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F O R E W O R D

I am pleased to introduce Strategic Leadership Development:
International Perspectives.  This book, being published by the
Canadian Forces Defence Academy (CDA) Press, is of special
significance in that it follows on the success of In Pursuit of
Excellence: International Perspectives of Military Leadership, a
product of the International Military Leadership Association
(IMLA).  Current membership of the IMLA includes the lead-
ership centres/institutes of Australia, Canada, England, South
Korea, the Netherlands, New Zealand, Singapore, and the
United States. This association was formed in November of
2005 to provide a venue to discuss and share military-specific
leadership knowledge, contribute to leadership doctrine
development, and, as well, explore opportunities for collabo-
rative research.  While these books represent a tangible out-
put for the IMLA team, the informal sharing of information
has enhanced the ability of the contributing nations to “fast-
track” their leadership development programs.  In this sense,
knowledge of lessons learned and best practice identification
reported by the IMLA membership have proved invaluable.  

This book, like its predecessor, serves to recognize the grow-
ing desire of the contributing nations to better understand
well-established leadership tenets as well as the “subtleties”
associated with this construct.  While In Pursuit of Excellence:
International Perspectives of Military Leadership focused on the
premises of leadership theory in four different militaries, as
well as the antecedents that led to the creation of military
leadership institutes, this book opens the door to discussions
regarding the philosophy and processes incorporated by sev-
eral IMLA member nations, through which effective senior
leadership can be developed.  

I expect that the reader will find the insights and experiences
of the four contributing nations to be of interest and that the
issues and opinions expressed in this book represent continuing
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and future challenges for our respective organizations.
Readers will find a degree of consistency in the challenges,
experiences, and intent of our international partners in the
arena of strategic leadership development.  The approaches
used by the nations represented in this book do vary some-
what, mainly as a consequence of force size, available
resources, and nation-specific realities and goals.
Nevertheless, the undeniable message that leadership devel-
opment is crucial and requires serious and immediate atten-
tion resonates throughout.  As such, this book permits an
examination of divergent international methodologies and
approaches for strategic leader development.  

As envisioned, the work of the IMLA has received increased
international attention.  The IMLA website, “word of mouth”,
and the results-orientated philosophy of this association have
garnered the interest of other military leadership institutes as
well as the academic communities.  As a result, the IMLA
membership has grown in both size and enthusiasm.  In fact,
a charter was recently developed to address and outline some
general parameters of conduct and management of the IMLA.
Strategic Leadership Development: International Perspectives
confirms the continued commitment of the IMLA communi-
ty in the pursuit of leadership knowledge and recognizes the
growing desire and willingness to work collaboratively to bet-
ter understand this obvious but at times elusive construct –
leadership.  As such, this book acknowledges the value in
continued international dialogue, information sharing, and
collaboration.  Given this demand and the interest these vol-
umes have generated, it is expected that additional publica-
tions will follow.

In closing, I would also like to express my appreciation to the
contributors of this book for their efforts and insights.
Professional senior leadership development demands our
attention, research, and due diligence to ensure that the lead-
ers of today and the future have the requisite training and
experience to effectively meet current and anticipated chal-
lenges.  This effort, like the inaugural publication, represents
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an excellent example of the power and value of cooperation.
Should you wish to discuss issues presented in this book or
related areas of interest, please contact the Canadian Forces
Leadership Institute at the Canadian Defence Academy or the
International Military Leadership Association. 

Major-General P. R. Hussey
Commander
Canadian Defence Academy
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I N T R O D U C T I O N

Few topics have evoked as much consideration, emotion,
thought, debate, and subsequent research attention as has
leadership.  While the leadership construct remains somewhat
elusive, this in no way underscores the undeniable empirical
links between effective leadership and a myriad of desired
organizational outcomes or goals such as increased production,
job satisfaction, cohesion, morale, organizational citizenship
behaviours, willingness to participate in professional develop-
ment, retention, organizational commitment, trust, reduced
cynicism, and reduced workplace counter-productive behav-
iours.   Without doubt, leadership is an essential, if not the key,
ingredient of organizational success.  In fact, case studies fre-
quently attribute organizational success to the actions of senior
leadership.  However, conversely, senior leaders also serve as
the primary target of blame and “scorn” when organizations
stumble or planned efforts fall “off the rails”.

The leadership literature, however, can leave one with the
impression that all an organization has to do to increase team
or organizational performance is to hire the “right” or all
“inspiring” person.  That charismatic, inspiring person will
bring the organization out of the darkness and put it on the
path to success.  Unfortunately, this speaks little of the need for
the continued identification of the shifting requisite knowl-
edge, skills, abilities, and capacities required of future leaders.
It also speaks little of the need for exposure to the innumerable
tangible and intangible experiences necessary to acquire the
essential competencies that future senior leaders will need.
Equally important, it speaks even less of the need for organiza-
tions to develop a comprehensive strategy to develop leaders.
As such, organizations may minimize or ignore the require-
ment to create a sound strategy to develop senior leaders.

Of added concern is the tendency for organizations to assume
that leader development is completed at the junior levels and
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that personnel have received the necessary training and work-
related experiences required to effectively lead at the more
senior levels.  All too often, however, this assumption is false.
In fact, the leadership skills required at the more junior lev-
els may have limited relevance and/or applicability as one
advances within an organization to more senior leadership
positions.  For example, the application of “time-proven” com-
petencies that had previously defined successful leadership at
junior levels may run contrary or serve to hinder subsequent
leadership performance at the more senior levels.  

A further confounding factor is that military leaders at all lev-
els “are insulted by the inference that they may have some-
thing to learn about leadership – after all, they live it every
day”.1 Interestingly enough, this attitude may be changing
somewhat as leaders appear to be gaining a greater apprecia-
tion of the complexities of the changing workplace.  Clearly,
accountability may also be at work, as with increasing fre-
quency, leaders at all levels appear to be acknowledging their
accountability.  They also appear more forthcoming in identi-
fying areas where additional training and/or experiences
would have augmented their ability to better tackle their sen-
ior leadership responsibilities.  In addition, the contributions
of recently established military leadership institutes has
served to promote, with some degree of success, the need for
a sober second look at leadership professional development.

These factors considered, the importance of strategic leader-
ship development has recently evoked renewed interest and
considerable debate and attention, both on the domestic and
international fronts.  This attention largely stems from the
undeniable shifts in the international security environment
and its resulting complexities, the increased diversity of
threats, societal changes, changing public expectations, tech-
nological developments, and the unknown.  Military organiza-

1 Colonel Bernd Horn and Lieutenant-Colonel Allister MacIntyre eds.  In Pursuit of
Excellence:  International Perspectives of Military Leadership, (Kingston, Ontario:  Canadian
Defence Academy Press, 2006), iii.
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tions must be sensitive to these changes as they have placed
extensive demands on our leaders.  These complexities and
demands have expanded the competency profile or at least
brought increased attention to the essential leadership
requirements that extend well beyond the traditional bound-
aries previously enjoyed.  Today, how a leader understands,
positions him/herself, and relates to and interacts within the
political, social, environmental, and economic spheres is crit-
ical (i.e., interactions with non-government organizations,
other militaries, the media, dealing with uncertainty, change,
and the unknown, etc).  It’s now about being agile, having the
capacity to be adaptive and flexible, and being able to embrace
change.  Leaders need to understand their impact both inside
and outside their organizations. It is about continuous leader-
ship development, not static, at all levels of leadership.   As
such, the increasingly complex and dynamic work context
demands that leaders continuously adapt, learn, and accept
that their development is never complete.  To this end, organ-
izations need to provide programmed opportunities to allow
leaders to develop the necessary competencies.

Strategic Leadership Development: International Perspectives high-
lights the growing international recognition of the importance of
strategic leadership development and the need for a comprehen-
sive strategy to develop leaders throughout their careers to ensure
that they are capable of meeting the demands of today and
tomorrow.  This book speaks to the value of leadership in mili-
tary organizations, specifically, the need to best develop, leverage,
and maximize leadership assets.  Readers will appreciate the com-
plexities and challenges faced by the four militaries presented –
Australia, Canada, the Netherlands, and New Zealand, as they
identify their leadership requirements and design and coordinate
their professional development strategies.  The nations represent-
ed in this book have identified significant gaps in their leadership
professional development programs and recognize that there is
considerable room for further refinement.   This, combined with
the realization that missing from the equation is a systematic and
comprehensive framework or plan to continuously develop mili-
tary leaders, has generated considerable international scrutiny.  
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Each nation represented in this book faces its own unique
challenges in the development and delivery of their leadership
programs.  They also struggle to ensure that their future sen-
ior leaders receive adequate exposure to the necessary experi-
ences deemed essential to solidify or round off their leader-
ship development.  Challenges reported include resource lim-
itations in terms of funding and the availability of academic
facilities for program delivery, the size of their respective
organizations (can they adequately support and justify the
existence of professional institutions), the reality of personnel
tempo that minimizes the availability of personnel for train-
ing, career structures/career management realities, staff
turnover (churn), and at times, the need to “sell” and “con-
vince” their respective militaries of the need and value of this
type of development.  To complicate matters, each of the
nations represented in this book struggle to clearly delineate
and articulate the capacities required of today’s leaders.

This book focuses on the efforts of the contributing nations to
identify their leadership-specific development requirements,
appropriate learning strategies, and in some cases, when the
training should be delivered.  Definitions of strategic leader-
ship are provided.  Debate ensues over who is a strategic leader
and whether or not “strategic leadership” should be associated
with a specific level of command – is it the exclusive domain
of the very senior leaders of an organization or does the title
“strategic corporal” resonate?  Initial steps taken to address
leadership development are provided as well as insights into
the way ahead.   Although each military presented in this vol-
ume recognizes this common aim, to develop competent sen-
ior leaders, their unique constraints define the approach that is
most applicable and feasible for them.  Regardless of the focus
of the training provided or approach taken, the underlying
message is that there is considerable international recognition
of the need for and the willingness to ensure that senior lead-
ers acquire the necessary competencies.

This collaboration represents the determined interest of the
contributing nations to continue to foster international coop-
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eration on the study of leadership and leadership development.
Strategic Leadership Development: International Perspectives
expands the body of leadership knowledge and encourages
further networking. Hopefully, it will serve to attract other
militaries and academic institutions to the International
Military Leadership Association as a means to contribute their
expertise and opinions in the pursuit of leadership excel-
lence.   It is expected that while reading this volume, readers
will gain a better appreciation of the need for organizations to
build a comprehensive leadership development strategy.
Experiences reported in this book reflect both new thought
and lessons learned, and clearly demonstrate how the sharing
of information can serve to advance the leadership develop-
ment programs of other military organizations.  
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C H A P T E R   1

S t r a t e g i c  L e a d e r s h i p i n  a n  E r a  o f
C o m p l e x i t y a n d  U n c e r t a i n t y *

Dr. James Warn i

Until recently, the traditions and experiences of strategic leadership
in the Australian military have been shaped by the command
arrangements with coalition forces where an Australian command-
er was often under the command of a coalition commander. These
arrangements, although serving the national interest, did not stim-
ulate a sophisticated discussion or strong understanding of strate-
gic command and leadership in the Australian military context.
The deployment of the International Force East Timor (INTER-
FET) in 1999 was a clear break with these past experiences as it
was an Australian officer who commanded the international force
and who was in direct communication with the Prime Minister.
The then Secretary for Defence, Ric Smith, highlighted the strate-
gic significance of the Timor deployment in his valedictory address: 

“If I may offer a view on the most significant
Australian Government decisions of [the last] 38 years
in the realm of foreign and international security pol-
icy, it could be only the decision to intervene in East
Timor in 1999”.1

This willingness to take national responsibility for strategic
command and leadership was displayed again with the Regional
Assistance Mission to Solomon Islands (RAMSI) in 2003.
Although other recent Australian United Nations (UN) deploy-
ments have been under the command of coalition forces, the

* Disclaimer – The views expressed in this paper are those of the author and not
the Australian Defence College or Department of Defence
i Dr. James Warn, Visiting Fellow at the Centre for Defence Leadership Studies,
April 2007.
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Australian forces have had a direct bearing on strategic out-
comes (SAS in Iraq Gulf War 2) or contributed to the national
security posture (member of the coalition of the willing). 

These deployments were in response to dramatic shifts in the
regional security for Australia and reflected a new awareness of the
changing environment. The Prime Minister of Australia, the
Honourable John Howard, MP, has stated that “Not since the early
1960s have we faced a more complex and uncertain region”.2 The
deployment to East Timor exposed the need for strategic leadership
and sparked a re-assessment of the functioning of strategic leader-
ship in the Australian defence organization. To a large degree, the
events in East Timor might be regarded as part of the decolonization
process that was evident since the end of World War II (WWII)
rather than the product of the new epoch heralded by 9/11. 

Arguably, Australia’s response to East Timor, however, would
shape how Australia and her neighbours would enter the new
epoch. The events unfolding since 9/11 have also shaped security
thinking in Australia in fundamental ways. The Prime Minister of
Australia has defined particular threats amidst 

“…dramatically changing and increasingly unstable
global security situation. In the current international cli-
mate made so stressful by the almost constant terrorist
threats, the ultimate nightmare must surely be the possi-
bility of weapons of mass destruction falling into the
hands of terrorist groups”.3

The perils of this scenario would cause a “crisis in the constitu-
tional order” of a country. Even preparing for these threats can
endanger the constitutional fabric of a country as some societies
become police states and others disintegrate though disagreement.
Some believe that “The September attacks can be understood as
the first battle in this new war”.4 He sees the terrorist network as
a kind of virtual state that exists outside of any national bound-
aries and subsequently is impervious to the classical strategies of
deterrence based on retaliation that have been the mainstay of
security for the nation state.  
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These events pose challenges of regional and global change for
the Australian defence organization and highlight the need to dis-
cuss and articulate implications of strategic leadership. 

Aim

The aim of this chapter is to conduct a synthesis of emerging
strategic leadership actions and behaviours in order to provide a
strategic leadership framework within a military context. 

The Relevance of Strategic Leadership

Strategic leadership has been defined in the business context as “the
ability to anticipate, envision, maintain flexibility, think strategical-
ly, and work with others to initiate changes that will create a viable
future for the organization”.5 Clearly the strategic commander is
concerned with the organization, but just as important are the
impacts that a commander can have outside the organization. These
concerns are captured in part by the notion of the triple bottom line
where actions are evaluated on their possible consequences for the
society, the economy and the environment. Business definitions can
contribute to discussion of strategic leadership in the military con-
text, but in themselves do not capture the scope of action and
impact of the military strategic leader. The strategic business leader
is concerned with competitive advantage whereas the focus of the
strategic military leader is national security.   

Business organizations have faced the same drivers of change as
military organizations and also face a world of complexity and
uncertainty. Strategic leadership in the business context has been
defined as a process that provides direction to and inspires the peo-
ple of an organization.6 In contrast, strategic management is about
the planning and the arrangement of resources in order to ensure
adaptive fit between the organization and the environment. The
strategic leadership role in business was originally regarded as the
province of the Chief Executive Officer (CEO). In this way of
thinking, strategic leadership was linked to the most senior man-
agement position in the organization. The CEO devised the strate-
gic direction and led the way. Globalization, with its associated
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competitive environment, challenged the continued usefulness of
this view of strategic leadership. Initially the demands were too
much for one person and the CEOs of organizations began to share
the load with other senior executives. These groups became known
as the top management team (TMT) and the issue of concern was
to explain how these teams functioned to deliver strategic leader-
ship.7 Other strategic leadership theorists question whether strate-
gic leadership can be confined to top executives if the organization
is to be able to adapt to changing competitive environments. In this
sense, it is argued that strategising meant change and that strategic
leadership was the exercise of involving pro-change oriented indi-
viduals from all areas and levels from within the organization.8 He
further suggests that for the executives in the organization, the
challenge is to connect with the people across the organization who
can think strategically, give them responsibility for change, and
direct resources to support their efforts. 

Globalization and technology have heralded significant change in
the structure, focus, and leadership for all types of organizations,
public and private, military and civil. Organizational leaders face an
environment of complexity and uncertainty. Traditional approaches
to strategic planning, which rely on rational but remote plans
imposed from the top, are unlikely to succeed in an environment
where change is constant and often discontinuous.9 Organizations
need to be agile and adaptive to respond to change and to seek
opportunities while managing increased exposure to risk.

Related factors in the evolving understanding of strategic leader-
ship are globalization and technology within a constantly changing
world environment. Strategic leadership needs to be redefined
within this context. The challenge of complexity shifts focus from
the individual to the patterns of behaviour between like-minded
individuals. A clear implication of this shift necessitates moving
beyond seeing strategic leadership as part and parcel of a position
or rank in an organization. The connectivity promised by techno-
logical change can alter the nature of information relationships in
the organization. This shift in relationships amongst organization-
al members is also accompanied by a shift from selecting leaders to
fostering and shaping a leadership culture across the organization.  
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Traditionally, strategic leadership in the military setting has been
viewed as the province of particular senior ranks. Australian mili-
tary doctrine recognizes three broad levels of war: strategic, opera-
tional and tactical.10 Strategic leadership in the military setting has
typically been associated with the strategic level of war, which is
concerned with the art and science of employing national power to
achieve national objectives.11 In the military setting, the art of the
strategic leader is to provide the link between national security
guidance and military operations.12 In the Australian setting, the
Chief of Defence Force (CDF) is the key strategic leader and is
assisted in exercising command by the Service Chiefs, who “raise,
train, sustain” the Single Services. The operational levels of war are
concerned with the planning and conduct of campaigns that rep-
resent the implementation of military strategy. The Joint
Operations Commander is responsible for command of these oper-
ations. At the tactical level, the commander is involved in organiz-
ing and manoeuvring forces to engage the enemy in combat.
Aligned to these levels of command is a distinct rank structure. By
virtue of this alignment, the strategic military commander is also a
strategic leader. This three-level partition has enabled a clear align-
ment between rank levels, scope of command, organizational
structure, focus of decision-making as well as the extent of risk. 

The efficacy of a tribrachic representation of warfare has been
challenged to some extent by the effects of globalization, technol-
ogy, ubiquitous media, a changing security environment, and in
particular, the emergence of asymmetrical threats from non-state
actors. Evolving Australian military thinking recognizes a dynam-
ic connectedness between the three levels of war and acknowl-
edges that the likelihood that the tactical influencing the strategic
may be the norm rather than the exception.13 The three levels of
war have been replaced by the three blocks of war: 

“In one moment in time, our service members will be feed-
ing and clothing displaced refugees, the next moment,
they will be holding two warring tribes apart and, finally,
they will be fighting a highly lethal mid-intensity battle –
all on the same day all within three city blocks.”14
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The emergence of the phrase “strategic corporal” reflects an
aspect of contemporary military operations where a very junior
leader at the very bottom of the chain of command can have a
direct impact on the success of wider military strategy.15 Such an
outcome prompts a reconsideration of what is meant by the term
strategic leadership. Most directly, the strategic corporal chal-
lenges the assumption that strategic leadership is simply what
occurs at the top of the organization and that the impact of lead-
ership is dependent on where one is in the hierarchy of an organ-
ization. In the era of the strategic corporal, the success of a strat-
egy can depend as much on the lowest-ranking leader as the most
senior. However, closer examination of instances where the
strategic corporal has had a strategic effect indicates that the sig-
nificant change is that strategic risk has tumbled down to the very
junior rank levels. Risk is now asymmetrical with rank.  

The recognition that a military force may be simultaneously
engaged in three levels of warfare, pre-modern, modern and
post-modern, has shaken the traditional alignment between
strategic impact actor and rank level. Hence, it is useful to con-
sider strategic leadership without a strict connection to level of
command and define the elements of strategic leadership from a
behavioural perspective.  

The Key Activities of Strategic Leadership

An important, even essential, element of strategic leadership is the
capacity to conceptualize a new way of doing things that has signif-
icance at a wider level, probably at a national or global level.
Associated with this level of impact is the time scale of the change,
the span of consideration and the inter-relationships with other sys-
tems, and of activities and other networks of actors. These attributes
define strategic leadership as operating in an environment of com-
plexity. However strategic leadership has to communicate the need
for change and the way ahead in a robust and persuasive way. This
is the vision. Strategic leadership has to gain commitment to the
vision from a range of collaborators and convert this energy into a
clear direction with understandable targets for change. 
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The key activities of strategic leadership can be summarized as:

• conceptualize a new world; 

• understand complex inter-relationships; 

• communicate the vision; and 

• gather the support. 

These four activities may occur interdependently, concurrently and
reiteratively. In no way are these activities being presented as a lin-
ear check-list for strategic leadership. The activities are derived
from a synthesis of current leadership thinking and provide an
opportunity to examine strategic leadership in its complexity rather
than being subsumed into a particular model of leadership. The
key activities reflect the influence of transformational theorists and
represent a way of synthesizing this important body of leadership
thinking into an examination of strategic leadership.16, 17

Conceptualize a New World

The close relationship between leadership and change is reiterated at
the strategic level by a number of leadership researchers. In the world
of business, strategic leadership is about thinking of ways to initiate
changes that will deliver sustainable competitive advantage to the
firm.18 Doing so requires the ability to be the architect of industry
transformation and set the new rules in an industry.19 Strategic lead-
ership challenges the status quo and redefines the manner in which
the organization interacts with the environment. 

Traditionally, strategic leadership models have associated the poten-
tial for change with the emergence of a forceful charismatic leader,
who has the answer to solving the crisis of the time and can articu-
late this answer as a compelling vision. This “great man” model of
leadership may be viewed as a relic of past thinking in some intel-
lectual quarters but it still has popular appeal. The perception that
the leader is a special person who sets the direction and makes the
key decisions is deeply rooted in popular culture.20 The military
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organization with its command and control philosophy and culture
of heroic behaviour and loyalty, is particularly prone to relying
exclusively on the “great man” theory of leadership.21

Transformational leadership theories have attempted to explain
how strategic leaders might behave, but these models often
implicitly focus on the qualities of the leader and in effect have
resurrected a variant of the great man or woman theory of lead-
ership. Transformational leaders are viewed as special creatures
– they are “twice born”.22 Transformational and charismatic
leadership theories emphasize the role of the leader in possess-
ing special understanding of the way ahead and conveying this
insight to the followers by way of a vision. The transformation-
al model has been seen to be effective in a military context and
the emphasis on active leader behaviours aligns well with the
command culture of the military. Faced with the critique of
simply reiterating a “great man” (or woman) theory of leader-
ship, transformational theorists have been able to demonstrate
how transformational models can incorporate more active rela-
tionships between followers and leaders. However these mod-
els still present an individualist account that explains the
behaviours of leaders rather than the activity of leadership. 

In contrast to the transformational model, other theorists have
attempted to differentiate leadership from the leader. Leadership
can be defined as patterns of behaviour that facilitate “collective
action towards a common goal”.23 Leadership is distributed across
a group and “it is more accurate to think of different leadership
roles in a group than to think of the leader”.24

The reality of the modern military organization is that there
are a multitude of leaders at various rank levels across the dif-
ferent organizational components. However, the culture of the
military is more in line with the great man model than that of
shared leadership. The realities of close combat in asymmetri-
cal conflicts have reinforced the perception that there is a need
for charismatic, confident warrior leaders. Within this culture,
articulation of the need for change remains the work of senior
leaders rather than a shared activity across the organization. 



