for commissioned offi-
cers must be evaluated in light of the fundamental
debate regarding all professional groups within
society and their relevant special terms and condi-
tions. The key factor here must be how to retain
and develop competency, while ensuring a posi-
tive impact on social economics.

7.4.1.4

The requirement for increased specialisation and
continuity for a higher number of positions than
before is closely linked to the increased complex-
ity both within technology and the assignments of
the current rapid reaction capability defence. This
development places demands on personnel with
specialised competency and who are seeking a
horizontal career path. The increased require-
ment for specialised competency has given way to
a discussion on the current scheme as opposed to
establishing a specialist corps following the model
used in a number of other countries. A future
scheme for specialists may be evaluated on the
basis of three different principle models; of which
one is the current model and practice, the second
lays the foundations for establishment of a special-
ist corps and the third is a further development on
the current model in terms of both practice and
changes to the actual scheme. The choice of
model will have an impact on the advancement,
deployment and educational schemes.

The first model, the current model, is to sus-
tain established practice for the prevailing officer
corps scheme. The discussion regarding the need
to increase specialisation and criticism of ele-
ments in the current model indicate that this
approach will not sufficiently fulfil the future
requirement of the rapid reaction capability
defence for specialists.

The second model, which implies establishing
a specialist corps, represents the opposite extrem-
ity to the current model. The models in the other
nations, used for comparison, are based on an offi-
cer system with two pillars of competency, respec-
tively “officer” (OF) and “other rank” (OR). The

Military specialists

distinction between OF and OR can be interpreted
as a distinction between “generalist” and “special-
ist”, where the rank of generalist is based on com-
manding authority, strategic management and
general competency, while the specialist rank
allows for more specialised competency and pro-
fessional management. The establishment of a
specialist corps may be substantiated by the more
obvious argument regarding standardisation and
cooperation with other nations. Yet another factor,
which carries more weight, is whether this
change could help ensure improvements in
recruitment and retention of specialists. A system
with a specialist corps would provide a principle
framework for horizontal career cycles. This
would improve retention, reputation and develop-
ment of talented employees within the profes-
sional pillars. Moreover, a two-part officer corps
would allow for a clarification of the distribution of
roles between the two pillars of competency. The
establishment of a specialist corps could include
enlisted personnel and commanding officers.

A number of the nations with an OR system
have implemented schemes in which specialist offi-
cers have a low retirement age and related rights
upon retirement. These are not necessarily compat-
ible with the required development in Norway for
higher retirement age. Furthermore, no other
nations have a scheme which includes enlisted per-
sonnel. This category of personnel is included in
the OR system at lower ranks. Many of these
nations also have a system for compulsory military
service, and a professional defence which features
employment. As such, any future specialist corps
must follow a “Norwegian model” based on the
needs of the Norwegian Armed Forces and a Nor-
wegian value base and developments within Nor-
wegian society. This model will also have to include
enlisted personnel. A further assumption is that the
system for general compulsory military service is
sustained, including national service.

The third model implies a further development
of the current scheme, whereby commissioned
officers, commanding officers and officers on
time-limited contracts have to be evaluated com-
prehensively. Further development may imply a
change of practice and changes to the actual
scheme. The starting point would be to facilitate
more diversity within competency for the current
officer system. The aim of the current command-
ing officer scheme is to support the need for
recruitment and retention of professionally spe-
cialised officers at lower ranks.

The scheme for commanding officers was
evaluated in 2008, cf. Proposition to Storting 1 S



60 Meld. St. 14 (2012-2013) Report to the Storting (White Paper)

2012-2013

Competency for a new era

(2009-2010). The final report concluded that
recruitment to the scheme was good and that
commanding officers were considered to provide
critical competency to the Armed Forces. The
scheme is perceived as having a high quality in
relation to former shortterm engagements,
although the report indicated the need for an
improved system for competency development,
career plans and development in payroll. The
report also recommended a continuation of the
current age limit and a gradual increase in the
number of commanding officers in the years to
come. In 2011, a cooperative process was imple-
mented in the Armed Forces which resulted in
measures relating to the prevailing scheme for
commanding officers. These measures related to
recruitment, development, deployment and career
exchange, with a view to increasing retention time
and minimising rotation. Despite this, a recom-
mendation was made for further investigation and
measures to achieve a comprehensive and sus-
tainable concept for the development of special-
ised competency. This could give way to a need
for changes to key parts of the actual officer corps
scheme.