C H A P T E R  1 9

S T R A T E G I C  L E A D E R S H I P  D E V E L O P M E N T :
INTERNATIONAL PERSPECTIVES

“Strategic leadership is the front-end work, the in-
depth, serious thinking by a leader and his or her team
that results in the creation of an intellectual framework
for the future. Without the tough up-front work of
intellectual change, physical change will be unfocused,
random, and unlikely to succeed”.25

This top down approach to strategic leadership has been evident
in the Australian military organization since the 1970s. For exam-
ple, senior military leaders successfully restructured the Australian
Army over two decades from a force optimized for tropical warfare
to a force designed for dispersed low-level operations in northern
Australian conditions. The ongoing reassessment and critique of
these restructures have also been managed in a top down manner.
It was demonstrated, however, that senior Australian military
leaders have been active in challenging the assumptions of the
prevalent security posture of the day. Even in the midst of imple-
menting the force structure for dispersed low-level operations, a
senior officer raised the concern that concentrating on short warn-
ing conflict on Australian soil threatened to erode the Australian
Army’s ability to participate in future coalition operations. In
another instance, in debating the value of self-reliance, the Chief
of Army called for a “reassertion of the Army’s intellectual leader-
ship of defence processes” based on fresh ideas and concepts.26

In Australia, the Defence White Paper provides the strategic guid-
ance for senior military leaders. The Defence White Paper of 2000
was heralded as the most comprehensive reappraisal of Australian
defence capability for decades. It recognized the role of the
Australian Defence Force (ADF) in humanitarian relief, evacuations,
peacekeeping and peace-enforcement and the need for Australian
forces to be deployed at short notice. The change in direction was
not evident to all. Air Marshal Errol McCormack, the then Chief of
Air Force, argued that “the White Paper of 2000 does not signal a
major change in strategic direction or intent”. Others also detected
no substantial shift in maritime strategy.27 However; it was others
who concluded that the White Paper did pay more attention to
ways of improving land capabilities and the “nexus between defence
planning and broader national-security interests”.28
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Revisions to the White Paper were announced as Defence Updates in
2003 and 2005. The 2003 update was the result of iterative inter-
agency consultation as well as consideration by Ministers. In the
press release, the Bali bombings were identified as a trigger for the
update. Over this period, the senior ADF leaders had been assimilat-
ing the lessons learned from INTERFET (East Timor) in 1999,
Afghanistan, and Iraq.29 Indeed, different lessons have been learned
from each deployment. Earlier deployments to Rwanda and Somalia,
although hazardous, were categorized as Peace Operations. In con-
trast, lessons from Afghanistan and Iraq were about the evolution of
warfare and revealed the need to align experience with doctrine and
with procurement.30 Key features of this experience were identified
by the Chief of Army as the role of “highly potent land forces” with
high levels of protection that were capable of close combat. The third
set of lessons learned crystallized in the experience of Operation
Helpem Fren (Solomon Islands) where an Australian led multi-
national, multi-agency force restored legitimate civil governance.
These three experiences, humanitarian relief, restoration of civil gov-
ernance, and complex warfighting correspond to the three block
concept and offer an extension, in which it is envisaged that all tasks
could occur simultaneously on the one block.31 The Chief of Army
has summarized his understanding of the requirements of the three
blocks in the form of the “hardened Army” concept: 

“The ‘hardened Army’ concept embraces a suite of
measures aimed at improving the Army’s levels of
armoured protection, firepower, protected mobility
and networking the ADF will generate combat
power through seamless links of shooters and sen-
sors throughout the battlespace”.32

The “hardened army” has been described as a synthesis of net-
work centric warfare and complex warfare.33 The concept was
officially endorsed in the Defence Update 2005.  

Understand Complex Inter-relationships 

Complexity has two meanings.34 The first is the experience of sen-
sory overload caused by overwhelming noise and senselessness.
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The second refers to systematic complexity or understanding the
sense of order underlying the pattern of “human movement and
decision making” within a large city.35 Both aspects of complexity
might be experienced by a strategic military leader. Complexity
as sensory overload corresponds to the notion of the fog of war.
The second sense of recognizing underlying patterns resembles
more closely an attempt to practise the strategic art of war-
fare or perhaps the capacity to understand the inter-relation-
ships between the elements of program management and capabili-
ty building in a modern defence organization.36, 37

The strategic leader attempts to work out how to proceed from
one state of affairs to another. This process may involve refram-
ing what is possible and being prepared to overturn the status
quo.38 Complexity for the strategic military leader arises from the
requirement to link the exercise of military force to the larger
political-military context.39 Any exercise of power requires the
strategic leader to balance possible actions and consequences
along numerous dimensions. Typically, strategic leadership
involves looking a long way forward and this increased time span
increases complexity since additional sequences of events can
occur. The leader also has to consider options along moral and
value dimensions as well as instrumental criteria. Actions at the
strategic level will require the leader to consider a number of
dimensions of influence. Horizontal or peer leadership is
required to create interagency cooperation and the leader will
need to be aware of the role, functions and capabilities of these
different agencies. The strategic leader has to exert leadership
downwards in the organization. This may call for classical com-
mand leadership or more collaborative styles of leadership,
depending on the culture of the organization. Regardless of lead-
ership style, the leader has to comprehend the likely conse-
quences of leadership decisions and the responses of people
throughout the organizational hierarchy. 

Particular trends in the contemporary environment also con-
tribute to complexity. Lieutenant-General P.F. Leahy, Chief of
Army, identified the intersection of urbanization (with its accom-
panying proliferation of communication technologies) and the
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increased lethality and portability of modern weapons as having
created complexity for military commanders.40 The recognition
that the threats arising from this intersection could take distinct-
ly different forms is the insight encapsulated by the three-block
concept. A range of trans-national threats and scenarios, includ-
ing peace support operations, weapons proliferation, drug traf-
ficking, military assistance to civilian authorities, and cyber-ter-
rorism, have been identified.41 Responding to conflict in large
urban centres is viewed as inherently complex and the experience
of the Australian military is that such operations will be com-
pounded by “harsh climatic conditions and unfamiliar linguistic
and cultural conditions”.42

One of the more consistently drawn implications has been that
complexity at the strategic level means that the problems to be
solved may be outside the competency limitations of a single
leader. The inference is that strategic leadership depends on a
number of leaders working together collectively. There is evi-
dence to suggest that senior defence leaders have been ready to
recognize that there is a need for collective action at the senior
level. Successive senior military leaders have publicly acknowl-
edged the necessity for a multi-agency response to complex con-
tingencies in the Australian region. Security is now a whole of
government exercise. The outgoing Secretary for Defence noted
that 9/11 “was probably one of the most significant contributing
factors to the rediscovery of the role and importance of
Government in western societies after the ‘smaller government’
fetish of the nineties”.43

Another interpretation of the collective leadership inference is
that complexity can be best approached by harnessing the contri-
butions of all organizational members regardless of their position
in the organization. The empowerment of subordinate leaders is
well established in military thinking, or at least in those military
forces that have rejected a direct control approach in favour of a
philosophy of mission control. Here the “Commanders must be
free to exploit fleeting opportunities, maximize their speed of
manoeuvre, and avoid the use of predictable, prescriptive plans
and orders”.44 However, mission control remains an attempt to
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achieve the realization of top down goals albeit in a fluid and
changing environment. A more radical alternative has been out-
lined by Lieutenant-Colonel D. Schmidtchen who argues net-
work-enabling technologies allow new organization opportuni-
ties that stem from shifting from central control to self synchro-
nization.45 He envisages a situation where commanders on the
scene, and of any rank, could exchange information in a network,
share understanding of the local situation, and through consen-
sus create understanding to enable confident action. 

Communicate the Vision - Share the Dream.  

Being able to articulate a tangible vision that links to values and
strategy has been described as a crucial skill for strategic leaders.46

The vision provides a picture of what the organization is to become,
what makes it distinctive, and provides an indication of where peo-
ple’s energy should be directed. Generally, the vision should relate
to the future rather than being a statement of the status quo.47

The senior leaders in the ADF have articulated vision statements.
The CDF first outlined the ADF vision to the senior leadership
group and again with a modified version in 2006.48 Key changes
in the 2006 version included replacing the word “manning” with
“staffing”, and recognition of a defence organization rather than
just the force elements, and inclusion of interagency operations. 

“Defence will be balanced, networked and deployable,
staffed by dedicated and professional people, which
excels at joint, interagency and coalition operations”.49

In expanding upon the vision, Air Chief Marshal Angus Houston
clearly linked the vision to identifiable practices and events with-
in the organization. In shaping the organization, the CDF was
engaging in the role of social architect. He referred to the leader-
ship team and their responsibility as working for the welfare of
our people. He also recognized the need to empower people to
pursue innovation and creativity. Finally, the CDF identified the
need for good strategic planning and management of resources to
underpin the vision and placed these activities with a context of
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values based leadership in order to achieve the strategic outcome
of operational performance and preparedness.  

The Service Chiefs have also released vision statements: 

The Navy’s vision is to be a Navy with a worldwide
reputation for excellence as a sea power; a well-
equipped, professional team of highly motivated
quality people, serving Australia with honour, sup-
ported by a nation proud of its Navy.

The Air Force vision is to be a balanced expeditionary
Air Force capable of achieving the Government’s objec-
tives through the swift and decisive application of air
and space power in joint operations or as part of a larg-
er coalition force.50

The Chief of Army has outlined the Army vision as
revolving around the elements of the Hardened and
Networked Army. The aim is to empower through
network enabled operations and harden the army to
protect soldiers and improve survivability using
more robust combined arms teams to maximize fire-
power with high mobility. Under the networking
changes it is envisaged that the individual soldier
will gain access to an operational picture that previ-
ously was only the province of brigade commander.51

Gather the Support, Sustain and Adapt 

The strategic leader needs to demonstrate both direct and indirect
leadership expertise. Direct leadership is being able to influence
others with whom one has face-to-face contact. The strategic leader,
however, will likely have to influence a diverse range of people,
often through fleeting interactions and across a broad spectrum of
situations. The strategic leader will need to respond quickly to the
situational cues and adapt his or her behaviour to best effect. 
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Much of the research into leadership has dealt with the experi-
ence of direct leadership. Broadly, the range of theories has
examined the personal; characteristics of the leader, the types of
behaviours that might influence followers. More recently these
behaviours have been categorized into transactional and trans-
formational dimensions. Leadership influence that is predicated
on existing social arrangements and reward structures is said to
be transactional and is expected to result in average perform-
ance. In contrast, in order to obtain above average performance,
the leader needs to appeal to higher order values and transform
followers. Recent research indicates that transformational leader-
ship influences follower motivation through cognitive and emo-
tional mechanisms.52 It is thought that this combined impact on
self-efficacy and goal setting results in heightened follower moti-
vation, which in turn contributes to higher performance.   

Indirect leadership is about influencing others at a distance or
through different types of media. Transformational leadership
behaviours can be effective at the indirect level since these
behaviours can be interpreted by followers at a distance or rep-
resentations of these behaviours can be transmitted by commu-
nications technology. The strategic leader also influences mem-
bers in the organization by shaping norms, values and expec-
tations across the organization. Organizational culture refers to
the shared norms and values that guide the behaviour of orga-
nizational members. These shared understandings have typi-
cally been developed over time by the group as it has grappled
with adapting to external challenges and maintaining the inter-
nal identity of the organization. Put simply, organizational cul-
ture is the “the way things are done around here”. 

The strategic leader is a social architect who shapes the culture of
the organization and aligns it with the strategic vision. Managers
do not just compete with other firms but also compete “for the
hearts and minds of talented and capable people” and the man-
ager needs to shape the organization culture that engages this tal-
ent in ongoing learning to support the strategic vision.53

Conversely, failure to change the culture may lead to loss of direc-
tion and inability to realize the potential of the strategic vision.54
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Dr. Allan Hawke was the Secretary for Defence when the Defence
White paper 2000 was produced. He described the White paper
as the basis for pursuing a transformation in military affairs for
Australia.55 However, to achieve this change, Hawke recognized
that the strategic planning needed to be underpinned and sup-
ported by a change in the organizational culture of the defence
organization. To this end, Dr. Allan Hawke implemented a paral-
lel strategic change process to transform the way Defence went
about doing business. The Secretary and Chief of the Defence
Force worked together to change the behaviour of the senior
leadership group as they believed this was the key to implanting
a sustained change in behaviour across the wider Defence organ-
ization. It was believed that Australians are more influenced by
what they see their leaders doing rather than what they are say-
ing – the walk is more important than the talk.56

More recently, the Chief of Navy initiated the Sea Change pro-
gram in order to shift the culture of Navy in relation to the way
people are treated; particularly in the way they can manage their
lives and careers. This is a human resource oriented program that
has targeted the management of an individual’s career in order to
offer greater stability, certainty and satisfaction.

Concluding Remarks

The challenges of the current security environment place exten-
sive demands on our strategic leaders. This chapter offers a
model for explaining and analysing the actions of these leaders
and determining whether they can be said to be performing as
strategic leaders.

This year’s Defence Management Review identified a number of
areas of organizational performance and change indicating that
strategic leadership has been occurring in the Defence organiza-
tion and that there is a discernible impact at the strategic level.
Key outcomes of significance are the operational performance of
the ADF, the continued capacity for reform in an environment
that increasingly demands efficiency and accountability, the shift
of focus to warfighting with business functions being corporative
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and even privatised, and the establishment of a strategic planning
process, the government-endorsed Defence Planning Guidance,
to manage the acquisition of new capabilities and set Defence
goals. At the single Service level, significant indicators of active
strategic leadership have been the extensive reform of the military
justice system, the emphasis on aligning organizational values,
the integration of organizations and processes across the Defence
organization and continued involvement of ADF officers in joint
education (the Australian Defence College, or other joint schools)
as critical components of their professional career development. 

The Defence Management Review also identified a number of
strategic areas in which the leadership performance was defi-
cient.57 It discussed culture in Defence, stating that at their best,
the various cultures are task-focused, team-oriented, self-confident
and have a can-do attitude. It also remarked that at their worst
they can be risk-averse, insensitive to cost, rule-bound and trib-
alistic. Principally, the focus of the Review was on the business
areas of Defence and the need to reform business processes of the
Defence organization. In particular: to reorganize the allocation of
roles and responsibilities of senior leaders, and to rebalance the
focus of the strategic leadership on the immediate demands of
operational requirements with the long-term sustainability of the
organization. Comment was also made on deficiencies in leader-
ship in relation to accountability and responsibility, disconnects
between strategy and capability, and the day-to-day pressures on
strategic leaders.   

The theme of complexity has emerged as a continual environ-
mental variable for contemporary strategic leadership.
Complexity is reflected in the nature of the challenges to be met.
The Australian Defence Organization is a large, complex organi-
zation that is evolving and changing in the face of clear environ-
mental pressure. Adaptive challenges are the norm. Strategic
leaders have to continually be prepared to acquire new knowl-
edge and adopt new perspectives (or recombinations of old
ideas). The realization of discontinuous change has also
unleashed critical challenges which call for a total re-framing of
previous experience and knowledge. The response of strategic
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leaders in the Australian Defence Force has been to affirm the
importance of people, and the need to pay close attention to
norms and values and to shape the organizational culture in order
to meet these challenges. Emerging on the horizon, and possibly
heralded by the introduction of network-centric technologies, is
the challenge of reframing leadership itself within the command
and control oriented culture of the military. It is suggested that we
need a culture of leadership as well as cohorts of capable leaders.
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A  P r o f e s s i o n a l  D e v e l o p m e n t
F r a m e w o r k t o  A d d r e s s  

S t r a t e g i c  L e a d e r s h i p i n  t h e
C a n a d i a n  F o r c e s

Dr. Robert W. Walkeri

The changing nature of society, the global security environment, and
technological innovation necessitate an aggressive Canadian Forces
(CF) approach to understanding leadership, to ensuring leader
effectiveness through a congruence of institutional demands and
leader capabilities, and to providing continuous professional devel-
opment (PD) for CF leaders. The CF, as a military organization with
a profession of arms imbedded within it, and as an institution com-
mitted to mission success, needs to balance and to successfully
address the integrated demands that evolve from its organizational
facets and its professional responsibilities. Current and ongoing CF
transformation initiatives magnify these demands, reflect the
increasing challenges for military professionalism, and underscore
the pronounced need for tenacity, decisiveness and versatility par-
ticularly among senior CF leaders engaged in strategic leadership. 

The examination of professionalism and the profession of arms,
effective leadership requirements, institutional effectiveness, and
requisite leader capabilities progressed through a substantial
research effort using military, professional, and generic leadership
literature, as well as direct guidance from senior military leaders
and other subject matter experts. This research supported the
production of the CF manuals that effectively and successfully
articulate the situation and circumstances of the CF and the gen-
eral requirements for leadership in the CF.

i Canadian Forces Leadership Institute (CFLI) colleagues Colonel Bernd Horn and Dr.
L. W. (Bill) Bentley made significant contributions to this paper, particularly with respect
to professional leadership, the profession of arms, and professional ideology. I wish to
thank them, all CFLI colleagues, and all other subject matter experts who contributed.
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This chapter identifies the leadership research and military
initiatives that supported the creation of a Professional
Development Framework for leaders of the CF. Reviews pre-
viously were conducted to enumerate the CF’s responsibilities
for the early 21st century.  Concurrently, the organizational
literature was researched to articulate generic “effectiveness”
at institutional levels. Subsequently, a context-specific model
for CF Effectiveness was generated, incorporating the corpo-
rate outcomes and the conduct values to serve as the institu-
tional backdrop against which leaders would function. The
CF manuals, Leadership in the Canadian Forces: Conceptual
Foundations (2005) and Leadership in the Canadian Forces:
Leading the Institution (2007) provide an in-depth articulation
of these steps necessary to define the CF as an institution and
to describe the important circumstances for the CF to be
institutionally effective. Accordingly, this chapter provides
only a general review of that effectiveness.

With CF Effectiveness defined, the subsequent focus became
the means to ensure it, that being CF leadership and its appli-
cation to challenges of war, global issues, security threats,
internal order and member care. Leader characteristics, com-
petencies, skills and knowledge, etc., were studied in order to
generate frameworks of relevant leader capacities, including
those needed for the CF. The result was a five-element cluster
of requisite CF leader domains: EExxppeerrttiissee,, CCooggnniittiivvee CCaappaacciittiieess,,
SSoocciiaall CCaappaacciittiieess,, CChhaannggee CCaappaacciittiieess and PPrrooffeessssiioonnaall IIddeeoollooggyy.

This cluster of five requisite elements then was integrated with a
continuum of four leader levels (junior, intermediate, advanced,
senior) to generate a Professional Development Framework.
This Framework constituted a template for defining the neces-
sary leader knowledge and capacities, and a military profession-
alism across the continuum of levels of leadership, as well as
determining the most relevant subject matter and most effective
learning strategies to develop these leader elements. 

The consequence was a comprehension of the necessary con-
gruence between the CF Effectiveness model – representing the
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institution – and the CF Professional Development Framework
– representing the CF leadership. Such congruence is a prereq-
uisite, but not a guarantee, for CF success in various missions,
initiatives and other applications, a number of which are exem-
plified in this article. Figure 1 is a stylized flowchart depicting
the pathways to congruence of institution and leadership.

FFIIGGUURREE 11.. CCoonnggrruueennccee ooff tthhee IInnssttiittuuttiioonn && tthhee LLeeaaddeerrsshhiipp
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The next seven sections of this article provide details about
significant components contributing to a crucial institution –
leadership congruence. Sections 1 to 3 briefly address the
institution of the CF. Sections 4 to 6 address the leadership.
Section 7 addresses CF applications and outcomes resulting
from effective congruence. The Sections address:

1. An enumeration of Canadian Forces Responsibilities in
the 21st century. 

2. An articulation of the literature on Organizational
Effectiveness. 

3. A generation of a context-specific Canadian Forces
Effectiveness model as the institutional backdrop
against which leaders function.

4. A definition of the means - CF leadership - to ensure
CF effectiveness, and the Canadian Forces Leader Issues
and challenges therein.

5. A creation of taxonomies and Leader Frameworks of
generic leader capacities, including those needed for
the CF, from a review of the literature. The result was
the CF-specific, five-element cluster of requisite leader
capacities.

6. An integration of the cluster of requisite elements with
a continuum of four CF leader levels (junior, interme-
diate, advanced, senior) to construct a Professional
Development Framework for the CF. 

7. A presentation of successful CF Applications, such as
CF Transformation, operational mission success,
human resources systems review, and professional
development of senior CF leaders evolving from the
appropriate congruence between the CF Effectiveness
model and the Professional Development Framework. 
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The Institution – the Canadian Forces

Section 1: Canadian Forces Responsibilities

In order to work with the broader concepts of institution,
leadership and institution-leadership congruence, it was nec-
essary first to assemble a thorough representation of the
responsibilities of the institution, i.e., to articulate the
responsibilities for which the organization takes charge and
can become institutionally effective. 

Prior to publication of the CF leadership manuals in 2005,
Mr. Karol Wenek, an ex-CF officer and a subject matter
expert on professionalism and leadership, wrote extensively
on the CF, its responsibilities, and its leadership.1 Other
scholars, defence analysts and defence scientists also listed
significant CF challenges for the 21st century such as Canada-
United States (US) relations, emerging technology, force
restructuring, resourcing for military transformation, all in a
global circumstance of new security threats, failing states,
pandemic diseases, migration, religious extremism and
narco-cartels.2

The CF responsibilities for its leaders related to the major
functions of leading people and leading the institution along
the effectiveness dimensions of mission success, internal inte-
gration, member well-being and commitment, external
adaptability, and in line with military ethos. The Leadership in
the Canadian Forces: Conceptual Foundations manual provides
greater detail.3 Leader responsibilities, of course, vary in
accordance with different levels of leadership, e.g., the strat-
ified systems theory of leadership, studied within US mili-
taries and many large civilian organizations, identifies seven
institutional levels for differentiating leadership responsibili-
ties, roles and scopes of influence.4

Singularly important in the review and articulation of CF
responsibilities was the research on the profession of arms in
Canada (Duty with Honour: The Profession of Arms in Canada in
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book and booklet/Summary format). The profession of arms
constitutes the essence, the milieu, and the ambience in
which CF leaders conduct their responsibilities. 

In summary, these multiple-perspective reviews and
approaches support and validate the diverse responsibilities
of CF leaders. These leader responsibilities substantially
guided the subsequent development of a CF Effectiveness
model, a leader cluster of requisite elements and attributes,
and a Professional Development Framework.

Section 2: Organizational Effectiveness

The next important step in working through the components
represented schematically in Figure 1 was the focus on organiza-
tional effectiveness. This involved the identification and review of
existing (theory-based, empirically-derived, current government
and CF) models and frameworks for organizational effectiveness. 

Wenek’s research, cited above, including the examination of a
particularly strong and relevant organizational effectiveness
model titled A Competing Values Framework and created by
Robert Quinn.5 In brief, Quinn’s Competing Values
Framework represents 30 different criteria of effectiveness in
organizations, including such positive and negative variables
as efficiency, quality, growth, attrition, motivation, control,
information management, participation, productivity, acci-
dents/safety, morale, conflict, cohesion, planning, satisfaction,
and training/development.6 The statistical reduction of this
collection of variables yielded two major imperatives that
were integrated into Quinn’s effectiveness framework.
Leaders, in order to generate institutional effectiveness, must
comprehend the inherent but related contradictions in out-
comes necessary for institutional effectiveness, and must be
sufficiently flexible to balance the competing demands. Quinn
stated, “It requires a dramatic change in outlook, a redefini-
tion of one’s world view. It means transcending the rules of
mechanistic logic used for solving well-defined problems and
adopting a more comprehensive and flexible kind of logic.”7
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Section 3: Canadian Forces Effectiveness

Quinn’s Competing Values Framework was identified as hav-
ing the greatest potential for the creation of a CF Effectiveness
model. Applying it as an institutional effectiveness model to
the CF, the major components for CF effectiveness were iden-
tified (Figure 2): Mission Success, Member Well-Being and
Commitment, Internal Integration and External Adaptability.
The complexity of leadership and the challenge to military
leaders was evident in these competing outcomes and priori-
ties – getting the primary mission accomplished while main-
taining the well-being and commitment of the members in the
organization, generating and maintaining internal order and
cohesion, and adapting to and shaping external change.

FFIIGGUURREE 22.. CCaannaaddiiaann FFoorrcceess EEffffeeccttiivveenneessss

However, there is a significant difference between a defence
organization and a professional military institution. An accu-
rate CF Effectiveness model also needed to reflect that the
major outcomes are pursued in accordance with a definable
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set of individual professional values (a professional ideology)
incorporated into an institutional military ethos. To do this,
the CF Effectiveness model incorporates a military ethos with
a pragmatic military moral value system, a vision of duty with
honour, and an informing vision of social utility to Canada
and its people. 

In summary, the four outcomes constitute organizational
effectiveness, while the component of military ethos consti-
tutes professional effectiveness. Integrating all five aspects,
the equation is:

IInnssttiittuuttiioonnaall // CCFF EEffffeeccttiivveenneessss ==
OOrrggaanniizzaattiioonnaall EEffffeeccttiivveenneessss ++ PPrrooffeessssiioonnaall EEffffeeccttiivveenneessss.

To this point, the focus has been the CF as an institution.
This chapter has addressed institutional and leader responsi-
bilities, aspects of organizational effectiveness, and the cre-
ation of the CF Effectiveness model. The focus now shifts to
the other half of the important institution – leadership con-
gruence, effectiveness in leaders, with its components being:
CF leader issues; leader frameworks or taxonomies; the cre-
ation of the Professional Development Framework; and the
successful CF applications following from that successful
institution-leadership congruence.

The Leadership – The Leaders

Section 4: Canadian Forces Leader Issues

The CF is experiencing perpetual transformation. Nothing is
static. The predominant constant is change. The working cir-
cumstances of all members are in a state of flux. This com-
plexity continues to increase in the roles and responsibilities
of CF leaders. With this complexity comes the need for evolv-
ing leader proficiencies and enhanced leader attributes that
can ensure flexibility in leader focus and leader styles
whether leading people or leading the institution. The chal-
lenges to members from change seem endless:
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Change at Global Levels. For the CF, the end of the Cold War,
followed by the 1990s with its substantial and sequential CF
budget cuts, created new and complex leadership challenges.
Peacekeeping evolved into peacemaking, conflict resolution,
and outright combat in regional pop-up wars. Terrorism,
homeland security, and post-9/11 regional wars have followed
as the foci of the 21st century. Current CF member warfighting
in Afghanistan, with fatal outcomes, reflects the most recent
and tragic complexities in leadership challenges.8 The war
between Israel and the Hezbollah in Lebanon does the same. 

Leading People/Leading the Institution. Another challenge
for leaders is the evolving emphasis and change, or foci, of
leading people and leading the institution across the contin-
uum of leader levels. Importantly, leading people and leading
the institution are not dichotomous but in fact are two,
always present, aspects of a leadership approach. The differ-
ence pertains to an increased emphasis on leading the insti-
tution as one acquires greater rank and responsibilities. The
purpose and the general objectives are the same up and down
the continuum, however the process evolves and the specifics
of the requisite attributes change.  

Leadership Focus. Another aspect of change is in “leadership
focus”. The majority of CF leaders are at levels of leadership
where the leading of people is the predominant leadership
activity, and that activity is mission-oriented. Leadership that is
military task-centred, direct and face-to-face, more transac-
tional than transformational, is most appropriate to influence
followers in situations of operations, combat, and critical
responsive action. For leading the institution, where more con-
sultative, policy development-oriented, organizationally-flattened
circumstances exist, a more effective leadership focus is one for
influencing subordinates or colleagues in personal-(not posi-
tion)-powered, knowledge-driven change-shaping, non-urgent
situations, more transformational than transactional.

Leadership Style. A profound factor for CF members experi-
encing the transition from junior to senior leader status, either
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as officers or as senior Non-Commissioned Officers (NCOs), is
this necessary transition of leadership style. A leader commit-
ment is needed to the evolution of a style away from people as
followers in action-oriented situations to a leader style for
members and others in non-hierarchical teams, collaborative
groups, consultative committees and advisory units at peer or
quasi-peer levels, groups that are committed to support of
institutional initiatives and progress. The most senior leader,
as “boss”, no longer can be expected to have all of the answers
or, possibly, even a sense of the best alternatives. 

Change at Work-Site levels. At the micro end of the continu-
um of change stands the individual member with a unique job
and set of duties. But, due to rapid change, for an individual
leader, the boundaries of his/her job need to be far less than
precise and permanent than in the past century. Figure 3
reflects this transformation. The evolution in leader responsi-
bilities partly is generated by the current shift in perspectives
of the work/worker interface as postmodern society evolves
from the modern era, from the industrial age to the informa-
tion age. The “old”, 20th century, alignment between workers
and their organizations, necessary to achieve institutional
effectiveness, has been distorted by change and transition.

This current transformation in job-person fit from a work-
orientation to a worker-orientation is one more challenge to
current leaders. Responsibilities in an increasing proportion
of jobs and positions are no longer only those circumscribed
by the organizational chart boxes and job descriptions, but
are determined as much by an individual worker’s/leader’s full
backpack of capacities, expertise, characteristics, attributes
and potential. Work definitions are hybrids of the job/task
responsibilities cross-pollinated with the member’s leader
characteristics and attributes with only generally specified
worker responsibilities. 

To summarize, the institution of national defence in western
societies is changing rapidly. Philosophies, concepts, principles
and technologies are in a state of change. Importantly, the sys-
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tematic elevation of CF leaders through promotion to senior
leader levels adds additional requirements for leadership
change and leader competency transformation. Change creates
ambiguities in leadership doctrine and leadership definitions
such that the cluster of requisite leader competencies, the
“right stuff”, needs to capture and contain these ambiguities.

FFIIGGUURREE 33.. TThhee WWoorrkk FFooccuuss//TThhee WWoorrkkeerr FFooccuuss

Section 5: Leader Frameworks

Some Background. To determine and to inclusively define the
effective CF requisite leader elements and attributes, a valid
and legitimate process for creating taxonomies or frameworks

AA CCUURRRREENNTT CCOONNTTEEXXTT FFOORR CCHHAANNGGEE
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was needed. A consortium of industrial/organizational psy-
chologists from or affiliated with St. Mary’s University, Dr.
Shaun Newsome, Dr. Arla Day and others, generated a sound
and useful procedure for creating context- or organization-specific
leader competency frameworks.9 They researched the process-
es of leader assessment, evaluation and development, and then
they identified procedural steps for identifying leader compe-
tencies. These steps included reviewing existing and context-
specific information, consulting with key stakeholders, solicit-
ing subject matter experts, validating draft competencies, and
finalizing frameworks of the leader competencies.

Processes outlined by Newsome and colleagues had implica-
tions for the identification of a cluster of CF requisite leader
elements that could generate institutional effectiveness.
Relevant generic and military literatures on institutional
effectiveness exist, covering taxonomies for leader attributes,
their definitions, proficiency levels, etc.  An early, simple,
generic, industrial-era, three-sector taxonomy of work skills
consisted of technical skills, thinking skills and interperson-
al skills.10 More recently, in 2001, renowned American orga-
nizational guru Dr. Stephen Zaccaro, after extensive, applied,
research on military and non-military leadership, created a
complete five-cluster taxonomy of characteristics or compo-
nents that he labeled Expertise and Knowledge, Cognitive
Capacities and Skills, Social Capacities and Skills,
Personality, and Motivation.11

Zaccaro’s consolidation of leader domains was a break-
through, the importance of which, depicted in Table 1, can-
not be understated. His taxonomy of only five domains cov-
ers the functional expertise and knowledge required; the
“intelligence” and creative and reasoning capacities; the “peo-
ple skills” of communicating, negotiating, influencing and
understanding; the preference to grow and achieve and
improve and change, and to influence others to do likewise;
and the character dispositions of openness to ideas and expe-
riences, to exercise initiative and confidence and assertive-
ness, and to be trustful and courageous and stable. 
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Karol Wenek12 generated Table 1 by utilizing Zaccaro’s mili-
tary-based, five-component taxonomy as an anchoring frame-
work to display five other researchers’13 approximate equiva-
lencies to Zaccaro’s leadership taxonomy. An appropriate, con-
text-specific, leader framework for an organization such as the
CF would need to be structured as a collection of the relevant
leader elements or capacities, characteristics, knowledge and
expertise of its effective leaders. The CF need for such a struc-
tured framework was complicated and could involve: 

• generating, at a macro level, a leader framework of institution-
wide, unique but interconnected, leader elements that
together would constitute a leader framework; 

• at the next level, each of these elements/capacities
would encapsulate a set of leader attributes that also
would have institution-wide application; 

• at the third, micro, level, specific competencies appli-
cable to different sets or sub-sets of leaders in specific
positions, ranks or assignments would be defined and
developed. Below this micro level, sub-levels with spe-
cific sub-competencies applicable to different sub-sets
of leaders also could be defined and developed; and

• a dictionary of definitions, a continuum with descrip-
tions of proficiency levels for each competency, plus
activities or behaviourally anchored indicators for each
proficiency level, would supplement such a multi-
layered framework.

A crucial factor here is that institutional effectiveness for the
CF can be achieved only through application of the capacities
of military leaders. The important construct that is needed,
then, is a context-specific CF leader framework of elements
and attributes that, when implemented within an effective
institution, will support military applications with maximum
expectations of success.
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Executive Characteristics
(Zaccaro, 1996)

Cognitive Capacities & Skills
Intelligence
Analytical reasoning skills
Synthesis & mental modeling
Metacognitive skills
Verbal/writing skills
Creativity

Social Capacities & Skills
Social reasoning skills
Behavioural flexibility
Negotiating/persuasions skills
Conflict-management skills

Personality
Openneess
Curiosity
Self-discipline
Flexibility
Risk propensity
Internal locus of control

Motivation
Need for achievement
Socialized power motive
Self-efficacy

Expertise & Knowledge
Knowledge of environment
Functional expertise
Social expertise

Public Service 
Executive competencies
(Public Service Commission, 1999)

Cognitive capacity
Creativity
Visioning
Action management
Organizational awareness

Teamwork
Partnering
Interpersonal relations
Communication

Stamina/stress resistance
Ethics and values
Stable personality
Behavioural flexibility

Self-confidence

Domain Knowledge

Managerial Skills
& Traits (Yukl, 1999)

Analytical ability
Logical thinking
Concept formation
Judgement
Problem-solving skills
Creativity

Empathy
Social sensitivity
Understanding of behaviour
Communications skills
Persuasion skills

Openness to experience
Integrity, character, courage
Emotional maturity
Confidence & composure
Flexiblility & self-monitoring
High energy & stress tolerance

Socialized power motive

Technical proficiency

TTAABBLLEE 11.. AApppprrooxxiimmaattee EEqquuiivvaalleenncciieess aaccrroossss LLeeaaddeerrsshhiipp// 
MMaannaaggeemmeenntt TTaaxxoonnoommiieess
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Managerial Competencies
(Spencer & Spencer, 1993)

Analytical Thinking
: sees implications of situations
: analyzes issues systematically
: anticipates obstacles

Conceptual Thinking
: sees non-obvious patterns
: notices discrepancies
: rapidly identifies key issues

Impact & Influence
: uses data or information
: appeals to reason or logic
: uses examples

Teamwork & Co-operation
: improves morale, resolves 

conflicts
: involves others, solicits imput
: gives credit or recognition

Developing Others
: gives constructive feedback
: reassures after difficulties
: coaches, suggests, explains
: gives developmental 

assignments
Interpersonal Understanding
: knows others’ attitudes & needs
: reads non-verbal behaviour
: understands motivation

Team Leadership
: communicates high standards
: stands up for group, gets resources

Relationship Building

Initiative
: seizes opportunities
: handles crises swiftly
: pushes envelope of authority
: shows tenacity & persistence

Self-confidence
: confident in abilities 

& judgement
: enjoys challenging tasks
: questions/challenges superiors
: accepts responsibility for failure

Assertiveness
: sets limits
: sets standards, demands quality
: confronts performance 

problems
Information Seeking
: gathering information 

systematically
: curious, asks diagnostic 

questions

Achievement Orientation
: sets goals
: measures progress 

& performance
: improves efficiency/

effectiveness

Organizational Awareness
Technical Background

Leader Attributes
(Gardner, 1990)

Intelligence & judgement
Planning & setting priorities

Skills in dealing with people
Understanding of followers
Capacity to motivate

Courage, resolution
Trustworthiness
Confidence
Dominance, assertiveness
Flexibility
Physical vitality & stamina

Need to achieve
Willingness to accept responsibility

Task competence

Leadership Competencies
(Tett, et al., 2000)

Problem awareness
Short-term planning
Strategic planning
Creative thinking
Monitoring

Motivating by authority
Motivating by persuasion
Team building
Listening
Oral communication
Public presentation
Developing self & others
Tolerance
Cultural appreciation
Directing
Decision delegation
Co-ordinating
Goal-setting

Compassion
Co-operation
Sociability
Politeness
Political astuteness
Assertiveness
Seeking input
Dependability
Initiative
Urgency
Decisiveness

Task focus

Occupational acumen
Productivity
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Toward the CF Context-Specific Framework. CFLI researchers
Alan Okros, Karol Wenek and Robert Walker conceptualized a
draft macro-to-micro CF leader hierarchy of leader capacities.14

It was determined, however, that for creating a CF leader tax-
onomy and context-specific leader structure reflective of the
rapidly changing times and militarily unique professional prac-
tices, recently published research and generic literature were
inadequate. The literature had not kept up with evolving lead-
ership challenges. As examples of the shortcomings in the lit-
erature, aspects of the research preceded much of this current,
explosive information era, the “learning organization” phe-
nomena, and leadership of emphatic change on a hostile globe. 

The earlier leadership research and resulting literature of the
industrial era and the Cold War period that ended just over
15 years ago, had explored generic and military leadership
mostly as position-based and interpersonal transactions with
relatively static organizational backgrounds of situational
variables – a reflection of Henry Ford’s time rather than Bill
Gates’ era. Only recently has leadership been redefined for its
transformational emphasis and impact on both people and
institutions through a leadership of inspiration and change
within a learning-organization setting. This project enhanced
existing literature and research by addressing these factors.

Additionally, the generic “industrial” literature has not addressed
the concept of professionalism nor dealt with profession-integrated
or profession-dominated institutions such as articulated in Duty
with Honour: The Profession of Arms in Canada. The Canadian mil-
itary’s profession of arms has its own unique characteristics of
expertise, responsibility and identity, characteristics that
demand specific and unique leader attributes not addressed in
generic taxonomies and frameworks. The internalization of the
military ethos, its beliefs, values and expectations, is fundamen-
tal to a military life and career with its unlimited liability, spirit
of self-sacrifice and dedication to duty in life-threatening situa-
tions and theatres, without regard to personal fear or danger.
That ethos includes a fighting spirit with the moral, physical and
intellectual qualities to achieve success in military operations, an
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adherence to a personal and professional discipline to achieve
objectives through unit cohesion and a high emphasis on team-
work that maximizes individual cooperation.

The challenge, therefore, was to develop an effective leader
framework that would surpass all current frameworks as one
that fully accommodated the evolving and increasingly effec-
tive leader practices needed in the CF, including the unique
leader attributes of an internalized ethos and moral reasoning
of a professional ideology, and learning/change capacities.
Through modification and tailoring of Zaccaro’s five-element
taxonomy (See Table 1) created from extensive research of
military and non-military leadership, and with due consider-
ation of a number of other leader-qualities taxonomies, a CF
leader framework was created.

Wenek previously articulated how the classic taxonomy of tech-
nical, cognitive and interpersonal skills had evolved into a taxon-
omy of five categories – moral, technical, interpersonal, cogni-
tive, and adaptable.15 In more recent writings, Wenek grouped
the elements into five general categories: knowledge and
skills/expertise, cognitive abilities, social capacities, personality/
adaptability, and motivation/values/professionalism.16 Zaccaro’s
five categories and Wenek’s five-class taxonomy have strong and
justified similarities. The amalgamation of requisite CF leader
capacities relied heavily on these consolidations by Zaccaro and by
Wenek, as well as on guidance from other sources. 

The Requisite CF Leader Elements. Consolidation of the find-
ings in the literature on requisite leader competencies, and on
structuring taxonomies to best reflect the interdependent and
interactive clusters of necessary leader attributes (Table 1),
confirmed that effective leaders, as they acquire experience
and advancement, especially require: strong cognitive/think-
ing capacities; flexible and articulate social/behavioural
capacities; capacities to respond to and shape change in
learning-organization settings; and technical expertise and
institutional knowledge; all integrated with a professional
ideology that supports a mastery of the profession of arms. 
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16 ATTRIBUTES (IN BOLD) WITHIN 5 ELEMENTS
ACROSS THE LEADER CONTINUUM

The focus, scope, magnitude of Competencies for
responsibilities related to the leader attributes will vary
with rank, leader level, position, etc., and usually
increase with time in CF, rank, seniority and credibility.

Expertise consists of Specialist (Military
Occupation Classification) and Technical (clus-
ters, e.g., combat arms, sea trades, aircrew) profi-
ciencies, an understanding and development of
the Military and Organizational environments,
and the practice and eventual stewardship of the
profession of arms, with the capacities to repre-
sent and transform the system through applica-
tions at the Strategic and Institutional levels.

Cognitive Capacities consist of: a problem-solving,
critical, Analytic, “left-brain” competence to think
and rationalize with mental discipline in order to
draw strong conclusions and make good deci-
sions; plus an innovative, strategic, conceptually
Creative, “right brain” capacity to find novel
means, “outside the box” ends, and previously
undiscovered solutions to issues and problems.

Social Capacities consist of a sincere and mean-
ingful behavioural Flexibility to be all things to
all people, combined with Communications
skills that clarify understanding, resolve conflicts
and bridge differences. These capacities are
blended with Interpersonal proficiency of clarity
and persuasiveness, Team relationships that
create coordination, cohesion, trust and com-
mitment, and Partnering capabilities for strate-
gic relations building.

A FRAMEWORK
OF 5 LEADER

ELEMENTS

EXPERTISE

COGNITIVE
CAPACITIES

SOCIAL
CAPACITIES
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TTAABBLLEE 22.. TThhee LLeeaaddeerr FFrraammeewwoorrkk –– 55 EElleemmeennttss,, 1166 AAttttrriibbuutteess

Therefore, by consolidating and incorporating this supportive
leadership literature into a systematic and sequential catego-
rization process that included the context-specific dynamics
of a profession of arms institution, five leader elements were
identified as collectively constituting a CF leader framework
– EExxppeerrttiissee,, CCooggnniittiivvee CCaappaacciittiieess,, SSoocciiaall CCaappaacciittiieess,, CChhaannggee
CCaappaacciittiieess,, and PPrrooffeessssiioonnaall IIddeeoollooggyy.

Brief descriptions of the leader elements and their attributes
are provided at Table 2. A total of 16 attributes required of all
CF leaders are nested within these five elements. Each attrib-
ute in turn would consist of a collated grouping of position-,

Change Capacities involve Self-development,
with risk and achievement, to ensure self-
efficacy, Group-directed capacities to ensure unit
improvement and group transformation, all with
an understanding of the qualities of a CF-wide
Learning Organization, applications of a learn-
ing organization philosophy, and the capacity of
strategic knowledge management. 

Professional Ideology consists of an acute aware-
ness of the unique, theory-based, discretionary
body of knowledge at the core of the profession
with an Internalized Ethos whose values and
beliefs guide the application of that knowledge.
The discretionary nature of military knowledge
requires keen judgement in its use and involves
Moral Reasoning in thinking and acting, 
shaped by the military ethos. Professional Ideology
underpins a leader exemplar with Credibility/
Impact who displays character, openness,
assertiveness and extroversion that ensures the
necessary effect by and from the leader.

CHANGE
CAPACITIES

PROFESSIONAL
IDEOLOGY
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level-, and role-specific competencies which are not yet iden-
tified. They would, however, be in line with human resources
systems needs, i.e., performance assessment, succession plan-
ning, promotion, etc. 

Important to this leader framework development were some
practicalities – for the framework of leader elements and
attributes to be sufficiently extensive as to be thorough and
useful, but not to be so complex as to be incomprehensible
and useless in its application. The 16 leader attributes within
the taxonomy of 5 leader elements have been constructed
accordingly, so as to constitute the minimum, finite but suffi-
cient number of such leader components for all military mem-
bers engaged as leaders, regardless of level, rank, role, goals
or responsibilities. The framework design is based on the
understanding that the 5 elements and 16 attributes will sup-
port competency profiling for the primary leader roles and all
other leader roles subsequently determined.

The 16 attributes represent the fundamentally necessary, but not
necessarily sufficiently specific, detail for all leadership. These
attributes also reflect the “chronology” of some of the elements.
For example, Expertise evolves through a career from techni-
cal/specialty finesses to a comprehension of military/organiza-
tional wherewithal, and on to a sophistication with experience
and seniority of strategic and institutional leader roles and
responsibilities. In contrast, Professional Ideology needs to be
“front-end loaded” as new CF members are introduced abrupt-
ly to military norms and expectations of behaviour, of values,
of respect and commitment, integrated with technical skills
training, all as a foundation for worth and professionalism.  

The inter-relationship of the five leader elements are best
depicted as an assembly of joined puzzle pieces in a schemat-
ic that visually represents the interconnectedness and inter-
dependency of the leader elements. Only collectively would
the elements make effective leadership possible. Figure 4
reflects that inter-relationship.
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FFIIGGUURREE 44.. AA LLeeaaddeerr FFrraammeewwoorrkk:: 55 LLeeaaddeerr EElleemmeennttss –– 
1166 LLeeaaddeerr AAttttrriibbuutteess

Readers familiar with leader-element taxonomies will recog-
nize the motivational, concise, three-element framework used
by the American military: “Be, Know, Do”. This “motto”
reflects the crucial components of dedicated leadership at all
levels for the US forces. As one template for comparison, it
dovetails appropriately with the CF leader elements. Figure 5
(page 42) represents that comparison.

Section 6: The Professional Development Framework

The Professional Development Framework (Figure 6), with a
“quartering” of the continuum of leader levels – junior, inter-
mediate, advanced and senior levels – undertaken for
explanatory purposes, represents the full template for identi-
fying, defining, and professionally enhancing the leader ele-
ments. Figure 6, however, even with a hypothetical progres-
sive professional/leader development process stretched across
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its frame, is but a skeletal schematic of the leader elements
and leader levels of the Professional Development
Framework. Table 3 provides substantially more information.

FFIIGGUURREE 55..AAmmeerriiccaann aanndd CCaannaaddiiaann MMiilliittaarryy TTeerrmmiinnoollooggyy:: 
LLeeaaddeerrsshhiipp

Table 3 reflects that development at the more expansive
leader levels – advanced and senior – is founded on develop-
ment at the less expansive leader levels – junior and interme-
diate. Additionally, the foci reflect the transition in leadership
from a predominantly leading-the-people emphasis at junior

U S A

BE

KNOW

DO

CANADA

To be and to function 

as professionals through

PROFESSIONAL IDEOLOGY

To know how to analyze 

and to create through

COGNITIVE CAPACITIES.

To know how to relate 

and to explain through

SOCIAL CAPACITIES.

To know how to evolve and to

shape change through

CHANGE CAPACITIES.

To do specialist, technical, 

military, organizational, strategic

and institutional EXPERTISE.
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and intermediate levels, to a predominantly leading-the-institution
commitment at advanced and senior levels.

The content of Table 3 is even more readily comprehended
when supplemented by additional descriptive material in this
chapter. This text contains several examples and related
information relevant to leadership that were extracted from
the reports and initiatives of other nations’ militaries, and
that are crucial as components for a CF Professional
Development Framework.

FFIIGGUURREE 66..TThhee PPrrooffeessssiioonnaall DDeevveellooppmmeenntt FFrraammeewwoorrkk

Expertise has a natural chronology. Early careers are spent
with a training focus on military occupational specialties of
technical knowledge and expertise. Such specialities are clus-
tered into navy, army and airforce groups such as sea trades,
combat arms, or aircrew. With increased leader responsibili-
ties, the relevant expertise must expand into strong military
and organizational knowledge, education and information. At
advanced and senior leader levels, the expertise is all about
strategic wherewithal and institutional wisdom necessary for
functioning in a global, multinational security environment
while concurrently understanding the machinations of gov-
ernment, political parties, other government departments, as
well as the differences between the Department of National
Defence and the Canadian Forces.
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At these top leader levels, for example, Expertise predomi-
nantly consists of the capacities to transform the system
through institutional and strategic activities. Knowledge is
continually acquired through advanced-level courses at
national and international institutions, complex self-development
and slow-growth, but crucial career experiences. Senior
leader expertise would generate consequences such as the
necessary operational capacity being met through resource
allocation or force structuring, mastery of civil-military rela-
tions, and CF-wide transformation oversight. Such Expertise,
being knowledge-based, needs to be integrated with cogni-
tive, social and change capacities, and a professional ideology,
in order to ensure its effective utilization.

Cognitive Capacities, consisting predominantly of analytical and
creative attributes, would require exceptional abilities to analyze,
create, diagnose and envision, especially at the most senior leader
level. In one relevant study, Australian Eric Stevenson, while
examining conceptual complexity capacities across leader levels,
researched the differences in mental models, sometimes called
cognitive maps, frameworks or mental constructs, between trans-
formational and transactional leaders across the Australian
Defence Force “trainee, middle and senior” officer levels.17

Stevenson proposed that mental models were constructed differ-
ently, in terms of structure and sophistication of ideas, between
effective and less effective leaders. His study established a signifi-
cant and positive correlation between effective military officers and
well-structured mental models. The content of the mental models
differed between transformational and transactional leaders. 