The model whereby the current scheme is fur-
ther developed requires an increased focus on
retaining commanding officers by means of
employee development, so that the scheme can be
utilised as a source of recruitment for the corps of
commissioned officers. Having personnel in ser-
vice for a number of years and providing the
Armed Forces with the opportunity to develop
and evaluate the individual’s competency, poten-
tial and ambitions, provides a sound basis for
increasing the rate of employment of command-
ing officers as commissioned officers, and thus as
specialists. This type of model also requires
increased flexibility to allow for employment of
commanding officers at a lower age than 35. This
will also help provide greater predictability for
commanding officers, which will benefit both the
Armed Forces and the individual officer. Profes-
sionally employed specialists will not primarily fol-
low a vertical progress through the rank, but have
a much more horizontal career. Payroll limits have
been established, with alternative limits for lower
ranks for specialists. However, these can be put to
better use and further developed together with
other methods to retain and develop employees.

Flexible systems play a key role in securing
efficient movement of staff and exploitation of
competency, both for the organisation as a whole
and for the individual. Experience of flexibility in
the current system varies among the different

branches of defence. Experience from the Norwe-
gian Army indicates insufficient scope for retain-
ing and employing officers with specialised com-
petency. The Royal Navy, however, employs tech-
nical personnel at commanding officer rank with
four years of college education, based on require-
ment. The advantage of an officer corps is that
movement of personnel can take place without the
personnel having to switch category. This type of
flexibility can also develop across personnel cate-
gories in a two-part officer corps, although certain
barriers may be encountered, both genuine and
emotional.

At the same time, specialists do not represent
one uniform group, neither in terms of education
nor function, and due to the fact that the branches
of defence follow varying doctrines. The scheme
for military specialists should therefore feature a
sufficient level of integrated flexibility, for exam-
ple by allowing a different approach to utilisation
and scope by the different branches of defence
and parts of the Armed Forces’ organisation.

The Armed Forces’ requirement for specialists
can be met by further developing the prevailing
officer corps scheme, either by changing practice
and/or changing the actual scheme itself. This
requires improvements to the utilisation and con-
trol of the scheme for commanding officers.
Incentive mechanisms are particularly relevant
here, in order to increase retention of personnel
and the active use of employee development to
qualify, motivate and increase predictability. This
process will lay the foundations for professional
employment in the Armed Forces or a change of
career to positions outside the Armed Forces.
Moreover, professional employment of command-
ing officers according to the requirements of the
Armed Forces must be communicated, organised
and well-structured. At the same time, there will
be a definite need for a detailed evaluation of how
the Armed Forces procure specialised compe-
tency in the best possible way for the future of the
rapid reaction capability defence. Any changes to
the officer corps scheme must take into account
the investigation into and subsequent proposal for
a framework for future personnel schemes,
including enlisted personnel and civilian person-
nel. The investigation will result in a recommenda-
tion regarding the choice of model and scope of
changes.

7.4.2 Enlisted personnel

The Armed Forces’ requirement for specialised
competency at a lower rank is greater than before,
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due particularly to the development within techni-
cal disciplines but also as a result of the increased
engagement of the rapid reaction capability
defence in international operations. Enlisted per-
sonnel represent a core resource for the current
rapid reaction capability defence which is pre-
pared at all times to engage in missions both at
home and abroad. Nations with an OR system
have enlisted personnel at lower ranks.

The goal is to ensure that enlisted personnel
remain in service for the entire duration of their
contract. By increasing length of service, we can
minimise turnover, ensure improved continuity
among professional specialists and contribute to a
reduction in personnel costs. As mentioned for
commanding officers, enlisted personnel repre-
sent a unique source of recruitment to both mili-
tary and civilian positions within the sector. A con-
scious approach to competency development and
preparations for future careers both within and
outwith the defence sector, should therefore be an
integral part of individual employee development.

The scheme for enlisted personnel has a deci-
sive impact on agencies/units with particularly
high requirements for reaction and/or perfor-
mance capability. It is also an important factor for
securing professional competency and continuity
within the Armed Forces. The scheme should be
sustained while ensuring a higher level of atten-
tion to the individual employee. Reviews of the
scheme should be correlated with the further
development of the officer corps scheme. Any
evaluation of the scheme for commanding officers
and any model based on a specialist corps should
in particular include enlisted personnel. Enlisted
personnel would be integrated at a lower rank in a
specialist corps, based on the OR system.