Social Capacities for effective leaders include behavioural flex-
ibility and strong communication skills needed at interperson-
al, team, and organizational/institutional levels, levels which
in themselves represent a continuum of increasing complexity.
Factors that contribute even more to this increasing complex-
ity are CF engagements in volatile national and international
arenas, with multicultural participants, non-military partners,
CF members with well-being concerns versus unlimited-liability
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responsibilities, and culturally diverse civilian partners as well
as CF recruits. Leaders need the social capacities to be flexible
in their leader roles, always with authenticity and sincerity.
That flexibility in roles would allow differentiation needed to
work with different groups, cultures, nationalities, but that
flexibility also must be sufficiently consisten so that a syn-
drome of imposture or deception is not perceived in error.

A example of current research on social capacities was conduct-
ed by American researchers Michael Mumford and colleagues.18

They studied social skills and cognitive skills over six grade-levels
of US military officers in order to create an organization-based
model of skill development. They established that it was insuffi-
cient for leaders to just solve ill-defined and complex organiza-
tional problems. Leaders required as well, the social capacities to
formulate solutions in complex organizational environments that
were workable in accordance with the multiple constitutencies
represented by diverse people. They coined the term “complex
organizational wisdom” for the social capacities that could be
developed through mentoring by senior leaders, novel assign-
ments, solving problems requiring the respondent’s autonomy,
risk-taking, sequential and updated environmental assessments,
and long-term solutions for the multiple subsystems.

Change Capacities for leaders include the first step of self-
development to ensure self-efficacy, non-risk-aversion and exper-
imentation, even before any leader takes initiatives to transform
and improve a team or unit, or to attempt learning-organization
applications at organizational and institutional levels. A cluster
of West Point-affiliated leadership experts, George Forsythe,
Paul Bartone and others19 utilized Robert Kegan’s20 theory of
identity development to study how much officers understood
who they were as military professionals. They explored the way
that officers think across junior to senior levels, how they “make
meaning”, particularly with respect to the American “Be, Know,
Do” framework for leader development, and how they evolve
from single perspectives at young ages, to multiple perspectives
with maturity, on to simultaneous multiple perspectives and, at
the fourth Kegan stage, to have constructed a personal perspective on
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EXPERTISE
TACTICAL TO STRATEGIC

Security Expertise

• Scope and content moves from knowledge to expertise
with accompanying expansion to a strategic understanding
of the domain of security.

• Shift from knowledge to expertise requires ability to apply
the philosophy and principles that govern the generation 
and employment of military capacities (knowledge + phi-
losophy = expertise) and strategic, institutional co-existence
among peer ministries, foreign defence agencies.

• Expertise at this stage clearly is dependent upon the 
complementary development in Professional Ideology, a full
understanding of the Profession of Arms.

Defence Knowledge

• From information to knowledge, incorporating a broad
understanding of CF and defence as a key component of
security and government functions.

• Shift from information to knowledge requires additional
perspective of understanding the rationale and purpose of
intended actions; the generalized outcomes, which are to
be achieved (information + purpose = knowledge).

Military Information

• How MOC contributes to larger formation capabilities.
• Understanding not only what to do but the context in which

this occurs (data + context = information)
• Examples: Effects-Based Operations, context of incremental

information on democratic systems, international law, civil
control of military.

Technical & Tactical Procedures

• Learning standard Military Occupation Classification (MOC)
and sea/land/air procedures.

• For initial leader roles, acquiring an overview of such stan-
dards and procedures, small group tactics.
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COGNITIVE CAPACITIES
ANALYTIC TO CREATIVE/ABSTRACT

Knowledge Creation

• Able to generate, organize and manage the theory-based
body of knowledge applied across the profession.

• This goes beyond the analytic, creative and judgement
capacities needed to adapt the profession to the  external
environment, and expands to include the obligation to
update and extend the profession’s unique body of knowl-
edge to ensure that the profession is discharging all of its
responsiblities to society in the most effective manner.

• Strong parallel to cognitive capacities at advanced academ-
ic post-graduate levels – masters the particular academic
discipline but also generated new knowledge.

Mental Models

• Inductive and deductive reasoning skills to create, adapt
and generalize knowledge both from one’s own previous
learning & experiences as well as other domains such as
professional literatures.

• Conducts abstract reasoning and draws on appropriate profes-
sional orientation to be able to understand desired outcomes.

• Aware of assumptions embedded in the ‘military’  way of
framing issues, testing working hypotheses, operating with-
in the academic discipline of ‘military thinking’.

Theories & Concepts

• Able to reason, moving from the concrete to the abstract,
from procedures and rules to principles.

Theorems, Practical Rules

• Reasoning at this level is intended to identify the appropri-
ate task procedures using simple theorems, practical rules
or established scientific principles/laws.

• Interacting, interconnected with Expertise, the two elements
represent a ‘cookbook’ approach to problem solving and
task accomplishment with limited capacity for innovation.
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SOCIAL CAPACITIES
INTERPERSONAL TO INTER-INSTITUTIONAL

Strategic-Relations Building

• Relations to the concept of Leading the Institution, relies on
secondary and tertiary influence processes for the senior
leader to communicate institutional priorities and strategic
intent across organizational systems.

• Builds open teams such that immediate subordinates can
contribute novel ideas and can critique taken-for-granted
assumptions.

• Externally focused capacities pertain to building and main-
taining strategic relations with others engaged in the broad
security arena and related national/governmental initiatives.

Group Cohesiveness

• At this level of larger or multiple unite/team/groups, is
involved in aspects of Leading the Institution, applies broad
influence processes to ensure internal cohesion, fostering
commitment and supporting subordinate leaders while also
engaging in effective boundary spanning activities especial-
ly in joint or multi-national operations.

Individual Persuasion

• Social skills for Leading People, particularly the abilities to
effectively influence others ‘one-to-one’ or small-group,
using some range of influence behaviours appropriate to
the characteristics of the situation, the followers and the
individual leader.

Team-Oriented Followship

• Aware of group norms, minimum leader style flexibility.
• Moderate communication capabilities applied through

baseline interpersonal skills reflecting an awareness of
basic influence factors, group diversity issues and non-prejudicial
self-behaviour.
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CHANGE CAPACITIES
OPENNESS TO PARADIGM SHIFTING

Multi-Institutional Partnering

• Focus is external, on changing others’ understanding of the
military as a strategic political capacity, and internally on
implementing internal change initiatives.

• In this latter regard, there is an emphasis on the initial
stages of anticipating change, effectively contributing to the
change, and monitoring and adjusting initiatives over the
change period.

• Senior leader initiatives exist to transform and improve a
team or multiple units, or to attempt learning-organization
applications at organizational and institutional levels.

Group Transformation

• Able to adapt and align groups or sub-systems to the broad-
est requirements of the institution while ensuring the 
tactical proficiency and effective integration of individuals
and small teams/sections within the larger formation.

Self-Efficacy

• Capacities at this stage are focused on the individual’s abil-
ities to monitor self-efficacy, engage in self-reflection, make
early commitments to self-development, and adapt one’s
behaviours to the social environment/context in which one
is functioning.

External Awareness

• Minimal expectation in change capacities would be a gen-
eralized orientation and awareness of changes occurring
enternal to the CF, and the CF transformational efforts, as
means of signalling the importance of practicing openness
to externally-driven change.
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PROFESSIONAL IDEOLOGY
INTERNALIZING TO STEWARDSHIP

Stewardship of the Profession

• Core capacities are related to managing collective profes-
sional identity – the key issue of articulating what the pro-
fession is, what it stands for and what it believes in.

• Able to engage in very abstract reasoning, exemplifies at the
highest stages of moral/identity development, in particular,
the capacity for independent judgement of the profession’s
core philosophy, ideology and principles.

• This capacity is integrated with acquisition of related capa-
bilities in Cognitive and Change Capacities.

Cultural Alignment

• Guides framing of problems, interactions with others, to
apply leader influence to shape or align the extant culture
to be consistent with the ethos.

• Contains some of the most complex challenges in achieving
competing Institutional Effectiveness objectives – mission
success versus member well-being; internal synchrony and
stability versus external adaptability and experimentation.

Self-Regulation

• Conducts basic self-regulation, avoiding obvious ethical 
violations and not displaying behaviours which erode the
reputation, image or credibility of the profession; essentially
a journeyman stage of professionalization.

• Abides by the principles of the Defence Ethics Program.
• Capable of serving as an example.

Normative Compliance

• Understands the concepts and practices of the profession of
arms at an introductory level. At a minimum practices mili-
tary group norms, adheres to discipline demands.

• As an ab initio professional (apprentice), looks externally
(to supervisors or codes of conduct) for guidance as to the
appropriate behaviours in specific circumstances.
Internalizes values minimally.

LE
A

D
ER

 L
EV

EL

SE
N

IO
R

AD
VA

N
C

ED
IN

TE
R

M
ED

IA
TE

JU
N

IO
R



C H A P T E R  2 51

S T R A T E G I C  L E A D E R S H I P  D E V E L O P M E N T :
INTERNATIONAL PERSPECTIVES

relationships and societal ideals. They observed that this fourth
stage of  Kegan’s Identity Development scale (a self-authored
system of values; personal perspective on relationships and
societal ideals; independence from the existing institution) may
be required to truly lead a profession, as opposed to being just
a member imbedded within it.

Professional Ideology occupies a privileged position in the
Professional Development Framework. The other four ele-
ments of the Framework – Expertise, Cognitive Capacities,
Social Capacities, Change Capacities – are present in most
effective organizations. Only when these elements are shaped
by a Professional Ideology (depicted in Figure 6 as concentric
rings, like an old-fashioned sonar burst) do all five elements
coalesce into a collective, interdependent, “Rubik’s Cube” of
effective leader elements needed for achieving complete insti-
tutional effectiveness. 

Significantly, Professional Ideology claims a unique, discre-
tionary, theory-based body of military knowledge authorita-
tive in a functional and cognitive sense, along with a military
ethos that guides and adjudicates how that knowledge is used.
The theory-based knowledge consists of the General System of
War and Conflict comprising policy, strategy, operational art
and tactics. The military ethos consists of three components:
Beliefs and Expectations about Military Service; Fundamental
Canadian Values; and the Core Military Values, as articulated
in Duty with Honour.  Professional Ideology demands doing
good work over self-interest, and effectiveness over efficiency.
A professional ideology stands in contrast to a bureaucratic
ideology with its “ethos” of managerialism and a market ideol-
ogy with its “ethos” of entrepreneurialism.

The Outcomes – The Successes

SSeeccttiioonn 77::  AApppplliiccaattiioonnss aanndd FFeeeeddbbaacckk

Referring once more to Figure 1, the confluence within the
flowchart of the institution, as depicted by the CF
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Effectiveness model, and the CF leadership as depicted by the
Professional Development Framework, has generated the
institution-leadership congruence required and pursued for
successful CF Applications. With leadership becoming
increasingly complex as the 21st century progresses, effective
CF leadership requires strong and diverse capacities and
attributes. The relevance of the Professional Development
Framework to generate these capacities and, therefore, to
ensure the institutional effectiveness of the CF, is best exem-
plified through real-time and current applications.. 

To demonstrate that the Professional Development Framework
is relevant and applicable at all levels of the institution and the
leadership, six current CF Applications, consisting of micro
through macro examples, are described in detail, below:

• The applicability of 360° assessment feedback to indi-
vidual leader development;

• The senior CF leaders’ contingent’s professional devel-
opment needs and challenges;

• Effective professional development methodologies and
learning strategies;

• Review and reform in the CF’s current human
resources/personnel systems;

• Evolving operational leader challenges in warfighting,
while nation building;

• CF Transformation, six Chief of the Defence Staff (CDS)
Principles, and the Professional Development Framework.

360° Assessment Feedback. The argument is that institutional
effectiveness for an organization can be attained if the requisite
leader capacities necessary for institutional effectiveness are
present and applied. Leader capacities do benefit from profes-
sional development, of which one methodology is self-development.
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(Self-development is a foundational attribute of the Change
Capacities element of the Professional Development
Framework.) One outcome of self-development is self-awareness,
and one means for acquiring self-awareness is valid feedback
from a variety of “stakeholders”, of professional colleagues,
which in the CF would be superiors, peers, subordinates and
other working colleagues inside and outside the CF. One effec-
tive means for acquiring valid feedback on leader behaviours,
strengths and shortcomings, is a well-designed and well-conducted
multi-rater 360º feedback process with professional debriefs
and appropriate follow-up, support, and guidelines for person-
al/professional development.

As an example, the Canadian Forces College (CFC) has uti-
lized self-report assessment processes with senior officers to
enhance their self-awareness and focus on personal develop-
ment. In 2003, CFC expanded student assessment processes
to include the completion of 360° assessment feedback inven-
tories and provision of developmental feedback. The proce-
dures became a course requirement for officers attending the
annual Command and Staff Course (CSC).21 A context-specific
360º feedback instrument, adequately encapsulating the
Professional Development Framework’s five leader elements,
was specifically designed for the CSC mid-level leaders. 

Senior Leader Professional Development. The professional
development needs of senior leaders were identified through
a substantial research effort, including a thorough analysis of
the suite of 2020 CF documents, other military sources, and
the generic leadership literature. Recent interviews by CFLI
with senior officers and NCOs underscored the need for
ongoing development,22 but also revealed unique challenges
for senior leader professional development.23 Contrasted with
valid and well-founded needs articulated by senior military
members for increased breadth, depth and time for senior
leader development was the absence of availability and time
among these same senior leaders. Any learning initiative,
therefore, needed to be convenient and succinct, with no
time wasted and limited time “lost” at the office. Solutions
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would exist only through selection of the most beneficial sub-
ject matter and the most appropriate learning strategies. 

Not surprisingly, the areas for professional development
for senior officers identified by CF senior officers fit
appropriately into the Professional Development
Framework. As examples, for advanced and senior leaders
focusing on institutional leadership, increased emphasis
on adult-learning strategies would be most appropriate to
develop top-level leader elements in the Professional
Development Framework. Examples are professional
Expertise related to institutional and strategic capabilities
(e.g., understanding and influencing “how Ottawa
works”), Cognitive Capacities (e.g., complex organization-
al wisdom, innovative thinking), Social Capacities (e.g.,
leader flexibility, effective communication when partner-
ing with international organizations), Change Capacities
(e.g., learning-organization information-sharing applica-
ble to simultaneous warfighting and nation building), and
Professional Ideology (e.g., proactively, beyond osmosis,
becoming exemplars, custodians, stewards of the profes-
sion, using moral/ethical reasoning, balancing
autonomous thinking with conformity to team norms and
membership, etc.). Subject matter that would pull togeth-
er these learning foci could include: Stewarding the
Profession, “Understanding Ottawa” and “Working the
Town”, Visioning, Leading & Implementing Change, Being
a Strategic Leader, Integrating the Major Internal Systems,
Advancing Member Well-Being & Commitment, or
Creating the Effective Institutional and Strategic Leader.

With extensive senior service and significant experience also
comes the need for professional development to establish a
deeper, inculcated and complex Professional Ideology. This
Professional Ideology, having been important from the outset
of a military career, needs to be expanded and continued
throughout that military career in line with the increasingly
more senior responsibility for institutional and strategic roles. 
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Professional Development Strategies for Leader Capacities.
Until recent years, through the industrial era and until the
end of the Cold War, leadership research and leadership
development had focused almost exclusively on generally cir-
cumscribed and static leader-situation-follower scenarios.
The pedagogical approach – teacher-centred information dis-
semination – for the professional development of these lead-
ership circumstances reflected this restrictive focus. 

With a more complex world has come a more complex per-
spective, one with great expectations for senior leaders to
manage and shape perpetual change in a professional manner.
The need is for dynamic solutions through leading that
change, leading the institution, and influencing the external
environment. As Figure 3 indicated, the transition from the
industrial to the information eras has included a worksite
transformation from a work orientation to a worker/leader ori-
entation, this being one major cause behind that expectation
for dynamic solutions. These are the circumstances of the new
information era, for which expanded and effective CF leader
development strategies and methodologies are crucial.

To address the challenges of successful strategic leadership by
senior institutional CF leaders, this current and urgent need for
improved learning strategies and methods exists to support the
acquisition by CF leaders of superior leader capacities. With
leadership having been described as a taxonomy of clusters of
interconnected requisite capacities, the enhancement of leader-
ship as an institutional requirement is best addressed through
a variety of leader developmental methodologies. Proven “best
practices” for learning systems and strategies are needed now. 

CF Human Resources Systems Reform. The importance of
reform of CF HR systems was addressed extensively in
Chapter 7, “Ensuring Effective Succession of Institutional
Leaders”, of Leadership in the Canadian Forces: Leading the
Institution. The subject will be reviewed briefly here in rela-
tionship to the relevant application of the Professional
Development Framework. 
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Senior leaders are policy overseers, strategic decision-makers
and executive communicators, utilizing their sophisticated
awareness of human capacities and human resources (HR)
systems to ensure that these systems are current and effec-
tive. Examples of such systems are the recruiting/selection
system, performance appraisal and promotion, HR manage-
ment and career management, and succession planning.24

The Professional Development Framework, as the instru-
ment for categorizing the requisite human/leader capacities,
can act as a conceptual foundation for reviewing and restruc-
turing current HR policies, programs and procedures, hence
the Framework is important to leaders of the institution.
Applying this framework of capacities to the different HR
programs and procedures would improve them and increase
their relevance.25 Some of the broader HR policy implications
can be:

• Recruiting and Selection. The existing CF entry-level
recruiting and selection model is based primarily on iden-
tifying those most likely to complete initial technical train-
ing, using previous academic performance and general
learning ability, as well as previous “reliability” behaviours
to screen out those unlikely to adapt successfully to mili-
tary training and lifestyles.  The Professional Development
Framework supports a more comprehensive model for
recruiting and selection through incorporating, and assess-
ing, moral reasoning, identity development, balancing
autonomous thinking with conformity, and assessing the
propensity to inculcate a professional ideology.   

• Performance Appraisal & Promotion. Performance
appraisal, when used for promotion decisions, is sim-
ply another selection process applied to the eligible
internal population of contenders. The Professional
Development Framework provides a broader conceptu-
al basis to identify significant and meaningful disconti-
nuities in capacities from one rank to the next or one
leader level to the next. 
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• Career Management. The Professional Development
Framework is applicable in circumstances demanding
significantly different leader attributes and capacities,
such as situations with competing institutional out-
comes, e.g., mission success versus member well-being,
and internal organizational stability versus shaping
change to ensure external adaptability. Career manage-
ment systems would need senior members and adminis-
trators capable of identifying and discriminating among
the crucial qualities and capacities of senior leaders. (As
stated elsewhere, think cool Colin Powell versus Stormin’
Norman Schwartzkopf, Gulf War I, 1990s! Think, too, of
the dynamics of leadership, if these two individuals had,
instead, the responsibilities of each other’s positions!)

• Succession Planning.. An integrated “leading the insti-
tution” philosophy is mandatory in the effective coor-
dination of any organization’s succession planning
requirements. Only with complete development of
upcoming successors in the leader domains identified
in the Professional Development Framework can an HR
succession planning system work. That system must
ensure that the very best institutional leaders will
inherit the responsibilities to effectively transform the
CF and lead it further into the 21st century.

Effective leadership, as captured in the Professional
Development Framework, is possible through the presence of
current, interconnected, requisite expertise and capacities. The
leader’s professional ideology, being far more than a sense of
right-mindedness and a list of positive attributes, will pervade
leader expertise and the cognitive, social and change capacities.
Ensuring that the right members are in the right positions at the
right levels with the right responsibilities is achievable and
implementable through modernized and flexible HR processes
that incorporate the Professional Development Framework. 

Operational Leader Challenges While Nation Building. As
stated in Section 4, Canadian Forces Leader Issues, current CF
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member deployments in Afghanistan reflect the most recent
and tragic complexities in leadership challenges. CFLI’s
Director, Colonel Bernd Horn26, through research in
Afghanistan, identified unique tactical, operational and strate-
gic leadership challenges evolving from the singular character-
istics of leading soldiers in an Afghan version of the “three
block war” – warfighting, conflict resolution, and nation
building through humanitarian endeavours. Horn described:

• tactical level leadership as requiring a mix of the main-
taining of a fighting spirit and a sustained morale, fac-
ing the realities of fleeting and deadly attacks unable to
be proactively anticipated, sustaining a healthy outlook
among soldiers toward the general population while
difficulty exists to breach the cultural barriers, and
overseeing action-oriented tactical leadership while
also continually improving upon working relationships
with the host nation’s forces and citizens; 

• at the operational level of leadership, the challenge
begins with generating a comprehensive understanding
by all members of the nature of fourth generation war-
fare (which Horn defines as a nonlinear, asymmetric
approach to war in which agility, decentralization and
initiative are instrumental to success) and, specifically,
the nature of the insurgency that grips Afghanistan,
complicated by the reality that the resolution of politi-
cal and economic issues being far more critical to suc-
cess than purely military action; and

• the achievement of strategic goals only through the
vehicle of an effective campaign plan that in itself is a
difficult balancing act requiring agile thinking, flexible
conduct, distributed leadership and decentralized ini-
tiatives, and with a culture among military
members/followers of similar adaptability, agility of
thought, and timely decision-making, all in an ambigu-
ous, complex and lethal environment. Simultaneously,
strategic leaders must ensure national support from a
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Canadian public, maintain a sustained war effort with-
out alienating taxpayers nor losing their support as
casualties increase, and adopting the 3D diplomacy-
development-defence approach at a national level.

Afghanistan represents the volatile, unpredictable, complex and
multi-layered challenges of an ambiguous operational theatre for
CF leaders at all levels. These challenges demand truth, duty and
valour in its individual leaders leading people, and tenacity,
decisiveness and versatility in its leader corps leading the CF
institution. These challenges demand highly developed leader
capacities as represented in the Professional Development
Framework – newfound expertise for a 3D theatre, cognitive
capacities that respond to the flexible and immediate demands
for decision-making, flexible social capacities to communicate
this complexity to the fighting forces and to respond with
alacrity to the cultural, political and diplomatic requirements of
the job, and a professionalism of character and morality that
reflects Canadian and CF values. Once again, this Framework
has substantial relevance to institutional effectiveness for the CF,
in this case in a foreign operational warfighting arena demand-
ing exceptional tactical, operational and strategic leadership.

CF Transformation, CDS Principles and the Professional
Development Framework. The Professional Development
Framework was designed for applicability across the micro-
to-macro CF circumstances of leadership. At the macro, insti-
tution-wide, level, the Framework has substantial applicabil-
ity for the  current CF Transformation (2005 and on)27 in
which the CDS’ vision includes changing the way the CF is
structured and equipped, and its members trained and edu-
cated to execute military missions.  

At the heart of this vision is a new focus on Canada as an oper-
ational theatre like any other operational theatre, organized and
commanded by one joint force commander as opposed to a
number of command arrangements from previous historical
developments.  Within this strategic context, the CDS has iden-
tified six key principles applicable to the transformation efforts
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and to guide the success of this mission of  transformation.28

These principles will guide the reshaping and renewal of CF cul-
ture and will create a shared ethos fundamental to a CF that is
relevant, responsive and effective in an increasingly unstable and
complex strategic environment. Not surprisingly, recently creat-
ed CF professional and leadership doctrine in CF manuals Duty
with Honour and Leadership in the Canadian Forces: Conceptual
Foundations fully supports this new agenda. In addition, the
Professional Development Framework substantiates a system of
professional development to meet the CF professionalism and
leadership requirements for this CF transformation to ensure
mission success in an ever-changing and deadly battlespace. 

The six principles identified by the CDS are:

• Canadian Forces Identity. The first loyalty is to Canada.
Service personnel must look beyond their environments
and unit affiliations to identify with the CF “wholistical-
ly” and to serve Canada with commitment.

• Command Centric Imperative. To establish a distinct and
unambiguous chain of command that integrates strategic,
operational, and tactical decision-making throughout the
CF, and clearly separates line and staff functions.

• Authorities, Responsibilities, and Accountabilities.
Commanders receive a clear articulation of their
assigned authorities, responsibilities, and accountabili-
ties. In turn, they can provide equal clarity in their
guidance to subordinate commanders.

• Operational Focus. Operations and operational sup-
port has primacy over all other activities within the CF,
particularly at the strategic level where departmental,
corporate and CF priorities intersect.

• Mission Command. In essence, mission command
articulates the dynamic and decentralized execution of
CF operations, guided by a clear articulation and
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understanding of the overriding commander’s intent.
Permits discretionary powers within the commander’s
intent at the lowest levels in the battlespace.

• An Integrated Regular, Reserve and Civilian CF.
Encourages a more integrated effort where CF struc-
tures are closely interconnected and interdependent, to
ensure the best utilization of appropriate skills and
experiences at every level.

CF leaders can accomplish these ambitious plans for transforma-
tion through leadership effectiveness and its development as iden-
tified in the Professional Development Framework. The
Framework fully supports the transformation principles by sub-
stantiating initiatives that include broadly based leader develop-
ment to address the technical expertise and military developments
that require cognitive capacities such as accelerated decision-making,
more innovative initiatives, and coordinated but individualistic cre-
ativity highly valued across the spectrum of operations. Distributed
leadership doctrine and the social capacities of leaders to ensure
such leadership will improve the probabilities that every member
will accept responsibility for the mission and the effectiveness of
the team, the unit, multi-units and, ultimately, the CF. The change
capacities in the Professional Development Framework are crucial
to timely and effective responses to volatile current battlespaces
and to shaping change in order to generate more favourable cir-
cumstances in future battle sites and support networks. 

Feedback. Section 7, Applications and Feedback, identified six
successful outcomes following from the effective congruence of the
CF as an institution with its leadership. These applications are suc-
cessful examples of the model and structure of Institutional/CF
Effectiveness on one side of the Congruence equation, and effective
leadership represented by the Professional Development
Framework on the other side of the Congruence equation (Figure
1). The six applications ranged from micro to macro examples –
individual 360º feedback, senior leaders’ professional develop-
ment, learning strategies and methodologies, human resources sys-
tems reform, battlespace leader challenges, and CF transformation. 
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Feedback is crucial to the perpetual improvement of transfor-
mations, CF missions, operating systems, unit or team capac-
ities, or individual capabilities. Accordingly, the schematic
described at Figure 1 includes feedback loops that follow from
the Applications and influence the other components of the
flow chart. The CF will be in a state of perpetual flux, regard-
less of current or future transformation initiatives, due to its
need for survival through its external adaptability, its success-
ful fine-tuning and internal integration of its components, its
investment in its members’ well-being and commmitment,
and its life-or-death investment in the success of its missions.

Summary

Effectiveness for any institution has the potential to be
achieved if certain specifics are addressed. The roles and
responsibilities of the leaders of an institution need to be
articulated.  The leader capacities necessary to achieve those
roles and responsibilities need to be identified. For the CF as
an institution, those capacities have been integrated into a
construct of leader elements and leader attributes. Further,
these leader capacities have been stretched over a continuum
of leader levels, from junior to senior, to reflect the evolution
of such capacities with evolving responsibilities.

The Professional Development Framework consists of a table of
5x4 cells representing the five leader elements over four leader
levels. When, in addition, the most effective learning strategies for
these elements and levels are integrated and utilized, the
Framework becomes a comprehensive model for expanding the
depth and breadth of leadership, professionalism and leader
development. The Professional Development Framework sup-
ports a shift from a pedagogical sufficiency (“pass”) model of
development to a mastery (“excel”) model of performance, human
resourcing, professionalism and leadership. This shift supports the
identification of the professionally developed military leaders with
the highest potential, rather than simply those military members
fundamentally suited for their next appointments.
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The overriding and continuous theme for the CF is
Transformation. This transformation needs to be, must be,
accomplished by a focus on its people – members in the CF
professionally enhanced in their leader capacities sufficiently
to master all of the challenges of the 21st century.  

The Professional Development Framework is a crucial linch-
pin for this overall effort.
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A.L.W. Vogelaar, Lieutenant-Colonel C.E. van den Berg 
and Lieutenant-Colonel S.A.R. Riedstra

Introduction

During the Cold War, the defence and protection of national and
North Atlantic Treaty Organization (NATO) territory was central
in the Dutch concept of military operations. In hindsight, this
period can be characterized as relatively stable. At the end of the
Cold War, however, the situation became more complex and
dynamic and the Dutch Armed Forces (DAF) had to reorient
themselves on their mission, their task, and their leadership.
Since then, the DAF have become more clearly an instrument
that supports the strategic interests of the Dutch society as a
whole. The three tasks of the DAF as set by the Dutch govern-
ment are: the protection of the integrity of national and NATO
territory, including the Dutch Antilles and Aruba; promotion of
international legal order and stability; and, support of civil
authorities in their maintenance of law and order, disaster man-
agement, and humanitarian aid, both in the Netherlands and
abroad.1 These tasks, which are claimed to be of equal impor-
tance, have to be performed in a fast-changing security environ-
ment and in a globalizing international community. 

The most profound challenges in this perspective, as identified
by the DAF, include: changes in the security environment as
most clearly exemplified by the changed worldview since 11
September 2001, strategic changes in a world with quickly
developing economies like the BRIC-countries (Brazil, Russia,
India, and China), new developments in the production and dis-
tribution of weapons of mass destruction, and ongoing conflicts
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which cause the mass movement of people. These are some of
the international challenges for which the DAF have to be pre-
pared. In addition, a number of events within the Netherlands
(such as the murders of the famous politician Fortuyn and con-
troversial filmmaker Van Gogh by a young Muslim terrorist),
have enlarged the scope for the Armed Forces. 

Other challenges also require attention. For example, it is rec-
ognized that the DAF cannot perform all the possible tasks that
the strategic environment demands. As such, the DAF is organ-
ized to work in coalitions and has started the process of coop-
eration between the different services within the DAF (joint
cooperation) and with the armed forces of NATO, the European
Union (EU), and Partnership for Peace (PfP)-countries (com-
bined). Furthermore, since the DAF have transformed from a
conscript force to an all-volunteer force, public opinion about
service life is high on the priority list of senior military leaders.
Finally, technological developments, which have large financial
consequences and possible operational and tactical conse-
quences that are difficult to foresee, demand timely decisions. A
recent example of such a decision process is the replacement of
the F-16 fighter plane by the Joint Strike Fighter. 

Military strategic leadership should deal with the above top-
ics. Strategic leadership refers to the way leaders link ends,
ways, and means to deal with the environmental challenges.
Thus, the essence of strategic leadership is to determine the
ends, choose the best ways, and apply the most effective
means. As the strategy is the plan, strategic leadership
implies the thinking and decision-making required to devel-
op and execute the plan. One must then question what is
expected of these leaders. In the US-Army Field Manual strate-
gic leadership has been defined as: 

“To start with, strategic leaders apply the core leader
competencies, while further adapting them to the
more complex realities of the strategic environment.
While leaders at the operational level have a more
near- and midterm focus, strategic leaders must con-



C H A P T E R  3 69

S T R A T E G I C  L E A D E R S H I P  D E V E L O P M E N T :
INTERNATIONAL PERSPECTIVES

centrate on the future. They have to develop a clear
vision, position their organization for long-term suc-
cess. Next to that, just forming a vision is pointless
unless the strategic leader shares his vision and gains
widespread support for it. They have to persist in pur-
suing goals and objectives to realize their vision.
Achieving commitment for this is by far more effective
than forced compliance. As the strategic leaders repre-
sent their organization, they have to achieve commit-
ment from their soldiers, civilians, other organizations,
public officials and the media. Communicating effec-
tively with these different groups is vital for success.”2

The above description indicates that strategic leaders func-
tion at the top of the organization. For several reasons, how-
ever, it could be said that strategic leadership is necessary not
only at the top but also at other levels in the organization.
Senior leaders are recruited from within the organization (as
will be explained later); therefore, they should have the
potential to exhibit strategic leadership. Nevertheless, it is
important that mid-level and junior leaders realize the possi-
ble strategic implications of their decisions. That strategic
leadership is not the exclusive domain of brigadier-generals
and higher officers is also emphasized within military centres
for leadership: “General officers clearly need such skills, but
company commanders and field grade officers must also be
aware of the strategic implications of their actions in a com-
plex Contemporary Operational Environment”.3

In this chapter, we describe the way the Dutch military devel-
ops leaders at all hierarchical levels. For clarity, it should be
noted that the DAF has developed extensive policy on com-
mand and leadership in general, yet there is only a recent focus
on the competencies of senior leaders for selection and manage-
ment development purposes. The development of senior lead-
ers in the DAF is the result of the integrated general view on
leadership and the performance of officers in different posi-
tions. In this chapter, we first describe a number of background
topics that are important for the way the Dutch armed forces
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think about military leadership: i.e. doctrine and military
power. Second, military command will be described. Third, we
explain the philosophy of leadership and the way military lead-
ers are developed. Finally, we go deeper into the topic of
Human Resource Management (HRM) and strategic leadership.

Military Doctrine of the Dutch Armed Forces

As stated in the introduction, strategic leadership is based on the
way leaders determine their ends, choose the best ways to meet
those ends, and apply the most effective means. This implies a
way of thinking that has been defined as military thinking. The
basics for military thinking have been stated in the DAF doctrine
series. In the 1990s, all DAF services started to develop their own
doctrines. The Army based their doctrine publications4 on the
most recent NATO-doctrines and on those of their most important
allies (United Kingdom and Germany). The Air Force published
the first version of their doctrine in 1996.5 The Navy concentrat-
ed on the development of maritime doctrines, tactics, and proce-
dures in a NATO-context.6 After the turn of the century, however,
it was felt that a more joint approach was needed. Therefore, in
2005, the Dutch Defence Doctrine appeared. This publication
serves as a ‘doctrine base’ from which new service-oriented doc-
trines were to be derived and developed in the future. 

An important part of the joint doctrine is the description of
military power. Military power can be defined as the capaci-
ty to perform military operations. It has been built on three
mutually related components (see Figure 7):

• Conceptual component: principles of operations; doctrines
to structure the way of military thinking; and procedures.

• Physical component: operational capacity of personnel
and materiel in terms of quantity and quality.

• Mental component: the motivation to perform the tasks
as good as possible; effective leadership; and responsibly
organising the use of available personnel and material.
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FFIIGGUURREE 77:: CCoommppoonneennttss ooff MMiilliittaarryy PPoowweerr

The basic assumption for the execution of operations is the
manoeuvres approach. In this approach, the focus is not the
elimination of enemy combat power (its personnel and
materiel), but on breaking the coherence of the enemy and its
will to fight. Therefore, the effort of military power is directed at
the vulnerabilities of the enemy. Important characteristics of the
manoeuvres approach are momentum and speed. This approach
requires a mental attitude in which unexpected, quick, and orig-
inal actions are combined with a will to succeed.7 It also requires
leaders at all levels to assess their operational situation and to
think of possible actions that could advance the operation.

The Dutch doctrine describes a number of general principles
that serve as basic rules for the use of military means at strate-
gic, operational, and tactical levels of operations (see Table 4).

The basic assumptions behind these rules are that the today’s
operations rarely have fixed patterns and that custom-made
operations are prevalent. Custom-made operations require
flexible forces. The area, the coalition forces, the composition

Conceptual
component

- basic principles
- doctrine
- procedure

Mental
component

- good motivation
- effective leadership
- sensible organisation 

of deployment

Physical
component

- operational capacity
- personnel
- material
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It is acknowledged that morale of person-
nel is an important factor for the success of
an operation.

It includes physical protection, but also
preventing information about one’s own
means and operations from becoming
available to the opposing forces.

The capacity for concentration depends on
an efficient and effective command system
and the ability to move quickly.

All effort should be directed at a goal that
is unambiguous, clear and attainable.

Using as much means as is necessary for
the operation.

All means and efforts that are available for
one goal should be fitted towards each other.

It is assumed that simple plans and clear
orders during the execution of an opera-
tion improve the chances of success.

The commander should be able to adapt to
the situation in the achievement of the goals.

The purpose is to act earlier and quicker
than the opponents.

The attitude to take and retain the initia-
tive. Also in defensive operations, the com-
mander should seize every opportunity to
attack the enemy and regain the initiative.

Engaging the opposition in a place, time, or
way that they do not expect.

The deployed forces should be able to con-
tinue an operation until the goals have
been attained.

Preservation of morale

Security

Concentration of effort
and effects

Purpose

Economic use of means

Unity of effort

Simplicity

Flexibility

Initiative

Offensive acting

Surprise

Sustainability

TTAABBLLEE 44:: DDooccttrriinnaall rruulleess ffoorr tthhee uussee ooff mmiilliittaarryy mmeeaannss aatt 
ssttrraatteeggiicc,, ooppeerraattiioonnaall,, aanndd ttaaccttiiccaall lleevveellss ooff ooppeerraattiioonnss..
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of one’s own forces, the opponents, the attitude towards the
local population,8 the values of the local population,9 and the
desired effects as in effect-based operations10 are topics of
continuous attention for commanders at all levels. These
aspects are therefore topics for the education and training of
military commanders at all levels. 

Military Command  

While doctrine supports military thinking, command can be
described as leading and managing a military organization in
order to realize its goals. Command is the authority that is grant-
ed to an individual – the commander – to lead units, to make
decisions about the deployment of personnel and material
means, and to see to it that the plans are executed. In the Dutch
doctrine, command is seen as a conjoint of decision-making,
execution of the plans (control), and leadership (see Figure 8).
The figure shows that leadership is a concept that pervades deci-
sion-making and control. The style of decision-making and con-
trol will be affected by the style of leadership and vice versa.

FFIIGGUURREE 88:: TThhee aassppeeccttss ooff ccoommmmaanndd

Leadership

Decision-making Control
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The DAF has chosen a system of Mission Command (also
called “Auftragstaktik”) in order to guarantee speed of opera-
tions in ambiguous and fast changing conditions.
Furthermore, the system should ensure effective command
when small units are deployed or when units are dispersed
over a large area. Mission command implies that command-
ers at all hierarchical levels can determine how they will exe-
cute their assignments. Mission command implies delegation
of authority for the execution of all military operations. It
guarantees that local commanders take decisions based on
the most accurate data. According to the doctrine, the more
variable the situation, the lower the level of decision-making
should be. The system is based on the following conditions:

• Commander’s intent: a commander ensures that subordinate
commanders understand his/her intent, their own assign-
ment, their aims and the broader context of the operation;

• Provision of sufficient means for the assignment;

• Delegation of authority to subordinate commanders:
Giving autonomy with respect to the way the assign-
ments are accomplished;

• Indivisibility of responsibility: despite the delegation of
authority the superior commander still remains
responsible for what happens. Therefore, Dutch doc-
trine prescribes that the superior commander should
follow – at a distance – the execution of assignments,
and if necessary intervene;

• Mutual trust: the subordinates should trust the integri-
ty and capabilities of their commanders and the com-
manders should trust the capabilities and the willing-
ness of their subordinate commanders to work accord-
ing to the commander’s intent; 

• Mutual understanding: On the one hand, commanders
should understand the problems that subordinate com-
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manders are occupied with. Conversely, subordinate
commanders should understand their superiors’ com-
mand intent; and

• Timely and effective decision-making at all levels:
Commanders at all levels should make use of the
opportunities that arise during the operation.

A fundamental prerequisite for mission command is that the
higher commanding officer has a vision on the ends, the ways
to meet these ends, and that he/she is capable of conveying
this vision to his/her subordinate commanders. Although it is
said that the system should be robust and pervade all opera-
tions in the military, a caveat is offered. That is, in some cases
it may be necessary for higher hierarchical levels or even for
supreme command to determine exactly how the assignment
should be executed.11

The practice of mission command was investigated in a num-
ber of studies. It was discovered that commanders find it
hard to delegate the required authority to their subordinate
commanders, probably because they remain ultimately
responsible.12 In a recent article, it was shown that superior
commanders are not ready to delegate in a way that mission
command prescribes.13 First, military leaders are generally
inclined to think they should make firm decisions and be the
strong and confident leader. Second, mission command
requires that subordinate commanders contribute their opin-
ions at a time when orders can be discussed and changes are
still possible. However, most military leaders are not used to
independent and critical subordinates because military cul-
ture prescribes that subordinates follow orders. Third, mis-
sion command requires self-leadership, which implies that
subordinate commanders learn from their efforts in a sup-
portive and empowering climate. It requires a relationship
that is built on mutual trust, where commanders know that
their subordinates are up to their tasks and where subordi-
nate commanders know that they will be supported when
they make a mistake. When a trusting relationship is absent,
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control and the prescription of procedures necessarily have
to be the main coordinating mechanisms for commanders.
Finally, mission command requires that the role of the com-
mander should be perceived realistically. Although com-
manders are responsible for the execution of the operation,
they cannot, and should not, be seen as being fully in con-
trol of the situation. If commanders feel relieved of this pres-
sure, they will be able to relax their need for control.
Consequently, these findings show that a mission command
where the commander creates the conditions for leaders at
lower levels to act autonomously in their volatile, uncertain,
complex, and ambiguous environment is not natural behav-
iour per se. To develop mission command, strategic and
operational leadership needs continuous attention, coaching
and mentoring.

Leadership Philosophy and Leadership Development

As has been said, military leadership is considered one of the
three aspects of command. Moreover, military leadership can
be seen to pervade decision-making and control, as the com-
mander has to lead these activities. However, Dutch doctrine
publications devote limited explicit attention to military lead-
ership. In the Dutch Defence Doctrine, leadership has been
defined as “….those activities that are focused on influencing
the behaviour of others in order to perform their tasks in the
right way”.14

The four services of the Dutch Armed Forces all have their
ideas about leadership. In its vision statement, the Army
defines leadership as: “Consciously influencing the behaviour
of others in order to attain the specified goals with full
effort”.15 Three pillars are seen as the base for army leader-
ship: mutual trust, autonomy of action, and mutual respect.
The leadership vision statement acknowledges that leader-
ship should be able to cope with circumstances that can be
characterized by risk, chaos, and norm violations. The lead-
ership that is required should therefore be inspiring, because
subordinate commanders have to be able and willing to make



C H A P T E R  3 77

S T R A T E G I C  L E A D E R S H I P  D E V E L O P M E N T :
INTERNATIONAL PERSPECTIVES

decisions in line with the commander’s intent. This descrip-
tion refers to a large extent to the dimensions: “inspirational
motivation”; “intellectual stimulation”; and “individualized
consideration” of the theory of transformational leadership.16

This focus on leadership is in line with contemporary discus-
sions on strategic leadership.17

Whereas transformational leadership is seen to play a central
role in the leadership philosophy of the Army, both the Air
force and the Navy have focused on situational leadership,18

although the Air force is reshaping this vision into what they
call “coaching leadership”, therefore putting a greater empha-
sis on the autonomy of subordinate personnel. In this theory
of situational leadership, the leader should fit his/her leader-
ship style towards the maturity (competences and commit-
ment) of his/her personnel and be focused on the develop-
ment of the maturity of his personnel so that tasks can be del-
egated. Finally, the Marechaussee (Military Police) focus on
empathetic leadership. With empathetic leadership, the
leader should show passion, inspire, and remain oneself.
Besides that, the leader should create a safe working environ-
ment, provide trust, seek connection with others, and sup-
port the employees wherever possible. 

In 2002, the Handbook of Military Leadership19 was developed
for the Army. The philosophy of this handbook is that it
should provide unity of understanding for the education and
training of (future) leaders. The handbook is based on the
definition of leadership as developed for the Army. It contains
chapters on leadership theories, power and influence, moti-
vation of soldiers, morale and mutual trust, diversity in
teams, and team building. In summary, it provides an
overview of relevant theories that are related to the leadership
philosophy. Although this handbook is primarily used for
junior officer-training and NCO-training, it can also be used
by experienced leaders. 

One of the topics for advanced reading is military ethics. In
order to develop morally competent service personnel and
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military leaders in particular, a greater emphasis has been
put on military ethics training and development since the
late 1990s. In order to construct a foundation for the devel-
opment of moral competencies, two volumes on military
ethics in the Netherlands Armed Forces were published.20

While the first volume focuses mainly on a theoretical
foundation of ethics in the military, the second volume is
based on the application of ethics in the military. These
volumes are in use at all institutes for the development of
military leaders.

The great importance of military ethics was recently acknowl-
edged following a series of incidents dealing with sexual
harassment and the misconduct of service personnel.21 The
strategic leaders of the DAF responded positively to these
events by introducing a new behavioural code for the DAF.22

This directive both re-established the confidence of the
Dutch society in the DAF as a morally fit organization and
functioned as a catalyst for the redefinition of military values.
In addition, this new behavioural code stresses the impor-
tance of leadership as an important measure to prevent and
deal with misconduct of service personnel. The Committee
Staal mentioned “social leadership” as the real challenge for
leaders.23 Social Leadership, though not defined explicitly by
the Committee, closely resembles the aspects of individual
consideration as one of the four dimensions of transforma-
tional leadership. Leaders should have the social intelligence
and the wisdom to solve possible crisis situations. 

Human Resources Management (HRM) and Strategic
Leadership

As the framework of leadership within the DAF has been
defined in the previous sections, attention will shift to the
process of the development and selection of leaders in gener-
al and strategic leaders in particular. For many years, the
Dutch armed forces offered life-time employment for the core
of their military personnel. There were only a few designated
entry points where officers and NCOs started their careers in
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the DAF; the Royal Military Academy, the Royal Navy
Institute for officers, and the Military Schools for NCOs.
Consequently, the senior ranks for both officers and NCOs
were filled by people who had started their careers as junior
officers or junior NCOs. Therefore, the armed forces could be
classified as an Internal Labour Market.  In their careers, offi-
cers and NCOs typically fulfilled various positions, of which
a number were classified as essential for further promotion.
In this process, they acquire organization-specific skills and
knowledge that builds throughout their careers.
Furthermore, a high degree of loyalty towards the organiza-
tion and its personnel was stimulated in this process. The sys-
tem provided senior leaders with the knowledge of the organ-
ization and of their subordinates’ positions. However, there
were also a number of downsides of promoting from within:
the system was insular and did not always promote the peo-
ple with the best qualities for strategic leadership. This was
further compounded as there were no objective tools for
assessment of performance and consequently, judgement on
promotion and career paths. As such, the development of
military leadership in the DAF has been restructured since
the year 2000. It was felt that there should be more attention
to selecting and developing strategic leaders with an explicit
focus on competencies. A number of HRM-policies support-
ed this focus on competencies. 

The State Secretary of Defence reshaped the previous
employment of officers and NCOs into a so-called “flexible
HRM policy”, better known as “up-or-out”. In short, in their
mid-thirties, officers or NCOs will be selected out when
they are not selected up. From the organizational perspec-
tive, this system has been developed in order to promote an
optimal career policy in which the preservation and devel-
opment of the most competent service personnel is
endorsed. This flexible HRM policy is based on the assump-
tion that officers and NCOs will fulfil several challenging
positions during which their competencies for strategic
leadership can be developed and tested. This principle is
especially valid in the DAF since most officers have to fulfil
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staff positions and field-unit positions during their career.
This means that most officers from the level of captain or
higher are already confronted with mid-term planning
processes and might at mid-career level already be involved
in strategic planning processes. 

During this process of guidance, development, and testing,
three perspectives can be distinguished. First, there is a focus
on performing well in the present position and in future posi-
tions within one’s field of expertise. Second, there is an inter-
est in selecting personnel for positions at a higher rank.
Finally, there is a focus on the development of specific career
paths for (top) management in the DAF by the management
development program. Management development is seen as
the process of detecting, selecting, developing, and mentor-
ing talented officers in order to prepare them for the highest
levels of management functions or strategic leadership.
Because the further integration of the several services into a
joint organization is high on the agenda in the DAF, the man-
agement development policy is focused on possible strategic
leaders in a joint process and context, at least for colonel and
higher ranks. This process of harmonization and integration
should be completed in 2007. 

The focus on competencies also implies a huge change for
the selection and development of mid-level officers. In the
development of leadership, the long tradition of merely rely-
ing on the commander’s judgements of subordinates was
redesigned. The process of assessment, tracking and tracing
of potential strategic leaders now starts at mid-career level at
the transition from captain to major. Before that transition
point, the competencies are used in order to focus on the
performance in the present position and future positions
within one’s field of expertise or promotion to the next high-
er rank within this field. The competencies that are in use
can be found in Figure 9. The figure shows that different
competencies are the focus of attention at different points
during one’s career. 