7.4.3 Civilian personnel

For a competency-based organisation, the deci-
sive factor for value creation is the competency of
the individual employee and the ability to exploit
this to the highest benefit of the organisation,
either independently or as part of a team.

Civilian employees contribute towards an
essential diversity in terms of competency, and
play a crucial role in helping the defence sector
meet its total competency requirement. The man-
agement of competency within different disci-
plines must therefore be much more coherent,
irrespective of whether the personnel are civilian
or military. This does not imply that civilian per-
sonnel shall be included in the officer corps or
those functions which require military profession-

als, but that the system, methods and comprehen-
sive approach to career development and career
cycles are also exploited to a greater degree for
the development of civilian employees. As a result,
civilian employees are a key factor in an investiga-
tion of the framework conditions for future per-
sonnel schemes.

In principle, civilian personnel already have
the necessary formal competency to carry out
their tasks upon recruitment. However, clear, well-
organised and appropriate incentive schemes are
still required, including opportunities for career
and development, if the defence sector is to retain
and further develop the individual -civilian
employee’s competency. Advancement of compe-
tency must be a part of this, in order to increase
the knowledge and insight into the activities of the
defence sector among civilian employees. The
Armed Forces’ in-house educational programmes
should be more open to civilian employees within
all defence sector organisations. Clearly defined
vertical career development opportunities should
also be offered to civilian employees with relevant
competency. Civilian employees shall be provided
with increased scope to qualify for and occupy rel-
evant managerial positions and contribute to
expanding the diversity of competency, particu-
larly among management groups in the defence
sector. One evaluation required is into the com-
mon requirements which should be placed upon
civilian and military managers at different ranks,
for example in relation to courses in attitudes, eth-
ics and management, and in the understanding of
the principle goals and assignments of the sector.
This will require improved facilitation for common
courses at sector level and improvements to
career flow between the different organisations.
Once this is achieved, the sector may benefit from
a closer integration between agencies and a more
clearly defined understanding of the common
assignments and objectives of the sector.

7.4.4 Apprentices

The Norwegian Government has stipulated an
objective to increase the number of apprentice-
ships in society in order to cover the future need
for skilled workers. In the spring of 2012, the Min-
istry of Government Administration, Reform and
Church Affairs and all employers’ organisations
and labour organisations in Norway signed a bind-
ing agreement regarding objectives — a contract
for society — obliging all parties to take action in
order to increase the number of apprenticeships
by 20 percent by the end of 2015.
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The Armed Forces shall pave the way for an
increased number of civilian and military appren-
tices. Schemes and measures shall be evaluated
which will further enable the Armed Forces to
safeguard and develop the competency repre-
sented by these apprentices. Retaining appren-
tices after qualification also represents a valuable
source for recruitment of technical competency,
where required by the Armed Forces.

The number of enlisted personnel in support
functions shall be reduced to the absolute mini-
mum necessary and an evaluation shall be carried
out of assigning such positions to apprentices
where appropriate. The new base structure will
reduce the number of possible locations for
apprentices and this makes it difficult for the
Armed Forces to provide apprenticeships. This
can be counteracted by replacing enlisted person-
nel with apprentices in support functions.

Relatively stringent admission requirements
imply that numerous candidates are not qualified
to serve as military apprentices. An evaluation is
required of the current system for admission. If
the defence sector is to achieve an increase in the
number of apprentices, recruitment must be more
goal-oriented and apprentices require improved
follow-up. Moreover, the different agencies have
to be encouraged to accept more apprentices.

7.4.5 Conscripts

Developmental trends in the shape of an
increased level of technology, specialisation and
need for continuity imply a necessary review in
the future of criteria relating to selection and
national service in order to ensure that compul-
sory military service and national service can be
appropriately practised. Compulsory military ser-
vice shall remain an important fundament for the
activities of the Armed Forces and a central
source for recruitment. Moreover, compulsory
military service shall in the future play a central
role within the operative structures for the differ-
ent branches of defence.

The Armed Forces have also implemented a
process to extend the scheme for academic offi-
cers on compulsory military service in order to
encompass personnel with all kinds of higher aca-
demic education. This scheme provides rapid
access to competency, for example within techni-
cal and legal disciplines, and can provide the
scope for employment of highly skilled personnel,
either as officers or civilian employees, once they
have completed national service.