C H A P T E R  3 81

S T R A T E G I C  L E A D E R S H I P  D E V E L O P M E N T :
INTERNATIONAL PERSPECTIVES

FFIIGGUURREE 99:: CCoommppeetteenncciieess tthhaatt aarree uusseedd ffoorr tthhee aasssseessssmmeenntt aanndd
ddeevveellooppmmeenntt ooff ooffffiicceerrss

Assessment of service personnel within this competency
framework is achieved by administering the Occupational
Personal Questionnaire (OPQ) to all possible candidates for
Management Development (MD) selection, followed by an
interview by MD staff personnel, and finally, an interview
with a former superior commander on actual observed com-
petencies. After this initial detection and selection process,
additional assessments of the candidate’s talents are conduct-
ed at the lieutenant-colonel and colonel levels. In this
process, some of the MD candidates will remain in positions
at the colonel or even lieutenant-colonel level, and some will
be developed and coached in order to reach top positions
within the DAF.

Selection competencies

Judgment
Vision
Courage
Interpersonal sensitivity
Delegation

Flexibility
Communication
Conviction
Situational awareness
Organisational awareness
Planning and organising
Result oriented

Analytical
Integrity
Self-learning management
Responsibility
Cooperation
Initiative
Development of co-workers

Competencies at initial 
MD selection

Judgement
Vision
Courage
Interpersonal sensitivity
Delegation

Flexibility
Communication
Conviction
Situational Awareness
Organisational Awareness
Planning and organising
Result oriented

Analytical
Integrity
Self-learning management
Responsibility
Cooperation
Initiative
Development of co-workers

Competencies during 
top management MD

Judgement
Vision
Courage
Interpersonal sensitivity
Delegation

Flexibility
Communication
Conviction
Situational Awareness
Organisational Awareness
Planning and organising
Result oriented

Analytical
Integrity
Self-learning management
Responsibility
Cooperation
Initiative
Development of co-workers

Time



C H A P T E R  382

S T R A T E G I C  L E A D E R S H I P  D E V E L O P M E N T :
INTERNATIONAL PERSPECTIVES

Discussion and Conclusions

Rapid changes since the end of the Cold War in the strate-
gic environment of the DAF have resulted in an increased
need to put effort in the assessment and development of
strategic leadership of the DAF. The security environment,
changes within the Netherlands as well as technological
developments, demands capable strategic leaders that are
sensitive to these developments and that can take decisions
that are – also on a longer term – in the interest of the
Dutch society, the DAF, and their allies. Since the nature of
operations often implies challenging and frequently unpre-
dictable and varying demands on the DAF and its person-
nel, leadership at all levels should be prepared for more
strategic thinking. Therefore, military leadership should
include important parts of transformational leadership,
such as a focus on vision, inspirational motivation, and
intellectual stimulation. 

A number of steps towards a systematic development of
strategic leaders have been taken. Officers from mid-career
on develop a broader perspective of the DAF due to a move
towards a more joint organization and due to the policy of
alternating positions at field units and staff departments
where armed forces policy is developed. In order to detect
and select military leaders who carry with them the potential
for reaching the strategic leadership levels, the management
development policy has been radically adjusted towards a
more transparent system in which several methods are used
to assess competencies and the potential of military leaders.
Moreover, the development of strategic leadership skills and
competencies itself needs attention. Although MD candidates
must have completed the Higher Defence Course to be
accepted within the MD-program and the Course for Top
Management of the DAF, these educational programs have
only recently started mentoring and coaching the required
competencies. The results of these developments have not yet
been investigated and will be subject to future attention and
evaluation. Participation within a network of military leader-
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ship centres where different approaches, processes and pro-
grams are discussed might add to the development of strate-
gic leadership of those who join this initiative.
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Colonel David Russell and Squadron Leader Murray Simons

The New Zealand Defence Force faces many current and future chal-
lenges. In order to meet them, we need a modern force – a Defence
team that can respond to increasingly dynamic and complex situa-
tions.  Most critical to us is having trained and motivated people who
are able to deliver on what is asked. Our future force will therefore be
increasingly flexible, multi-skilled, innovative, willing and able to
continue learning, and adaptive to change.  Ongoing professional
development will ensure that our people will be fully prepared to meet
the leadership challenges facing us.

Air Marshal B.R. Ferguson
Chief of Defence Force

August 20051

Like most Western countries, New Zealand has seen a significant
shift in its Defence policy since the end of the Cold War. Strategic
uncertainty has resulted in greater diversity in threats, roles, and
public expectations. Coupled with this has been a subtle yet def-
inite move away from traditional first-world alliances and an
increased awareness of national identity. In New Zealand, there
has also been an increasing awareness of our unique geo-strategic
environment and a corresponding desire for more New Zealand-
centric professional military education (PME). 

For New Zealand, senior professional military education has
always involved sending selected officers to overseas institutes.
While the standard of teaching and the benefit of executive net-
working is undeniable, returning New Zealand Defence Force
(NZDF) officers have often felt unprepared for engaging with
the higher levels of the New Zealand political scene. Studying
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in the United Kingdom (U.K.), US, or even Australia, is no longer
providing complete professional military development (PMD)2 for
our senior echelons. Consequently, a number of recent studies
have argued for greater domestic input into this important task.

This chapter highlights the dilemma of a small nation attempt-
ing to deliver a product that vexes even the largest of Defence
Forces. It will begin with an overview to the background of
this problem before exploring current initiatives and possible
future directions. As with all the nations represented in this
book, the NZDF’s senior leadership development program is a
work in progress. In fact, it is more than that, it is embryon-
ic. While a higher defence college has recently been stood up,
it has yet to articulate any endorsed direction. The contents of
this chapter therefore, are drawn from a proposal paper that
began as a New Zealand Army report and has been modified
to capture the essence of the joint NZDF College’s direction.

Background

The aim of the professional developmental process must be to
provide senior personnel with the generic and specific job
related knowledge, skills and behaviours required to enable
them to effectively undertake the range of senior officer tasks
and roles throughout the NZDF. These roles and tasks must
be embedded at the strategic level to effectively operate with-
in the complexities of the public sector environment. A
strategic level professional development framework for the
future should provide a best possible balance of learning
opportunities (education, training and career learning expe-
riences)3 to achieve and sustain the highest professional stan-
dards of performance and behaviour. An examination of the
required competencies of a senior officer to operate in this
strategic environment is essential to preparing a professional
development framework. 

As a result of concerns raised by senior NZDF officers regarding
professional development, the Chief of Defence Force estab-
lished Project APTUS in 2002. One of the early project outputs
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was a brief review of the current professional development pro-
grammes, which showed that most of the elements have been
developed from single Service initiatives, and in the absence of
a coherent centralized NZDF policy. The review further revealed
a need to examine each element of the current education and
development programme against the NZDF Competency
Framework to establish the degree of alignment and priority.  

In 2003, interviews were conducted and questionnaires admin-
istered to collect information on the broad requirements for
professional development and on present system deficiencies.4

There was general agreement that the lack of an NZDF profes-
sional development policy and management structure was a
serious deficiency. The most significant observations were:

• Professional development at Lieutenant Colonel (E -
equivalent) and above was not structured, and only
some officers gained adequate exposure;

• While development of professional military skills was
considered good up to mid level, skills required for the
strategic non-military “Head Office” and the joint envi-
ronment were not well developed;

• There was a pressing need to establish a central policy
and structure to manage professional development, and
align single Service developmental activities; and

• There was a diversity of views about when skill devel-
opment should occur, and in the relative values placed
on particular skills and qualifications (this being
reflected in differing Service practice and priorities).5

From the interviews, senior officers further noted that, at best,
their preparation for the following competencies was only fair:

• Working in a strategic environment;

• Dealing with problems with no clear-cut solutions;
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• Innovation and policy initiation;

• Assessment/planning for future whilst executing present;

• Thinking conceptually, strategically and creatively;

• Advising political leaders on the use of military forces
to achieve national objectives; and

• Understanding how political direction is translated
into force capability requirements.  

Respondents considered that the NZDF was missing opportuni-
ties to develop its senior personnel at a tri-Service and a whole
of government level. Many officers felt that they had a lack of
experience and knowledge to operate at this strategic level.
They did not understand the machinery of government, and the
constitutional role of the public service in developing policy for
the government of the day. Professional development needed to
broaden senior officers’ understanding and skill sets in under-
taking consultation with other government departments and
NZDF’s involvement in the governmental committee process.

The lack of an organized pathway was noted as an inhibiting
factor in development. In general, this was put down to there
being no cohesive framework on which to construct or imple-
ment professional development. This also raised questions
about career management being supported by an effective
performance management system. Many respondents consid-
ered that there was no assessment process to identify, and
more importantly report, on what competencies senior offi-
cers either lacked or possessed for senior NZDF appoint-
ments. Then, as a logical developmental step, the process
should provide a series of opportunities to allow senior offi-
cers to develop these required competencies.

There was also a strong sentiment for the need to improve
career management in order to promote alternate pathways for
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advancement, to make people available for development in a
way that lessened the strain on them and their colleagues, and
to have a flexible approach to developing people. In addition,
many respondents emphasized that there should be an identifi-
able link between development and the performance competen-
cies required for higher-level NZDF appointments. Selection
procedures are needed to ensure the right people are placed in
the right appointments. Some respondents saw the need for an
assessment centre-type process that identified shortcomings in
a person’s competencies to assume a particular appointment.
Professional development opportunities would then be targeted
to rectify these deficiencies in preparation for the assumption of
these duties. There was an identified need for alignment
between career planning and skill sets required. There was a
case to provide some developmental training to everyone and
then additional training in skill sets required for particular
areas. Several respondents offered the solution for senior officer
development that there needs to be some specialization, proba-
bly in-depth professional development coverage of one employ-
ment area such as Human Resources, strategic commitments,
resources, development and familiarization with one further
function possibly of a similar employment area. 

Respondents recognized the need for professional develop-
ment programmes that prepared senior officers for the articu-
lation of military advice to government, and the liaison, inter-
action and representation of the NZDF to other Government
departments, the wider state sector and the New Zealand com-
munity. Also, a need was identified to provide a sound under-
standing of the budgetary, political and economic mecha-
nisms, procedures for policy development, financial adminis-
tration and resource management at the strategic level. The
interaction at the New Zealand political level requires political
“nous” and higher-level communication attributes.  

Senior NZDF officers need the ability to assimilate and inter-
pret considerable quantities of information and must have the
skill sets to translate this information into ideas, concepts,
courses of action and ultimately decisions. A senior officer
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must develop the personal skills of appraisal, negotiation and
facilitation at the strategic level. An important point to note
here is many of these attributes should already exist in the sen-
ior officer cohort given their military experience and develop-
ment to date. It is how these tools are refined to maximize their
effectiveness in a strategic setting – with significant and in
many cases unfamiliar, external influences and demands – that
will be the developmental challenge. There was an acknowl-
edgement that there were certain competencies that were
required as foundation skills, knowledge, personal attributes
and associated behaviours that all senior officers must possess
or be developed in to be effective as senior officers in today’s
strategic environment.  The challenge is in identifying these
competencies and understanding how to develop them.

As identified in a number of the NZDF senior officer respons-
es to the Project APTUS questionnaire, many officers consid-
ered that they had received no formal training, preparation or
indoctrination into the senior officer political “nous” required
to operate in the strategic environment of Wellington (New
Zealand’s capital and the euphemism for Defence Head
Quarters).  Whilst a significant number of officers had a pre-
vious staff posting in Wellington at the Major (E) level, which
gave them some understanding of Defence central, the previ-
ous appointment was often in a completely different area
(e.g., single service staff as opposed to the higher HQ NZDF).
Therefore, whilst generic competencies for the strategic envi-
ronment have been gained, specific competencies for a partic-
ular employment stream may not. There appeared to be no
recognition of previous strategic level experience or consider-
ation of streaming officers as a career management function.

With the demise of the Joint Services Staff College Course
(JSSC) in Australia, the limited places at the Centre for Defence
and Strategic Studies (CDSS) at the Australian Defence College,
and the inability of the NZDF to get places on the US War
College, there are very limited overseas higher defence studies
opportunities for senior officers after their staff college course in
the rank of Major (E). A selected number of senior officers par-
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ticipate in higher defence studies, however, this is effectively
only one Colonel (E) each year to the 11 month CDSS Course
at the Australian Defence College in Canberra and one Colonel
(E) to the UK Royal College of Defence Studies in London
annually. In addition to the lack of overseas places for higher
defence studies, there is the criticism of these overseas courses
providing regional, national or alliance biases which are not
necessary in line with the New Zealand Government’s defence
policy. This further reinforces the need to progress New Zealand
based professional development opportunities to provide senior
officers with the job related knowledge, skills and behaviours
required to enable them to effectively undertake the range of
higher-level NZDF appointments.

Project APTUS Recommendations

Having conducted an international scan, consulted with spe-
cialists, and interviewed senior officers, the Project APTUS
team concluded there was a need for a domestic senior offi-
cer development program. This solution was designed to
complement ongoing overseas opportunities with an
enhanced local program managed by a new organization – the
New Zealand Defence College (NZDC). Subsequently the
Project APTUS Review proposed implementation phases as:  

• PPhhaassee OOnnee.. Creation of an initial Defence College
structure to bring together existing NZDF education
resources and provide a home for the PMD Framework;  

• PPhhaassee TTwwoo.. Production of the PMD Framework; 

• PPhhaassee TThhrreeee.. Identification of delivery options for the
PMD Framework;

• PPhhaassee FFoouurr.. Development of delivery mechanisms; and, 

• PPhhaassee FFiivvee.. Implement delivery and ongoing mainte-
nance of the PMD Framework.
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At the time of printing, the NZDC was working on Phase
Two, although parts of Phases Three to Five were already
underway from legacy ad hoc PMD arrangements. It should
also be noted that the above solution is not considered a
panacea. There are still many challenges ahead for senior
PMD in the NZDF.

Whilst the introduction of a NZDF Defence College has many
advantages, the economies of scale of a small defence force
must acknowledge that the NZDF is unable to implement an
ambitious defence college programme like larger Defence
Forces. The best that can probably be achieved in the shorter
term is to utilize the January to May period of each year,
before the NZDF Command and Staff College Course com-
mences, to undertake senior officer professional development
modules. During this four-month period a series of higher
defence training modules could be delivered, utilizing insti-
tutions like the local School of Government at Wellington’s
Victoria University. This approach would provide profession-
al development opportunities to senior NZDF officers, under
the mandate of a NZDF College and utilizing the NZDF
Command and Staff College facilities. 

What is Professional Development? 

Professional development must provide a strong focus on the
preparation of senior leaders who can command at the oper-
ational and strategic levels, operate with Government and the
wider state sector at the strategic level, and manage people,
resources and processes to deliver NZDF outputs within the
regulatory and accountability frameworks. 

Profession development requires the recognition of future
leaders who are valued and who are offered challenging
assignments that provide opportunities to demonstrate abili-
ties and learn from on the job experiences. Professional
development programmes must be big-picture, long-term
programmes, not narrowly focussed short-term efforts, and
be aimed at all levels of the leadership ladder as an essential
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part of the organization’s success. Professional development
programmes must develop a strategy that includes:

• An assessment of the individual’s strengths and weaknesses;

• Specific coaching and mentoring plans;

• Assignments that offer different learning opportunities; and, 

• A targeted curriculum to fill in any gaps in knowledge
or skills.

Professional development is a process that is integral to
ensuring an organization’s success by making sure it has the
human resource capacity to meet future demands. It involves
employees undertaking developmental activities designed to
maintain or enhance their knowledge, skills and abilities.
This can be initiated by an individual or by an organization,
though increasingly, organizations are getting involved in
planning professional development for their employees.6

Key Themes for Professional Development

A review of the literature on professional development
revealed a number of themes about the way professional
development is currently conducted in organizations. This
review also provided guidance on the ways in which profes-
sional development should be conducted to optimize the
benefits to individuals and the organization. These include
the necessity to integrate an organization’s professional devel-
opment strategy with their business strategy, and align it with
other human resource processes.

Professional development programmes should be developed
in line with the organization’s strategy to ensure that there is a
rationale behind why the development is occurring.
Specifically, development should take place to ready the work-
force to meet future demands so that personnel are equipped
with the necessary skills to meet current and future require-
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ments.7 This is important as in a fluid environment the job
requirements can change and new skills may be required. All
personnel decisions should be tied to the business strategy,
which involves having the right people in the right places,
with the right skills to make the organization’s goals a reality.8

This means that organizations need to have knowledge of their
workforces’ current knowledge, skills and abilities, and the
requirements to meet targeted outputs. It also requires know-
ing the requirements for each position, and ensuring that the
person whose skill matrix most closely matches that position
is in place; as well as identifying future candidates for posi-
tions, and undertaking succession planning. 

Assessing individual employees’ skills and abilities and com-
paring these attributes with the competencies required for suc-
cessfully performing in their current role (and those roles they
may be promoted to in the future) is a vital first step in ensur-
ing that the professional development provided is appropriate.
In senior management roles this is especially important, as
these roles are highly complex, and the development required
are likely to be highly unique to the individual, according to
their experience, education, and role.9

The process by which an individual’s strengths and weakness-
es are identified can take a variety of forms, but the most
common approaches tend to be driven by performance
reviews or by using an instrument like 360° feedback.10 The
predominant philosophy about what training to deliver has
focused on building up weaker areas, as well as maintaining
areas of strength. However, some professional development
advocates recommend limiting intensive development to
those employees who were identified as scoring highly on the
majority of criteria traits, who would then participate in
activities designed to further strengthen these skill sets.11

Similarly, others reinforce the importance of determining
what an employee does well and focus on getting them to
build on those strengths “…as it only takes strength in a few
attributes whilst being average in the rest to achieve a high
probability of being seen as a great leader”.12
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There has been considerable research in the area of how an
individual’s characteristics can affect the successful comple-
tion and subsequent use of training, especially in the areas of
intelligence, personality, cognitive ability and attitudes such
as self-esteem and self-efficacy.13 While these are important
considerations, the primary concern here appears to be that
individuals are consulted and involved in the process of cre-
ating developmental plans. This creates the opportunity to
discuss what the individuals’ priorities are, and to ensure that
the proposed development plans fit with their own future
aspirations. This consultation process should ensure that the
individuals involved are committed and motivated, which
dramatically increases the chances of a successful outcome. 

Various sources recognize that the responsibility for profes-
sional development is in fact a partnership between the
organization and the employee. Career planning and develop-
ment should be important to every employee. Career experts
consider that employees “who take time to invest in their own
development find increased job satisfaction and a new feeling
of control over their lives”.14 Others suggest that employees
need to analyse their situation, identify their career objectives
and establish developmental action steps to achieve their
aspirations.15 If employees adopt a passive stance and ignore
their responsibility for self-development, they give up control
of their career, limit their future employability and reduce
their chances of achieving their career goals.16 Equally, there
is recognition that the HR managers must be fully aware of
the organization’s future HR needs, appointment openings,
and training and development opportunities in order to pro-
mote career planning among employees. 

NZDF Defence Force Order 17/2000 states that one of its
principles of career management is an acknowledgement of
partnership. As a result NZDF career management practices
are to ensure that:

• Individual aspirations are balanced with the organiza-
tion’s requirements;
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• Individuals have input into their career development
through opportunities for dialogue and access to infor-
mation on the career management process;

• Careers are recognized as an important investment to
an individual, and as such the onus is placed on indi-
viduals to take responsibility for their own career as
much as they are able with the constraints of the
Service needs; and,

• Career management decisions do not compromise
organizational capability.17

As discussed previously, it is helpful if there is a guiding phi-
losophy behind the way professional development pro-
grammes are structured and it is imperative that individuals
are able to be compared to roles in terms of the knowledge,
skills and abilities they have, and those that are needed to
perform optimally. A significant number of literature sources
identify that competency frameworks provide an excellent
mechanism for this – not only do they enable different peo-
ple to be evaluated for a particular role, but they also enable
different position requirements to be compared which is
equally relevant when making placement decisions.

There is significant attention to professional development in
the management literature, with much interest being taken in
the best methods to deliver development and align develop-
ment to corporate strategy and other human resource
processes. There is general agreement that by identifying
development criteria from a competency model, the process
can be tied in with other processes, such as performance
appraisals, selection, placement and succession planning.
Regardless of which employees are chosen for development
and what training they receive, it is particularly important
that the training undertaken is evaluated to check whether it
is effective and whether it is continuing to meet the needs of
the organization and the individuals.18
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Key points that should be considered in designing a profes-
sional development framework include19:

• Develop leaders based on the organization’s vision;

• Invest in your best talent and their future with the
organization – through well targeted professional
development opportunities;

• Develop staff organizational knowledge;

• Give staff the tools to invest in and have accountability
for their individual development;

• Make proactive career development choices with
employees – by suggesting learning opportunities and
offering resources as part of your overall performance
management process;

• Make it a priority for employees to learn new skills –
that will help them in their current job and prepare
them for new positions; and,

• Promote a workforce that talks openly about career
growth, opportunities and promotion.  

NZDF Professional Military Development Policy  

The core NZDF philosophy of “Three Services as one Force”
brings together the knowledge, skills and ethos of the three
Services. Generally the NZDF will not match the range or tech-
nological sophistication of the equipment capabilities of the larg-
er nations with whom it operates. Its utility and reputation for
providing a credible contribution are based on the flexibility and
competence of the human component of its capability. The NZDF
HR vision is “Capability through People” and the main focus of
all HR activity has been directed as the enhancement of the
human component of NZDF capability. As identified earlier in
this chapter, the Project APTUS working group presented a draft
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policy statement on professional military development.20 The
intent of this policy was to describe professional military devel-
opment of NZDF military and civilian personnel that prepares:

• Effective, adaptable military and civilian personnel,
people with genuine utility to their organization, soci-
ety and country;

• Personnel who can successfully complete tasks in support
of national interests, who are strategic in their thinking
and actions, and, therefore valuable to the nation; and,

• Personnel whose performance enhances New Zealand’s
international standing, and who can provide leadership
capable of performing at a level that ensures
Government trust and confidence. 

The policy detailed that professional military development
was to have a strong focus on the preparation of leaders who
can command at the strategic and operational levels, operate
with Government at the strategic level, and manage people,
resources and processes to achieve Defence outputs and out-
comes. In constructing a professional development frame-
work for senior officers, the following key principles from
this policy statement need to be used as a guide to the estab-
lishment of this framework:

• Professional development will make the most of the
potential of individuals in order to maximize capability;

• The intent of NZDF professional development is to pre-
pare effective, adaptable officers with genuine utility to
the NZDF, society, and to New Zealand as a whole; 

• NZDF professional development will provide a strong
focus on preparation of leaders who can command at the
strategic and operational levels, operate with Government
at the strategic level and manage people, resources and
processes to achieve NZDF outputs and outcomes;
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• Where professional development opportunities must be
limited for practical reasons such as finance or availabil-
ity, allocation will be based on NZDF’s need and individ-
ual merit determined through the personal evaluation;

• Professional development is the responsibility of both
the individual officer and the NZDF. Individuals must
be prepared to take the initiative to satisfy their career
aspirations. The NZDF will provide guidance, feedback
and assistance to allow officers to have the opportuni-
ty to achieve their potential;

• Professional development activity is to focus on
achievement of the competencies defined in the NZDF
Competency Framework;

• The total resource invested in senior officer profession-
al development is to be carefully managed.  The over-
all framework is to have a futures focus and be subject
to continuous review and improvement. Its perform-
ance and outputs are to be measured objectively; 

• Where external service providers are used to provide
senior officer professional development, they are to be
provided or contracted on a tri-service and joint basis
where possible; and,

• Senior officer professional development is to have
emphasis placed on developing strategic leadership
and technological awareness, as well as research, eval-
uation and analytical skills that will, in turn, encourage
officers to acquire knowledge, help them deal with
complex processes and situations, and improve their
ability to communicate.21

The NZDF’s PMD Framework

As already explained, the NZDF is still developing its PMD
Framework. The Defence College, which is tasked with devel-
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oping the architecture, is currently collating existing models,
examining best practice from outside Defence and overseas,
and seeking civilian consultant input into a tailor-made prod-
uct. The current products from related single Service projects
and the Project APTUS Competency Framework provide a
useful starting point, but there are still gaps in terms of devel-
opment strategies. Current thinking is to employ an updated
version of the Competency Framework as the end state goal
but to adopt the Canadian Forces’ Professional Development
Framework (16 Attributes within 5 Elements)22 and concen-
tric circle model23 as a structure for linking both existing and
new PMD opportunities, the latter model having been turned
into a 3D version. This new cut away wedding cake construct
not only emphasizes the permanence of military ethos in all
levels of professional development, but also the relative influ-
ence of core versus corps development (to use the Army ver-
nacular), or right-arm, left-arm (in Navy parlance). 

FFIIGGUURREE 1100:: WWeeddddiinngg CCaakkee PPMMDD MMooddeell

Internalization
Acculturation
Enculturation
Socialization
Assimilation

Inculcation

C
O
R
E
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R
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The NZDF version of the Wedding Cake PMD model (Figure
10) shows how training is primarily conducted at the lower
levels of learning professional expertise but this still involves
a degree of education. As personnel mature in terms of mili-
tary progression, their PMD becomes more education-centric
while the military ethos (professional ideology) permeates all
levels. The Education ring is divided into cognitive, social
and change capacities. These in turn are considered in terms
of more specific competencies 

Senior Officer Competencies

Competencies represent the behaviours that define effective
performance, and distinguish outstanding performance, in an
organization. They include skills, knowledge and attributes
that are observable, and can be measured. Competencies are
often not task specific and therefore are transferable between
jobs and positions. In their most generic sense, they are what
make people effective (or not) in a variety of situations. 

For an organization, a competency framework identifies the
generic competencies required across all employment levels
and categories. Another product of Project APTUS was the
production of an NZDF Competency framework, which pro-
vides links between organizational capability and all aspects
of human resource management. These competencies provide
a common language for aligning HR processes and can be
used as part of an integrated organizational approach to: 

• Clarify job and work expectations;

• Improve selection and recruitment;

• Manage performance and provide performance measures;

• Improve succession planning and identify superior per-
formers; 

• Identify behaviours for performance appraisal; 
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• Identify professional development requirements; and 

• Communicate desired behaviours to facilitate change.24

Professional Development Implications

From the literature review, several observers concluded that sen-
ior officers should display creativity and originality, have high
intellectual capacities and the ability to deal in depth even with
unfamiliar subjects. They need to be able to develop an inde-
pendent capacity for high command and advice to Government,
which takes into account both of the broad directions of nation-
al strategy and the economic, political and constitutional param-
eters of Government decisions. They will need analytical ability,
a capacity to cope with change, and political awareness.

At the most senior leadership roles in the NZDF, senior offi-
cers are required to guide the national military strategies to
achieve strategic objectives in light of those political and
resource constraints. The senior NZDF officer needs to be
developed in the conceptual, technical and interpersonal
competencies required to operate effectively in the strategic
environment. It requires an officer who has had experience at
the tactical and operational levels both in unit command and
in joint appointments which will provide the platform from
which to develop these strategic skills. The senior officer in
this strategic environment needs to have:

• A sound knowledge base of the political, social, logis-
tical, technological, geographic and intelligence dimen-
sions of strategy;

• Sound analytical attributes supported by the research
ability to identify and incorporate the key contribution
of specialist experts into policy development;

• An in-depth understanding of the technical parameters of
the profession’s capabilities and deficiencies, and knowl-
edge of technological and managerial developments; 
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• An understanding of current political realities as well as
being attuned to constitutional and other major institu-
tional constraints when offering guidance to government;

• A sound knowledge of capability and readiness states
of force elements;

• An ability to make innovative and efficient use of tech-
nology and resources to deliver capability; and

• A highly developed situational awareness, a compre-
hensive picture of the strategic environment and be
adaptable to political direction and influence. 

Possible Options for Senior NZDF Officer PMD 

The following options highlight avenues being explored for
future senior officer development. They represent a combina-
tion of the four aspects of PMD – education, training, charac-
ter development, and Career Learning Experiences (CLEs).

NNZZDDFF DDeeffeennccee CCoolllleeggee SSppoonnssoorreedd MMoodduulleess.. These one- or
two-day modules would be sponsored by the NZDF College
and could be conducted at the Command and Staff College
between January and late April of each year. This would be in
the period outside the Command and Staff College’s seven
month residential course. These modules would be made
available to selected Lieutenant Colonel (E) and Colonel (E)
with attendance being managed by the respective HR
Managers based on feedback from the previous year’s
Promotion Boards. The actual delivery of the modules could
be a combination of HQ NZDF and Ministry of Defence
providers and the use of external tertiary institutions. 

NNZZDDFF’’ss MMeemmbbeerrsshhiipp ooff tthhee LLeeaaddeerrsshhiipp DDeevveellooppmmeenntt CCeennttrree..
The New Zealand State Services Commission introduced the
Leadership Development Centre (LDC) in 2003 to provide
advice and services to senior managers in the New Zealand
Public Service to support them in the development of leader-
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ship skills for current and future roles. The LDC replaced the
Management Development Centre of which NZDF had been a
member of since 1995. The LDC’s focus is now clearly on
developing the capability of senior management at the top
levels of the Public Service. The LDC offers a range of servic-
es to Public Service Chief Executives, “nominated managers”,
other managers and specialists.   

An added advantage to participation in any of the LDC pro-
grammes is that potential senior officers are interacting with
senior leadership from other Government departments and
potentially building their strategic networks. The two current
senior executive programmes at the LDC (Executive Leadership
Programme and Leadership in Practice) are worthy of consider-
ation for future senior officer professional development. These
two programmes are a central part of the Government’s senior
leadership management and development strategy and are over-
seen by the State Services Commission. Notably, entry into the
Executive Leadership Programme requires a Gateway assess-
ment selection process involving tests and an interview.
Successful candidates will have access to a range of develop-
ment options, once their starting position has been established
through the various assessment tools. The LDC will construct
an individual development plan that best suits the candidate to
develop those strategic skills required for advancement within
their organization in the public sector environment. 

SSeeccoonnddmmeennttss ttoo ootthheerr GGoovveerrnnmmeenntt DDeeppaarrttmmeennttss.. Senior offi-
cers are valuable resources that are difficult to release for sec-
ondments to other Government Departments where the other
Government Department is getting much of the immediate
value of the professional development activity. An alternative
may be to arrange shorter (several days or one week)
exchanges/placements in other government departments
where senior officers get exposure to the workings and
processes of another Government Department. These second-
ments would be reasonably easy to arrange as the host
department is still gaining from the experience at limited cost
to their own operation. Departments that have particular rel-
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evance for professional development of Army’s senior officers
are: Ministry of Defence, Ministry of Foreign Affairs and
Trade, Department of Prime Minister and Cabinet, The
Treasury, State Services Commission, Customs Department,
and New Zealand Police.

MMeennttoorriinngg PPrrooggrraammmmeess.. Based on a NZ Army project, there is
scope to develop a NZDF-wide mentoring programme. In
December 2003, the Chief of Army (CA) initiated an Army
Senior Officer Mentorship Programme for selected General
List Colonels. The programme was to complement other sen-
ior officer development opportunities. Whilst tangible out-
comes may not be apparent, it remains CA’s hope that the
programme will aid the development of senior officers who
will make decisions with cognisance of strategic and political
imperatives. At this stage, only ex-senior Army officers have
been invited to participate as mentors. The mentors are not
sponsors; rather they are sounding boards who are capable of
providing professional advice and guidance based on their
experience and professional knowledge.  

Currently, Assistant Chief Personnel is looking at options to
establish a tri-Service mentorship programme for Brigadiers
(Equivalent) based on non-military mentors. This programme
would be designed to assist “One Stars” (Equivalent) to inter-
act with a senior executive from the public or private sector
that has significant strategic experience, understands the
demands of stewardship of an organization, and is able to
provide professional advice based on his or her experience. In
both mentoring programmes, it will be about the mentor and
protégé establishing a rapport; it is a professional relationship
that could develop into a personal relationship. Both pro-
grammes have an added bonus in that they provide wider
exposure of the NZDF to the senior New Zealand communi-
ty and broaden the strategic network for the NZDF. 

UUssee ooff CCoommmmeerrcciiaall PPrroovviiddeerrss.. The NZDF currently utilizes a
number of commercial providers to deliver professional
development opportunities. In recent years, however, some



C H A P T E R  4106

S T R A T E G I C  L E A D E R S H I P  D E V E L O P M E N T :
INTERNATIONAL PERSPECTIVES

providers have been put out of business or their programmes
have lost the value to achieve what is required from the pro-
fessional development objectives. Employing stand-alone
commercial providers does create a risk that these providers
will not retain a contemporary up-to-date development
mechanism which meets the demands of the NZDF. These
ready-made executive development programmes can be too
rigid and often provide unquantifiable outcomes or return on
investment. Whilst commercial providers will always have
their place, there is a need to regularly evaluate their value
and ensure that the providers employed are flexible enough
to be able to adjust their programme to support the organiza-
tional requirement for development.  

To date, the NZDF has not considered online learning as a
viable developmental option. A scan of PMD literature how-
ever, gives clear indicators that this method of professional
development delivery should be a part of a self-development
programme. New technologies, improved instructional
design and sophisticated content management systems have
contributed to making online learning and development
experiences a more development friendly environment. The
recommended approach to engaging online education and
development is to look to a recognized commercial learning
consultant that has the expertise and appropriate contracts
with leading worldwide providers of online resources.

It is acknowledged that the subjects currently offered online
may still be focused on the big demand customers such as
business, management, information systems and resource
management. However, it is recognized as a growth industry
for distance education and there is a strong expectation, from
the literature review conducted for this paper, that soon the
online opportunities will be available in all professional
development areas. Another challenge for this professional
development framework is whether the NZDF should embark
on online education of its own or consider the employment
of an outside agency to provide some support for the delivery
of this development framework.
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Conclusion

The expectations of the military profession on its senior military
officers, in comparison to other professions are unique. A senior
officer is expected to be an effective military commander, politi-
cal advisor, diplomat, educator and mentor, accountant, resource
manager, strategic leader, procurement manager, industrial nego-
tiator and military strategist. This chapter has identified a suitcase
of competencies to meet this expectation that can be very hard to
lift, let alone master, as an officer strives for recognition in senior
level appointments in the strategic NZDF environment. A senior
officer professional development framework needs to focus on
developing joint knowledge, culture, skills and competencies to
prepare senior officers for contributing to a joint-focused defence
force in this demanding strategic environment where state sector
governance regulations, and political influence and direction pre-
vail. Professional development must provide a strong focus on the
preparation of senior leaders who can: command at the opera-
tional and strategic levels, operate with Government and the
wider state sector at the strategic level, and manage people,
resources and processes to deliver NZDF outputs within the reg-
ulatory and accountability frameworks.

When an officer reaches the senior ranks there is an expectation
and in fact a mandate that he or she is responsible for the stew-
ardship of the profession of arms. The senior officer is now
responsible for operating in a strategic environment where the
focus is shaped on the influence of political direction, whole of
government pressure, resource demands and public influence.
Stewardship requires the ability to garner support from all vari-
ants of strategic stakeholders, maintain interest from a broad
spectrum of external groups and to preserve unbridled internal
support for the vision articulated. These stewardship objectives
are achieved through visionary leadership, genuine and zealous
portrayal of the required outcomes, and a strong communica-
tive relationship with all stakeholders to achieve NZDF’s strate-
gic goals. This is a strong challenge that requires a professional
development programme that will prepare and grow senior offi-
cers to be effective and driven stewards of their profession.  
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This chapter has highlighted the lack of a coordinated profes-
sional development framework in New Zealand that prepares
senior officers for this strategic environment. After comple-
tion of Staff College there is a significant gap in any develop-
mental activities for the Lieutenant Colonel (E) who is or will
shortly be employed in Defence HQ. If the status quo remains
unchanged, an increasing proportion of potential senior offi-
cers, who are currently entering the Colonel (E) rank cohort,
will not have participated in the development experiences
which are crucial for effective performance at the higher level
defence appointments. 

This chapter has suggested that not all senior officers will
require the same skills and knowledge to operate within the
strategic environment. There should be some flexibility in
how development programmes are delivered and to whom.
Therefore the establishment of a professional development
framework must take into account the common skills and
knowledge needed by all senior officers, various opportuni-
ties to develop officers through appointments to be held,
career planning requirements and some specialized profes-
sional development relevant to likely employment streams
combined with the use of on the job learning. 

The New Zealand Defence College is currently working on a
Senior Officer Professional Development Framework which
will give visibility to the required rank and appointment
competencies to be developed, combined with the profes-
sional development elements against which professional
development activities can be matched. This Framework,
when combined with the additional career management
tools, will provide a palette with the appropriate paints from
which the individual officer, his or her commander and the
career manager can construct the developmental picture that
best suits the officer’s likely employment and advancement
potential. This is a considerable step forward on the path that
the NZDF must take to meet the strategic leadership chal-
lenges that will be faced now and in the future. 
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C H A P T E R   5

Nature,  Nurture,  and Leadership Culture
or  “ I t ’s  the  Backswing ,  S tup id”  

Dr. Nick Jans*

Military people are more enamored of leaders than of leadership…. We
concentrate – particularly in dissecting activity at the more senior lev-
els – more on what happened than on how or why. [Emphasis added]1

General Walter Ulmer, US Army (Retired) and late-
CEO of the Center for Creative Leadership

North Carolina

In showjumping there is a moment before the jump where the rider
momentarily hesitates and pulls the reins in, and the horse tenses up
for the spring; and then it is the horse, not the rider, that takes the
jump.  In the same way, a senior leader has to build a constituency of
change so that the people demand change, a mechanism for building
the desire to “go”.2

ADF Brigadier

Life is like giving a concert on the violin while learning to play the
instrument.

Samuel Butler

I n t r o d u c t i o n

On leaders and leadership

Quite early in my career, I was lucky enough to spend some
years in the defence bureaucracy in Canberra. I did not think

* Disclaimer – This paper reflects the views of the author and not the Australian
Department of Defence or the Australian Defence Force.
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this was lucky at the time, because the bureaucracy in the early
1970s was a ponderous and dispiriting place in which to work.
I was particularly struck by how many officers whom I knew
from personal experience to be competent and dynamic in the
regimental environment had become quite different kinds of
people in the bureaucracy. Decisions dragged on for months
and even years, and many important issues were neglected. 

Another curious thing was that so few people shared my view
that this was an important organizational performance issue.
My colleagues, even those much more senior than I, seemed
resigned to the situation. Sometimes I wondered whether I
was operating in a kind of parallel universe.

In later years, when I returned to Russell Offices as a senior staff
officer and then as a civilian observer, very little seemed to have
changed. By this time it was evident to me that the key factor in
all of this was not the leaders themselves, but the environment
in which they worked – what we now call the “culture”.  

This prompted me to reflect on three questions: What was it
about the environment of the defence bureaucracy that had
turned these “men into mice?” What was it about the regi-
mental environment that had enabled the same men to have
been as effective as leaders in that particular context? And
why did people seem to accept the situation so readily?

A few research projects later, the answers to these questions
and some principles to guide the development of leadership
culture are beginning to emerge.

My thinking was helped when I became aware of the current
approach to the traditional “nature versus nurture” debate.
Geneticists have moved beyond what they regard as a false
dichotomy to the more sophisticated concept of  “nature via
nurture”. To use an everyday example of this concept, we can
readily see that a person with great talent and potential in,
say, football, is unlikely to become a great footballer without
the support of training, team-mates, progressive feedback
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and many other kinds of enabling mechanisms. It is the put-
ting together of all these enabling factors – the nature with the
nurture – that creates a champion.3

Even more importantly, the nature via nurture concept tells us that
people with certain dispositions (such as the desire and talent to be
a sportsperson) thrive in the kind of environment in which they can
express these dispositions. They become twice the sportsperson
they could have been. The whole is greater than the sum of its parts.  

It is the same with leaders. Military organizations invest an enor-
mous amount of attention to the selection and training of lead-
ers, but this investment will be maximized only when as much
attention is given to the context in which these leaders operate.
The Australian Defence Force (ADF) is rich in leadership talent,
and it owes it to itself to organize things so that these leaders can
perform to their potential, at all career and organizational levels.

This chapter is about that context: about what leaders at all
levels can do to strengthen (or establish) the enabling factors
that will help them and their organization perform well. It will
have achieved its aim if it makes you think differently about
leadership and if, as you advance towards senior rank, it helps
you to critically examine and learn about the leadership
process in your service and in the wider defence environment.

Outline

The argument is presented as follows:

• we begin on familiar territory, introducing the essentials
of “leadership culture” by reference to four major factors
that assist leaders in operational units to be effective.

• next, we explain the theoretical basis of these four
major factors and how they affect leader performance.  

• then we show how this relates to leadership culture at
the more senior levels of the military organization, and
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how, at that level, many aspects of the four factors are
as much dis-enabling as enabling.

• we close by drawing a parallel between leadership and
golf, concluding that, in both cases, success lies in first
recognising that “It’s the backswing, stupid”.4

This chapter contains a mix of theory and case studies. The
case studies are mainly contained in the three embedded
“exhibits”. The first of these is a true-life account of how an
ex-service officer used his experience as a leader in the serv-
ice to develop an appropriate leadership culture in a highly
competitive business environment. The second exhibit sum-
marizes the major changes that you can expect to find as you
step up from the operational level of leadership to the strate-
gic level. The final exhibit summarizes what the Royal
Australian Air Force did to develop a strategic leadership cul-
ture by confronting the need to make significant breaks with
traditional practice.  Scattered throughout the chapter are a
number of extracts from interview notes taken during the
“Once Were Warriors” research and other projects.5

Why We Should be Interested in Leadership Culture

We are used to thinking about strategic leadership in terms of
important and long-reaching decisions about capability
investment, deployment, civil-military relations, and all the
other stuff familiar to us from military history books. But
strategic leadership is also a process by which leaders set in
place performance-enhancing features that make their jobs
and those of leaders at all levels easier.

People tend to overplay the importance of “the leader” in the
leadership process. This is nicely captured in the opening
quote from Walter Ulmer, a retired general who was both a
senior field commander and later the head of a prominent
academic leadership research institution. This is a particular
problem for the military institution because it depends so
much on the performance of its leader at all levels.  
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Having good leaders is not the same as having good leadership.
Focusing too much on the leaders makes us overlook the other
important factors in the leadership process.  As a consequence,
too many problems are misdiagnosed, or seen as lack of leader
skill or will, when they are really due to performance-inhibiting
features in the situation, particularly “cultural” ones.  

In his dissection of the “Cult of the CEO” – the assumption that
changing the head person in a corporation is the necessary first
step in turning a company around – Australian journalist Gideon
Haigh shows that the only real beneficiaries of this approach have
been an elite corps of well-remunerated, internationally-mobile
CEOs.  Although this may suit the mood of a society “where we
look one another right in the wallet”, Haigh demonstrates the
patchy record of such a strategy by pointing to the growing num-
ber of CEOs leaving office because of failure to fix the problems
they were hired to address (the number more than doubled
between 1995 and 2001). The debate about the role of CEOs in
turning companies around is one-dimensional, Haigh concludes,
because “in its fixation with the CEO’s control of corporations, it
overlooks the degree to which the corporation controls its CEO”.6

There are two major implications to this perceptive conclu-
sion. First, the factors that influence executive behaviour are
often so well embedded in its culture that they are difficult to
diagnose, especially if they have become “the way we do
things here”. In such cases, strategies like bringing in a new
CEO or giving the senior leadership team some additional
skills (the latter being the usual ADF approach to fixing sen-
ior leadership performance problems) are flawed from the
start, because they begin with the wrong premise.

Second, even if the problem is accurately diagnosed, it is the
nature of strong cultures that they find difficult to change.7 We
can become so conditioned to seeing the world in a particular
light that we just do not recognize issues that have implications
for our futures. This is illustrated in Jared Diamond’s Collapse:
How Societies Choose to Fail or Survive.8 The word “Choose” in the
sub-title says it all and, while Diamond deals with the societal
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level of analysis, his argument is just as applicable to organiza-
tional situations. By choosing to ignore or defer important strate-
gic decisions, societies/organizations often unwittingly con-
tribute to their own demise. For example, in the great corporate
shake-up that occurred in Australia during the 1980s, many
businesses failed because they either couldn’t see what was com-
ing or couldn’t bring themselves to change until it was too late.9

Thus, there are many traps for even the experienced in choosing a
strategy to improve organizational performance. Happily, the lead-
ership culture concept serves as a simple but valid and powerful
model to guide the practitioner through the growing complexity of
ideas on contemporary military organizational leadership.

None of this, by the way, suggests that leaders are irrelevant
in the leadership process: far from it. However, the leader’s
job can be made harder or easier by the extent to which the
organization has established an appropriate leadership cul-
ture, with performance “enablers” that assist the leadership
process. In this sense, leadership culture is a force multiplier.

Leadership Culture and the Military Institution

Leadership Culture at the Operational Level  

Imagine this. You are on your way to take up an operational
command appointment at the lieutenant-colonel (or equiva-
lent) level. Chances are that you are feeling apprehensive; but
you will also probably be excited and confident. Ask yourself
this. What is it about the nature of this impending career
opportunity that makes you feel so positively towards it?  

Here are some of the points you may have jotted down in
response to this question:

• Leadership 

• You will have been well trained in the theory and prac-
tice of both leadership and your professional function.
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• You are likely to feel competent and confident in yourself
and you will be eager to put all your skills into practice. 

• You have every reason to feel confident that all of
these factors will make you the kind of person whom
people in your unit will want to follow.

• Followership

• Subordinate leaders in the unit are likely to be
imbued with the ethos of “followership”.  They will
be ready, willing and able to give support and assis-
tance to you as the person in charge – not just
because they know that their careers may depend on
doing so, but also (we’d hope “mainly”) because they
believe that what the unit does is worthwhile.  

• Everyone else in the unit, (especially your subordinate
leaders), is likely to be competent in their professional
function.  Unit members will have the total suite of skills
needed to support you and make your unit effective.

• Institutional architecture

• The unit’s command infrastructure, in the form of
technology, well-established operational and com-
munication procedures and the like will help you
make things happen quickly, and accurately. 

• The unit’s NCO “parallel command” structure and
informal communication system network allows
them to monitor performance and help their officers
understand what is going on.  

• Social capital

• It is highly likely that the unit will have a strong sense of
cohesion, trust, mutual respect and teamwork.  People
will speak the same language, and the key members of
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the unit will have a shared view of the world, having
been through similar formative career experiences.

The above situation – in which you are willing and able to lead,
your subordinates are willing and able to follow, and the organiza-
tional and social structure will help you lead – is a good example
of a “leadership culture”. Notice that most of its components are
not really about the leader. Certainly, without the leaders’ contri-
bution, things would not get done but, equally, leaders would find
it difficult to “lead” without the support of the enabling factors. 

Most of these factors evolved as the results of experience
across centuries, and are now so much part of our “conven-
tional wisdom” that we wouldn’t expect military units to
operate effectively without them. However, if this is so self
evident that it scarcely needs stating, we might wonder at the
attitude that allows the ADF to blithely tolerate at the higher
levels of the organization, where obvious dis-enabling factors
have hampered strategic leadership performance for decades.
We will get to this issue shortly.

The Benefits of a Strong Leadership Culture – and
the Problems Associated with a Weak One 

The benefits of having such a leadership culture are evident in
contemporary ADF performance. A striking example is the
ADF’s recent operational performance, beginning in East Timor
in 1999 and continuing in various parts of the world since.
Despite a long fallow period following the withdrawal of the
ADF from Vietnam, during which there was very little oppor-
tunity for units and even many individuals to gain operational
experience, the brigade-group that was deployed into East
Timor performed with impressive skill. Furthermore, if the
lack of operational experience showed itself in some major
logistic difficulties, it certainly had no discernible effect on the
performance of the three services in the field.  

To a large extent, the foundation of this success was due to
the way that the ADF perpetuated its unit-level leadership
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culture during the low-activity years following Vietnam.
Much credit is due to the efforts of a generation of senior- and
middle-level leaders, who had continued to maintain profes-
sional standards in an era when many Australians and even
many government leaders paid little attention to defence
issues and, in some cases, even regarded the ADF as close to
irrelevant. These leaders ensured that the elements of an
operational-level leadership culture were so strongly embed-
ded in the ADF professional way of thinking that they became
“a way of life” that was robust enough to withstand the ero-
sive effects of a long period without operational practice.