The organisation of compulsory military ser-
vice and national service requires continual devel-
opment so that it is fully adapted to the needs of
the Armed Forces, society and the individual con-
script. An emphasis is required on the further
development of a varied, meaningful and relevant
military service of top quality and which meets
the different needs and requirements of the
branches of the defence sector.

7.4.6 Reserve personnel

Reserve officers and personnel possess valuable
military and civilian competency. They represent
an important resource for emergency prepared-
ness, the reinforcement of the permanent agen-
cies in relation to crisis management, and for a
sustained contribution to international operations.

Box 7.4 Employer Support Project

The Norwegian Reserve Officers’ Federation
in cooperation with Norges Forsvarsforening
(the Norwegian defence association) and the
Armed Forces in Norway initiated a project for
Employer Support in 2012.

The concept for Employer Support is
based on building up and further developing a
two-way bridge between private/public organi-
sations and the Armed Forces. This bridge
shall pave the way for a two-way and flexible
exploitation of competency and experience.
The objective of the project is to improve inte-
gration and cooperation between the civilian
society and the Armed Forces. Moreover, the
concept shall help provide a predictable and
optimal climate for employers, reserve person-
nel and military veterans who are about to
conclude their military service and transfer to
a civilian position/education. The main aim is
to create a win-win situation for all parties
involved.

Based on experience gained in other
nations and from in-house evaluations, the
project has compiled a draft list of initiatives.
These shall help improve cooperation between
the private/public sector and the Armed
Forces, and not least ensure that the Armed
Forces’ reserve forces and veterans can make
full use of their competency and experience
both in the civilian sector and the Armed
Forces.
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Reinforcing manpower to provide greater endur-
ance both nationally and for long-term foreign
assignments requires a well-organised reserve of
recently qualified personnel who are dedicated to
military agencies.

The Home Guard in particular relies on a sup-
ply of reserve officers and personnel from the
defence sector branches, in addition to the offi-
cers who receive their education from the Home
Guard in the form of shortterm courses. Mea-
sures have already been implemented to facilitate
an increased level of rerecruitment of reserve
personnel, based on competency and the needs of
the Armed Forces. Soldiers in national service in
the brigade in North Norway, for example, could
be assigned to the army reserve once they have
completed national service. This reserve shall be
a well-organised, dedicated reserve of recent
graduates, personnel on emergency preparedness
contracts and former enlisted personnel who pro-
vide the agencies access to manpower when
required for greater endurance at home and for
long-term foreign missions. After a period with
the army reserve, these personnel are transferred
to the Home Guard. Other parties involved in the
equipment of forces should cooperate with the
Norwegian National Service Administration to
evaluate the scope for establishing a similar sys-
tem for their forces.

The Armed Forces have entered into closer
dialogue with relevant reserve personnel to
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Figur 7.4 Soldier in the field
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encourage such personnel to return to a career
with the Armed Forces. The Norwegian Govern-
ment aims to further develop its efforts into
exploiting schemes with reserves within the
branches of defence, both to reinforce the endur-
ance of the operative structure and to make better
use of the education and training provided during
national service and officer training. This requires
a higher level of flexibility within the schemes for
reserve personnel, for example via work support
schemes, where good relationships are necessary
between the Armed Forces, the individual reserve
officer or personnel and civilian employers.
Reserve personnel who have an active relation-
ship with the Armed Forces will also help rein-
force the reputation of the Armed Forces among
the general population.

7.5 Future personnel schemes

The defence sector must plan and take a long-
term perspective in order to be able to solve com-
plex missions. The sector requires diversity and
flexibility as complex missions require a broad
spectre of experience, education and background
of competency. A coherent evaluation of all per-
sonnel schemes is required in order to facilitate
flexible exploitation of the employees’ compe-
tency and to open a wider door to a two-way flow
of competency with society at large. This also
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requires identification of the correct balance
between the different personnel categories. The
military profession is unique and future schemes
must take this into account.

Proposals shall be compiled and submitted, on
this basis, for a framework for future defence sec-
tor personnel schemes, including the officer
corps. The process involving the officer corps

shall also include the further development of the
current officer corps including commissioned offi-
cers, commanding officers and officers on time-
limited contracts, and a model based on a special-
ist corps, including enlisted personnel. Moreover,
a review is required of the military educational
system in light of the future changes to personnel
schemes.
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8 Implementation of the competency reform

Pursuant to the implementation of the long-term
plan for the defence sector, Proposition to Storting
73 S (2011-2012), which launched personnel and
competency as long-term strategic areas for devel-
opment, a process of change has been initiated to
better enable the defence sector to reinforce com-
petency in line with its needs. This White Paper is
to be treated as the political platform for the initia-
tion of the competency reform. Projects and mea-
sures have already been implemented at different
levels of the sector in order to ensure lasting
change. To achieve this competency reform, it is
essential to ensure good and predictable general
conditions for the employees and that all mem-
bers of the organisation understand the need for
measures and further studies to be carried out. It
is thus essential to maintain close cooperation
with the labour organisations.

8.1 Areas for action

The measures are divided into four areas. These
are strategic competency management, compe-
tency integrated within management and control,
efficient systems for management and develop-
ment and cooperation and openness. This White
Paper submits measures within each area which
can be implemented in the short term, and areas
which require further analysis. The initiatives pre-
sented to date can be implemented within the
framework of the current long-term plan for the
defence sector. Any economical and administra-
tive consequences of the recommendations to

come in subsequent studies will be presented
along with the studies.

8.1.1

Strategic competency management is the most
important area for action. It forms the premises
for the other areas for action and is absolutely
essential for management of personnel and com-
petency.

— Fact-based competency analyses shall be
developed at sector and organisation level.

— A project shall be set up to improve compe-
tency within HR among managers at all ranks
and among employees occupying HR func-
tions.

— The sector shall follow a goal-oriented strategy
to further develop tools utilised for recruit-
ment, development, allocation and phasing out
of competency in order to support competency
management, both at sector and organisation
level.

Strategic competency management

8.1.2 Competency integrated within
management and control

The area of competency and personnel requires
more clearly defined integration within the sec-
tor’s management and control processes. Compe-
tency must be a key factor in planning and deci-
sion-making processes for the organisation both
in the short and long term, and must be moni-
tored via measurements and reports.

Competency
integrated within
management and

control

Efficient
systems for
management and
development

Strategic competency management

Cooperation
and openness

Figure 8.1 Areas for action
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— A common HR strategy shall support the sec-
tor's principle strategy and objectives, and help
ensure that the area of personnel and compe-
tency is included in the sector's continual long-
term planning and annual control processes.

— Integration of personnel and competency in the
sector's continual long-term planning pro-
cesses shall be more clearly defined.

— Managers shall be selected and gauged on
their ability to contribute to the sector's
achievement of principle objectives and the fur-
ther development of the total competency
within the organisations.

— Managers shall have the competency to lead
the sector as a knowledge-intensive organisa-
tion with a diverse range of employees.

— Managers with responsibility for personnel
shall have greater genuine influence over
recruitment to own organisations.

— Managers shall be assigned a greater degree of
responsibility and authority to make targeted
and differentiated use of the range of available
tools in order to solve challenges related to com-
petency within their own area of responsibility.

— All organisations in the sector shall evaluate
and further develop current systems for and
practice of management and employee devel-
opment. There shall be a more clearly defined
correlation between the organisations' objec-
tives and the individual's performance and
career development.

8.1.3 Efficient systems for management and
development

The defence sector must have efficient systems
for management and development of the compe-
tency required. In order to meet the extensive
range of competency requirements in the future,
the sector must be competitive during recruit-
ment and retention of personnel. Personnel
schemes and related processes and systems must
be sufficiently flexible in order to meet the broad
range of competency requirements and increased
level of specialisation. Education and training, in
addition to tools and incentives, must support
these requirements.

— Proposals shall be compiled and submitted for
a framework for future defence sector person-
nel schemes, including the officer corps. Com-
pletion of the final recommendation is sched-
uled for 2014.

— All necessary amendment bills shall be com-
piled in connection with the investigation into
personnel schemes. Amendment bills shall

provide for a legal basis which is as compre-
hensive as possible, easily available and pre-
dictable for personnel in the defence sector.

A review shall be conducted of the military
educational system, in order to ensure that it
reflects the needs of a rapid reaction capability
defence, not least in terms of specialisation and
in-depth competency. This review shall follow
and be carried out in the light of the framework
for future personnel schemes, and will start in
2014.

Experience gained from obligatory examina-
tion of women for military service shall be eval-
uated in 2014. The evaluation must be seen in
light of other measures to increase the ratio of
women in the Armed Forces.

Cross-sector cooperation shall be utilised to a
greater extent in order to ensure good
exchange of experience and knowledge and to
increase the efficiency of management tasks.
The defence sector shall increasingly coordi-
nate its efforts related to building reputation so
that the sector can be portrayed as a modern,
attractive and relevant workplace with a
diverse range of tasks and opportunities.
Selection criteria shall be further developed in
order to meet the requirements of the rapid
reaction capability defence for a greater diver-
sity within competency.

The sector shall recruit from a more diverse
section of society. This may require methods
such as practical facilitation, work to change
attitudes and changes to systems for recruit-
ment and selection.

The sector shall acquire better access to com-
petency developed outwith the sector. This
applies, for example, to horizontal recruitment
of personnel with relevant competency gained
outwith the sector, and re-recruitment of for-
mer employees.

The organisation of positions in the Armed
Forces shall be reviewed in order to define
requirements on competency, irrespectively of
whether these are defined as civilian or mili-
tary. The competency of the individual and the
compound competency within a team/agency
shall be prioritised during recruitment.

The defence sector shall establish an internal
labour market at sector level which submits
vacancies to former and present employees.
This internal labour market will help improve
the flow of competency within the organisa-
tions and across the sector.

Measures shall be implemented to ensure
wider career paths, in particular horizontal
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career cycles, in order to meet the sector's
need for in-depth and specialised competency.

— The defence sector must make wider use of the
potential within existing tools and incentive
schemes, and shall further develop new
schemes.

— The family and personnel policies shall be rein-
forced. This includes, for example, measures
implemented to provide improved opportuni-
ties for dual-career families. New measures will
be evaluated on a continuous basis as a part of
the development of the sector's incentive
schemes.

— The Ministry of Defence, in dialogue with the
labour organisations, shall initiate a process to
review the Armed Forces' payroll system. This
will include an assessment of the relationship
between fixed salary and supplements, within
the boundaries of a sustained payroll limit.

8.1.4 Cooperation and openness

Cooperation and openness are of decisive impor-
tance with a view to meeting the defence sector’s
competency requirement in an improved and
more efficient manner. The defence sector shall
therefore have a much closer integration with the
other competency groups in society and the
labour market. This implies a greater extent of
two-way competency flow, strategic alliances and

cooperation with other parties. It also requires a

wider range of recruitment and improved exploita-

tion of the total competency production within
society.

— The defence sector shall increasingly draw
upon competency from the civil sector and
exploit the potential for cooperation with civil-
ian research and educational groups.

— Competency shall be part of the defence sec-
tor's R&D strategy.

— The sector shall work systematically on the
establishment of closer cooperation with public
and private parties in order to address shared
challenges and develop shared solutions, par-
ticularly in areas where there is tough competi-
tion for labour.

— The opportunity for increased use of foreign
manpower, primarily from allied countries, can
be exploited where appropriate and necessary,
in order to cover competency gaps.

— Personnel shall be able to achieve greater
career benefits based on competency and expe-
rience developed outwith the sector.

— The defence sector shall further develop sys-
tems to maintain contact with employees who

leave the Armed Forces or are on leave, in addi-
tion to veterans who leave the sector, in order
to take care of personnel who have completed
service and allow for future re-recruitment.
Special attention shall be paid to the establish-
ment of alumni schemes and schemes for
employers, in addition to a further develop-
ment of the policy for veterans, in line with
White Paper no. 34 (2008-2009) and the plan of
action entitled “In service for Norway”.

8.2 Choice of direction in the future

In addition to the specific measures stated in para-
graph 8.1, the Norwegian government faces sev-
eral major and important choices of direction. Fol-
low-up of these choices will be based on political
recommendations in this White Paper.

We aim to increase the ratio of women and the
level of diversity within the defence sector. We
aim to improve and have more forward-looking
personnel schemes, including the officer corps
scheme, and a more appropriate educational sys-
tem in the defence sector. These are major and
fundamental objectives to ensure that the defence
sector is a modern competency-based organisa-
tion. It is therefore important to take the time to
identify the best models and best tools to achieve
our objectives. The development we are seeking
will not occur by itself. It will require hard work
and policy choices.

8.2.1 Increasing the number of womeninthe

Armed Forces

Compulsory military service is of fundamental
importance for the Armed Forces. Compulsory
military service helps enhance legitimacy for the
Armed Forces among the general population.
Moreover, compulsory military service rep-
resents an important source of recruitment for the
Armed Forces, via national service. The principle
of even distribution of society’s rights and obliga-
tions, irrespective of gender, is therefore funda-
mental. At the same time, there has been a devel-
opment from voluntary examination for military
service in 2007 to obligatory examination for mili-
tary service for women in 2010. This has now
given rise to a need to review the experiences of
this scheme while at the same time further devel-
oping other tools to increase the ratio of women.
This is in line with former policies which pave the
way for a gradual and experience-based develop-
ment. The Norwegian government intends to
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evaluate the scheme for obligatory examination of
women for military service in 2014. This evalua-
tion must be seen in light of the measures to
heighten the status of national service and other
measures to increase the ratio of women. The
Government will come back to the issue of gen-
der-neutral military service.

8.2.2 Future personnel schemes

The Ministry of Defence has reviewed the person-
nel schemes, including the officer corps scheme,
as requested by the Standing Committee on For-
eign Affairs and Defence in their Recommenda-
tion no. 388 S (2011-2012). The Ministry has also
compiled a set of premises for and an evaluation of
how the personnel schemes can be further devel-
oped. This process has uncovered a need for
change and forms the basis for measures to be
taken to adapt the schemes to the needs of the
rapid reaction capability defence. The review also
illustrates a need to study the different personnel
schemes in the sector in correlation and to ensure
improved accordance between the schemes.

The military profession is unique and future
schemes must take this into account. At the same
time, complex assignments demand a higher level
of diversity within competency. Furthermore, the
amended personnel schemes must be more flexi-
ble towards making the necessary competency
available. The sector must also feature personnel
schemes which are much more open to a two-way
flow of competency with other sectors and organi-
sations. A more efficient flow of competency, both
within and across personnel categories, and more
openness towards society and recruitment of civil-
ian competency are all important if the sector is to
meet its requirement for generalised and special-
ised competency.

2013 will see the launch of the work to investi-
gate and make proposals for changes to the per-
sonnel schemes, including the officer corps
scheme. Completion of the final recommendation
is scheduled for 2014. The process involving the
officer corps shall also include the further devel-
opment of the current officer corps including
commissioned officers, commanding officers and
officers on time-limited contracts, and a model
based on a specialist corps, including enlisted per-
sonnel. Future personnel schemes shall be sup-
ported by an appropriate payroll and incentive sys-
tem. This process shall be conducted in dialogue
with the labour organisations and may generate
the need for amendment bills. The Norwegian

Government will keep the Storting informed of
progress in a suitable format.

8.2.3 The educational system

The military educational scheme is a part of the
officer corps scheme and should be included in
the investigation of future personnel schemes.
This analysis is expected to generate a need for an
investigation into the structure and organisation
of the Armed Forces’ educational system, a pro-
cess scheduled for implementation in 2014.

The investigation will principally focus on the
total competency requirement in the defence sec-
tor. The in-house defence education must primar-
ily provide for the requirements of a military pro-
fession. At the same time, it is widely acknowl-
edged that the military profession requires com-
petency which encompasses much more than the
exercise of military power. A review of the current
educational system must also evaluate those fac-
tors the Armed Forces aims to provide in the way
of in-house education, what can be obtained from
the civilian educational system and what can be
achieved in cooperation with civilian educational
institutions.

The aim of the educational system is to con-
tribute towards meeting the needs of the Armed
Forces for generalised competency while reinforc-
ing in-depth and specialised competency required
to solve missions in the future. The education
review shall also cover roles, responsibility and
authority in the Armed Forces’ educational sys-
tem.

8.3 Conclusion

The defence sector has a permanent responsibil-
ity for providing security for the state, population
and society. Changes to the security policy envi-
ronment bring about an increased need for a flexi-
ble defence sector, with a compound mix of per-
sonnel who possess diverse and advanced compe-
tency. The rapid reaction capability defence must
be capable of solving complex assignments in the
field, working to provide international peace and
stability while at the same time providing an emer-
gency preparedness force, maintaining a presence
and upholding sovereignty at home. Competency
is a decisive factor for the successful fulfilment of
these complex goals and the further development
of our modern rapid reaction capability defence in
a rapidly changing environment. The defence sec-
tor has a much greater demand for specialised
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competency now than before, and for systems
which allow for careers as specialists.

The ability of the defence sector to carry out
its social tasks relies on improved exploitation of
the total resources within society and a greater
degree of cooperation and competency flow
across all parts of the sector. Traditionally, the
Armed Forces in particular have produced compe-
tency for society but have only made limited use
of competency developed by others.

In order to attract the competency currently
required by the defence sector, it is now neces-
sary to recruit employees from society as a whole.
By providing more flexible career cycles and per-
sonnel schemes, the defence sector will achieve
greater diversity to allow for continuity, quality,
flexibility and a balance between generalised and
specialised competency. It is also essential to
increase the level of cooperation and competency
flow with other sectors of society.

The need for a greater diversity of competency
and specialisation requires more openness and
improved cooperation mechanisms with other par-
ties. At the very core of the military profession are
operative requirements and the ability to conduct
military operations. These factors shall take a cen-
tral position when working on competency devel-
opment within the Armed Forces. The Armed
Forces must make more extensive use of knowl-
edge from the civil sector in areas which are not
specifically military. The Armed Forces shall
recruit more employees with a civilian education
and integrate their competency into the organisa-
tion. More cooperation with civilian competency
groups within education, research and develop-
ment is also required.

Compulsory military service is and will
remain fundamentally important for the Armed
Forces. The organisation of compulsory military
service and national service requires develop-
ment so that it is fully adapted to the needs of the
Armed Forces, society and the individual con-
script. Compulsory military service strengthens
the ties between the Armed Forces and society
and provides potential for the Armed Forces to
recruit from among the most suitable candidates
from society.

A working environment in which everyone can
take part, and where women have equal opportu-
nities to men, is an important objective for the
Norwegian government, and has been a decisive
factor for the success of the Nordic welfare model.
An increase in the ratio of women in the defence
sector is a central objective for the Norwegian
government. As such, the government intends to

evaluate the scheme for obligatory examination of
women for military service. This must be
assessed in connection with measures to increase
the status and merit of national service. The suc-
cess of the sector in recruiting and retaining more
women will play a decisive role in the sector’s abil-
ity to exploit the total competency resources
within society and to secure the best competency
available on a competitive labour market.

A higher ratio of women is one of several
aspects in the principle objective to recruit a more
diverse workforce for the defence sector. If the
sector is to successfully execute the diverse
assignments of a modern rapid reaction capability
defence, it requires greater diversity, qualities,
skills and experience among its employees. To
date, work on diversity has paradoxically been
excessively one-dimensional. Diversity has pri-
marily been treated as an issue of recruitment and
improving the gender balance. Although both of
these are key factors, diversity in a wider interpre-
tation of the term, will only provide added value
when differences are merited as part of the daily
activities of the organisation, the organisational
culture, strategy and choice of direction.

The ability of the Armed Forces to sustain its
current combative strength and operative capabil-
ity relies on the success of the defence sector in
attracting, recruiting, retaining and exploiting per-
sonnel with the required competency. This is the
most important objective for the defence sector’s
personnel policy. The sector must be perceived as
an attractive workplace, both by military and civil-
ian personnel with a high level of motivation and
the right competency, adapted to the needs and
assignments of the defence sector, cf. Proposition
to Storting 73 S (2011-2012). The competency
reform in the defence sector shall reinforce the
sector as a learning organisation, which further
develops its most important capital — its human
resources — systematically and from a long-term
perspective. Competency shall therefore be an
integrated part of strategic management and a key
factor in the control and development of the sec-
tor. Competency management shall provide for
the best possible exploitation of competency.

The necessity to improve the defence sector’s
ability to attract, develop and exploit competency
has several origins. From a defence sector per-
spective, the competency reform is the next phase
in a restructuring process from a mobilisation
defence to a rapid reaction capability defence.
However, the need for reform must also be seen
as part of a challenge faced by major parts of the
public sector. The defence sector has a unique
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need for change but shares a number of compe-
tency-related challenges with other sectors of
society and is governed by many of the same
change drivers. The public sector faces fundamen-
tal changes which are independent of the specific
challenges faced by the individual sub-sectors. In
total, this implies a need for new thinking on com-
petency, collaboration and management through-
out the entire public sector.

Further development and renewal of the pub-
lic sector represent a key objective for the Norwe-
gian Government. This requires improved utilisa-
tion of technology, utilisation of best practice, the

most appropriate organisation possible, develop-
ment of employee competency and improved
exploitation of their skills, ideas and ability to
identify good solutions.

The Ministry of Defence
recommends:

Recommendation from the Ministry of
Defence dated 1 March 2013 regarding Compe-
tency for a New Era has been submitted to the
Norwegian Storting.
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