A less flattering example relates to the ADF’s persistent failure to
address long-standing personnel strategy issues. Analysis of
Australian demographic trends in the mid 1980s had identified
an almost inevitable decline in the numbers of young Australians
available for military recruitment, a decline which had been fore-
cast since the early part of the new millennium. But even with
such a long lead time, the ADF (particularly the Navy and the
Army) prevaricated on the issue for the best part of two decades,
right up to the time when the “people drought” was beginning to
affect capability. The problem was compounded by long-standing
retention problems that, again, were tackled in a piecemeal and
half-hearted way, even though the ADF had repeatedly been
shown the way ahead by each of a long series of major studies.10

Although the current Chief of the Defence Force has indicat-
ed that the recruitment/retention issue is now the ADF’s
“biggest strategic challenge”, civilian observers must wonder
why the institution could not energize itself much earlier.11

We will see shortly that the reasons for this had much to do
with long-standing dis-enabling cultural factors that were –
and to a large extent still are – impeding performance at the
strategic level.

The Key Elements of a Leadership Culture

As the earlier example of your own career experience shows,
a leadership culture is essentially an organizational and social
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environment that enables leaders to get things done. One of
the key tasks for strategic leaders is to create and manage the
factors that will strengthen the four key elements of leader-
ship culture for all levels of leadership. 

To recap, the key factors that comprise a leadership culture include: 

• Leadership per se (i.e., leaders who are willing and able to lead); 

• Followership (i.e., subordinates who are willing and able
to follow); 

• Institutional architecture (i.e., organizational and procedural
mechanisms that facilitate decision making, communication
and action); and

• Social capital (i.e., shared meaning and understanding,
teamwork, cohesion and trust).

The best kind of leadership is that which generates follower-
ship. As the second quote to the chapter reminds us, it is the
willing horse that takes the jump, not the rider. 

While there is a multitude of ways by which a leader can gen-
erate followership, the principles are fairly simple. If you
want to get people to come out of their comfort zones, to sig-
nificantly change their way of operating, and to reach
extraordinary levels of performance, you have to engage them
in the process. A major part of this is to make them interest-
ed in what you are interested in.

A case study of the development of leadership culture in a
non-military organization is presented in Exhibit 1. This pres-
ents a real-life example in which a leader established a culture
of followership, institutional architecture and social capital, in
order to achieve corporate goals. It was not rocket science and
it probably seemed like common-sense to the leader in ques-
tion. Nevertheless, it did not arise by accident and would not
have happened without that leader giving much thought and
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attention to what was needed to develop the kind of organiza-
tional, social and cultural infrastructure that would help him
get the best leverage from his leadership skills.

Exhibit 1: The Leadership Culture at White Mountain 

When Colin T, a former service officer, took over as general
manager of the White Mountain ski resort, his board gave
him three years to make the operation profitable.  At the
time, this seemed like a big task. White Mountain was a
small, newly established resort in an area dominated by two
big operations, both of which had the advantage of extensive
skiing terrain. Fortunately, Colin already had decided what
his strategy would be. The market was changing, with a
growing number of families coming to ski each year. Colin
aimed to present White Mountain as “the family-friendly
resort” and to compete with the larger resorts by offering
improved customer service.  

Colin’s biggest challenge was “followership”. The active and
willing cooperation of employees was crucial, because ‘cus-
tomer service’ involves a host of minor interactions with resort
staff. However, the traditional approach of operational employ-
ees in the Australian ski industry to the skiing public was one
of polite condescension. The large majority of resort employees
were casuals, turning up each year on their own volition, often
driven as much by the opportunity to ski as to work. As such,
they had no particular incentive to treat the skiing public any
differently this year just because the boss said so.  

In order to make his strategy work, Colin had to get his
employees to see their role in a different light, and then to
behave in accordance with the interests of the company.  

Colin approached this in three main ways:

• First, he let it be known that employees who performed
well each season would be given assistance finding jobs at
overseas resorts during the off-season, and were guaran-
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teed a job at White Mountain during subsequent seasons
for as long as they wanted. In this way, he created a longer-
term incentive for people to commit to the future of the
business and to change their behaviour accordingly. 

• Second, he built employee awareness by conducting pre-
season team training in which teams explored what the
group could do to improve overall customer service. The
emphasis in these sessions was for the employees themselves
to identify their own solutions to the overall goal.  Colin
explained to them that they knew their local situation much
better than management, and he was looking to them to
define and use appropriate practices.  In this way, employees
came to realize that behaving differently would not involve
much more effort, and would possibly be more rewarding in
terms of improved interactions with the public. Their
involvement in the process built a sense of engagement. 

• Finally, he encouraged people to feel like part of the com-
pany team, by conducting weekly social sessions in which
milestones and personal events, such as birthdays, were
celebrated and, most importantly, weekly progress indica-
tors were revealed. At these sessions, Colin would often talk
about positive incidents he had observed during the week
(during what he called his style of “management-by-skiing-
about”) and about feedback gathered from skiers as they
left at the end of the day. These sessions allowed Colin to
establish a mechanism for regular communication and
feedback, during which employees at all levels came to
see themselves as part of the corporate whole, and as a
group of colleagues rather than a group of employees.

As the season progressed, the change in the mood of the
resort was noticeable. Skiers felt more comfortable and staff
felt greater engagement and satisfaction. As group cohesion
improved, and as lift-hands, food-outlet servers and ticket-
sales staff grew accustomed to focusing on customer service,
White Mountain’s customer numbers climbed while those of
their competitors remained flat. At the end of the season,
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despite comparatively poor skiing conditions across the
region, White Mountain had its most profitable year ever.

The success of the program was shown in a number of ways.
White Mountain continued to do well, relative to its larger
competitors. In fact, four years later, its nearest competitor
made a successful takeover bid. Finally, and perhaps most
tellingly, the notion of “customer service” became the norm in
the Australian skiing industry. Colin has moved on from
White Mountain but his legacy remains.

The White Mountain resort manager used two main strategies
to encourage employees to share his goal of improved cus-
tomer service. To begin with, he provided extrinsic incentives
(the promise of future employment/career opportunities) in
order to build good-will, trust and a sense of security. But
that was only “Step One”. The extrinsic incentives associated
with this kick-start were supplemented by the positive rein-
forcement of being treated as part of a team that was engaged
in a purposeful activity. With this foundation, the manager
was able to engage employees in reaching for different ways
of operating. That is, people were gradually enticed out of
their comfort zones, by small steps early in the process that
made them ready and able for larger steps later.  

This was probably an almost subliminal process and, after
only a few weeks into the ski season, most employees would
have felt that any extra effort involved in customer service was
more than compensated for by the gratification of feeling part
of a group endeavour, engaged in a worthwhile goal (even if
they saw it largely as beating their rivals on the next moun-
tain). But in all likelihood, few would have given this con-
scious thought. One of the most powerful features of a leader-
ship culture is the way that it shapes the “right” kind of behav-
iour by means of cues and reinforcement mechanisms that are
embedded in the social and organizational structure.12

In terms of the development of a spirit of followership, mili-
tary institutions have certain inherent advantages over civil-
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ian organizations. Career socialization will have instilled a
sense of loyalty and duty, and the organizational structure of
the military unit, with its formal and informal chains of
authority and requirement for junior leaders and NCOs to be
alert to the welfare of their people, means that you can usu-
ally take a certain degree of followership for granted.i

But leaders need to build on this useful foundation, by manag-
ing their people in ways that increase commitment even fur-
ther. The way to do this is through sensible and time-honoured
practices, such as treating people and their contribution with
respect, allowing them to operate with a certain degree of
elbow room, giving them opportunities to use valued skills,
consulting them in appropriate matters, letting them know
how they are performing, keeping them in the picture as to
progress and outcomes, and so on.

However, followership is not just about people being willing
to give support; it’s also about their being able to do so. A
leader will get better support from followers with strong pro-
fessional and technical expertise than from those who are
new to a field, however keen and loyal they are. (If this
sounds like a truism and a situation that no sensible organi-
zation would want to risk, we will see shortly that this is a
common condition at the top of the military organization.) 

Fortunately for the Australian military, its officers take natu-
rally to a “follow-me” or “Captain-Coach” approach to lead-
ing. This is a direct and directive “managing-downwards”
style that works well in situations where prompt decisive
action is needed, where followers expect direction, and where
teamwork is already established.  The leader’s direct involve-

1 Military people often do not realize the importance of followership until they
go into an organization that doesn’t have it.  An organization where everybody
wants to be the boss and/or where nobody wants to take responsibility for
doing anything to help the appointed leader is an immensely frustrating place
to be.  Many officers find this a source of considerable frustration when they
make the transition from service life to a civilian career.
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ment facilitates control and makes hands-on guidance and
communication relatively easy.

It is not surprising that the captain-coach approach tends to
build cohesion, turning the “I” into the “We”. In the Australian
national culture, with its egalitarian values, people respond
positively to such a style, and leaders find it a comfortable
style to practice. One of the strengths of the Australian mili-
tary institution is that it produces junior leaders who are com-
petent in the nuts-and-bolts of their craft – in “the profession-
alism of small things”, the mastery of a myriad of routine and
minor details, each perhaps petty in themselves but profound
in their combination. This gives such officers the wherewithal
and credibility to assume the captain-coach role.13

But if leaders spend their formative career years engaged in
the captain-coach leadership style, they can be become too
dependent on taking charge and being in control and can be
slow to adapt to circumstances that are less conducive to such
an approach. In particular, they may flounder when they are
thrust into the much more complex work environment at the
top of the defence organization, where they will need to rely
on other methods of influencing people.

Leadership Culture and Senior Leadership

Stepping Up to the Strategic Level 

Earlier, you were invited to imagine your feelings and expec-
tations as you headed towards a command position at the
lieutenant-colonel level. Imagine now that you are headed for
your first experience as the head of a policy-oriented staff
division within defence headquarters of your service.  

It would not be surprising if your feelings about this more
senior career opportunity were somewhat different to those
you had about earlier leadership appointments.  Chances are
that, whatever positive can-do attitude you bring to your
career, you will be expecting this more senior policy-oriented
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appointment to pose much more of a challenge, and even to
be somewhat less fulfilling, than the career appointments you
had in the early stages of your career.  

“Exhibit 2:  Stepping up to the strategic level” discusses some
of the factors involved.

Exhibit 2:  Stepping Up to the Strategic Level 

People moving up to the senior leadership career level find
themselves engaged in an appreciably different professional
role to those with which they successfully dealt with earlier. 

To begin with, the professional focus is much, much broader.
Whereas a unit leader’s focus is on the here-and-now and on the
immediate environment, the focus of senior leaders is often on
organizational possibilities and long-term plans. The scope of
their concerns is regional and global, reaching into national and
international political, social and economic issues. They deal
with a host of other internal and external contacts and stake-
holders, including Government and other non-government
agencies, allies, and major contractors. All such stakeholders can
be expected to have varying perspectives on goals and priorities
and varying preferences on how these should be pursued.

Second, decisions are made in quite different ways and on the
basis of quite different criteria. Leaders in units make deci-
sions relatively quickly, often on the basis of doctrine and
thought processes that have been ingrained by training and
practice. In contrast, leaders at the top of the Defence
Organisation must take account of often uncertain and usual-
ly varied political and financial/economic factors. It is not
surprising that decision-making and policy development are
often torturous and protracted.

Third, the functional organisation at the top – in the sense of
how business is really done, as opposed to how a structure
might be depicted on paper – is very complex. While the
structure is notionally hierarchical and there is a strenuous
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attempt to be orderly and prescriptive, the strategic-level
organisation functions very much as a network. In such a sit-
uation, organisational responsibilities and lines of influence
often cut across and between different programs. Many find it
useful to think of the organisation at the strategic level as a
system of political coalitions in which individuals and sub-
groups vie for power and influence. Professional achievement
in such situations requires people who are alert to the possi-
bilities presented by alternatives, who have the ability to “get
above” a problem to appreciate the perspectives of different
stakeholders, and who can exercise political sensitivity and
pragmatism. Above all, it requires the ability to be influential
even in situations where they lack the formal trappings of
command appointments, such as superior rank, greater expe-
rience and the legal authority to act unilaterally. 

Fourth, an often-depressing degree of “process” and bureau-
cracy surrounds even seemingly minor decisions at the senior
leadership level. While there is little direct evidence of the so-
called “learned helplessness” syndrome, there is still a ten-
dency to accept too readily “that things will take time”. It is
true that public accountability and fiscal discipline do
demand adherence to procedures and checks on financial
commitment and expenditure, but this neither explains nor
justifies the persistence of the “bureaucratic culture”.

Finally, senior officers are concerned that they, their col-
leagues and their support staff often lack deep expertise and
practical experience within their respective functions, mainly
because of a job rotation policy that keeps almost everybody
in motion.  Analysis in 2003 using official data provided by
the Directorate of Senior Officer Career Management showed
that the average senior military officer had been in his/her job
for 1.2 years, with only 12% having been in their current
appointment for two or more years, and their immediate
reports were no less mobile. In contrast, a recent Australian
study found that corporate employment tenure tends to be
fairly stable, with the average Australian business executive
spending around 5 to 6 years in each significant job.  
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Even on the civilian side, where the Defence Public Service
executive group once provided a degree of stability and “cor-
porate memory”, the Senior Executive Service is now driven
by a generalist career philosophy every bit as powerful as that
in the armed forces. Although they are not as mobile as their
service counterparts, job mobility among senior bureaucrats
was still high by community standards, with Defence’s civil-
ian executives having a median time-in-current-job of 1.9
years, and with fewer than half (46%) having been in the cur-
rent appointment for two or more years.

While many maintain – with considerable justification – that they
must be doing a lot right, because otherwise why would
Australia’s comparatively small defence force be performing so
well, others point to just how much effort and time it takes to get
many things done and how many issues get shelved indefinitely.  

All of this is a challenge to the military professional new to
the strategic arena, not to mention a serious set of impedi-
ments to effective organisational performance.

Stepping up to the strategic level involves a professional transition
which is markedly different to the relatively seamless transitions
between the earlier levels of leadership. Tables 5 and 6 summarize
some of the differences between leadership at the two levels.

TTAABBLLEE 55:: LLeeaaddeerrsshhiipp ttaasskkss aatt tthhee ooppeerraattiioonnaall lleevveell vveerrssuuss aatt
tthhee ssttrraatteeggiicc lleevveell

Leadership at the operational level

Getting things done

Dealing with today

Leadership that you can see

Captain-coach

Leading people

Leadership at the strategic level

Setting things up

Preparing for tomorrow

Leading from the shadows

Commander, senior bureaucrat, tribal

chief, builder/improver/change agent

Leading the organization
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At higher command levels and in the Defence bureaucracy,
the professional issues are much more complex (see Table 2).
This requires that leaders adopt a different style of influence
to that which they may have used successfully earlier in
their career. The “Captain-Coach” role must give way to a
more complex set of behaviours, in which the senior officer
is required to play a number of different roles, sometimes
simultaneously. 

The strategic-level career involves four main roles (see Table
7). Two of these – commander and senior bureaucrat – are
“official”, in the sense that they represent a type of appoint-
ment, specified duties and obligations. The other two – tribal
chief and builder/improver/change agent – are “unofficial”:
although they involve functions to which all senior officers
are expected to contribute informally, these roles are not
listed on any formal organizational chart and have no
“duty statement”.  

TTAABBLLEE 77:: TThhee mmaaiinn rroolleess ooff tthhee ssttrraatteeggiicc lleeaaddeerr

What officers do in the tribal chief and builder/improver/change
agent roles is essentially discretionary. They may choose to do
much, or they may choose to do little; it largely depends on
the individual and the notion that the individual has about
their duties and professional obligations. Although what they
do will often receive no official reward, it is likely to affect
their standing with their peers, especially in terms of the other
members of their “tribe”.

The role of commander and, to a lesser extent, that of tribal
chief will be familiar to the career officer, because they are

Formal

Informal

Commander

Tribal chief

Senior bureaucrat

Builder/improver/

change agent

Familiar Novel
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essentially a professional continuation of earlier mainstream
career roles. In contrast, the roles of senior bureaucrat and
builder/improver/change agent will be much less familiar.
Officers may think that they know what the senior bureaucrat
role involves, because they have been middle level staff offi-
cers, but most subsequently find that they still have a lot to
learn. Not the least of these learning requirements is the need
to develop a working knowledge of the relevant staff func-
tion. This represents a different area of expertise for the
career military professional. This applies even to ostensibly
familiar fields like “personnel”.  

Traditional military institutional culture does not value the
development of specialist expertise outside the professional
mainstream.  In fact, officers can be “penalized” if they
remain too long in a particular non-mainstream field, since
this, at least in the eyes of career managers, can make that
officer “less competitive” for future command. It is not sur-
prising that many senior officers view such appointments
with decidedly mixed feelings.

The factors that affect senior leadership behaviour in Defence,
both positively and negatively, are well-captured in the follow-
ing trio of interview extracts. These came from three leaders,
“X”, “Y” and “Z”, all of whom once worked in the same
Director General (DG)-level team at different rank/grade lev-
els.ii We begin with X, a civilian public service executive, talk-
ing about how well Z, the most senior of the three, had per-
formed in a key senior policy development role14:

Z was doing a vital job that few other people had
been able to do well.  But after only 18 months in the
job he was posted to command [an Australian-based
formation].  The reason given was that the CDF
needed “well-rounded candidates for Chief of […]”.

ii All are now engaged in different functions, and none were aware that the oth-
ers were also being interviewed.  In fact, it was a happy coincidence that all
three volunteered to be interviewed.
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Next, Y, the one-star who had succeeded Z:

I think that I am well equipped for this appointment
but I was fortunate in that I took over from Z. He had
set up an infrastructure to help get things done: a
hand-picked staff, including experienced “old
stagers”, all of whom had been well-briefed about
what you needed to do to be successful in the bureau-
cracy. I’m now into my third year and this long tenure
is really paying off. It takes 5 to 6 years to change
things in Defence. Without continuity of direction,
focus and leadership, it’s hard to achieve very much.

Finally, two-star Z himself:

I just did what I thought was sensible. I was fortu-
nate in that I had served in Canberra before and I
knew a lot of my civilian counterparts. I’d acquired
a sense of how the public service works and thinks.
I spent a lot of time talking to them, to find out their
views and where they were coming from. But it was
still hard work! What was frustrating was that many
of the barriers to getting things done were actually
within the system’s control. First, tenure: I was given
only 18 months in the job. That is ridiculous. If you
want people to be accountable for results, then for
heaven’s sake leave them there for long enough for
their accountability to become evident. Second, very
few of my staff had been trained for their huge
resource management role, because they were being
career-managed as generalists. This meant that their
career prospects plunged if they were not picked for
command. I had a number of really useful officers
working for me but then the “command list” came
out and some of them saw that they were not on it.
Within 6 months, they had all left. What a waste!

These extracts are revealing as much in what they do not say
as in what they do. If Z really was “doing a vital job that few
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other people had been able to do well”, why was he moved
on after only 18 months in the job? Does Y’s being “now into
my third year” make him unusual? Given that careful career
development is a distinctive feature of the early and middle
professional military career, why was that very few of Z’s staff
had been trained for their resource management role? Why
did not being on the command list have such an influence on
the career decisions of so many of his subordinate officers?
Above all, why does it take “5 to 6 years to change things in
Defence”? What, if anything, is it about the organizational
culture that contributes to this?

High job rotation among senior officers would be much less
of an issue if they could rely on a cadre of much-less-mobile
support staff officers who would be the repositories of techni-
cal expertise and corporate memory. But these staff officers are
just as likely to be engaged in job rotation themselves, since
they are subjected to the same up-or-out career development
policy as their more senior colleagues, and are no more likely
than their senior colleagues to have previous experience with-
in a staff function or the time to develop such experience.

These three long-established staffing practices – senior officer
churn, staff officer churn, and a “generalist” model of career
development – act as an “iron triangle” that inhibits innova-
tion in key areas. While these policies have the worthy aim of
ensuring the dominance of the warrior ethos in Defence, they
also prevent the development of any substantial expertise
outside this role. With almost all the key players in complex
policy development continually in transit, it is near impossi-
ble to develop such expertise. Even Defence’s public service
executives are highly mobile, in line with a generalist model
of career development similar to that traditionally used by the
Services. This wide-spread job mobility at the top is inconsis-
tent with community practices: the Australian Defence
Organization’s (ADO’s) senior leaders and their support staff
officers are more than twice as professionally mobile as their
counterparts in Australian business corporations.15
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Many senior officers, however, do not see this as a problem,
in part because they have become conditioned to continual
job rotation, with many relishing the stimulus and challenge
of getting to grips with a new job every two years or so.

Perhaps none of this would matter so much in a more stable
world, but the contemporary military environment is evolv-
ing very quickly, in many unexpected and unconventional
directions.16 Not the least of the issues involved is the conse-
quence of the ADF’s long-standing difficulties in managing its
finances. There are now a large and increasing number of
cheques and balances within the decision making process to
ensure that public money is sensibly and properly allocated
and spent. An often-depressing degree of “process” and
bureaucracy surrounds seemingly even minor decisions at the
senior leadership level.  

As one rear-admiral despairingly remarked,

There is so much “stuff” that you have to deal with.
Just getting things done on a day-by-day basis is
indicative of important basic level of competence.
Innovation, when it happens, is not so much the
development of new ideas and novel approaches,
but it often just a way of finding ways to get things
done with less. This is not unimportant, but it’s not
genuine innovation.17

And a major general observed that

We bury our leaders in process. Very few have any
significant “thinking time”; very few have the oppor-
tunity to engage with their peers and staff in creative
thinking and to bounce ideas about how they can
create greater leverage for and from each other. The
more process you have to deal with, the less think-
ing space you have, and the more risk averse you
become… [So] you’ve got to be passionate about
something to try to change it in the Defence bureau-
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cracy. Most see it as just too big to change. This is in
stark contrast to the Defence Organization outside
Canberra, where innovation and teamwork are
admired and supported.18

Such organizational practices inadvertently constrain the
pace of change by promoting a short-termist and incremental
approach to strategic problem solving. As a consequence, the
ADF is good at “managing today” but much less expert at
“managing tomorrow”.  There may be much good-intentioned
talk of developing the right “leadership culture” but, judging
from present practices, there is very little real understanding
of what “a leadership culture” actually means.

Leadership, Influence and “Politics” 

Another reason that the leadership function becomes
increasingly complex as the individual’s career advances is
because it increasingly involves the process of “politics”.
“Politics” includes dealing with ministers and government,
and influencing upwards and sideways within the
military/Defence institution in situations in which you lack
formal authority.

Dealing with ministers and government is, in one sense, sim-
ply a matter of using your professional skills to interact with
people and agencies who are as interested in the good of the
organization as you are. As such, this does not involve “poli-
tics”. However, especially in the current “global war on ter-
ror” political environment, many operational decisions have a
political dimension and many senior officers are aware that
they risk being drawn into such matters despite their best
intentions. As one major general put it,

There are ethical differences between this and earli-
er career levels. We all would like to think that
ethics were straightforward, structured, and pristine,
but it doesn’t happen like this. At the top of the
organization, ethical issues are cloudier in terms of
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how to get the complete organization to do things.
For example, in XXX, we were constantly under
scrutiny to confirm that we use the correct level of
force even in very minor contacts. I did not find this
objectionable nor an impediment to commanding.
Not only is it inevitable in the modern context where
the media is all-intrusive, it adds a degree of civility
to the conduct of operations and, by making the
knowledge that this practice would happen widely
known, it serves as a restraint on hot-headed behav-
iour at the very junior levels.19

This same officer went on to note that, as a consequence, “I
spend a lot of time thinking about the ethical issues of the way
I operate, both as an individual and as the commander of ZZ”.

The practice of organizational politics demands an ability to
be influential even when you often don’t have organizational
authority. For example, a major general explained that he
spent a lot of time “securing money and jobs”, with the key
activities being the ability to “influence upwards”, “get others
to understand how they can benefit by helping you”, and
“continual networking and positioning”. The defence organi-
zation is based on a complex network of organizational rela-
tionships and a multiplicity of agencies and stakeholders,
each with its own priorities and professional views of the
world. Senior leaders in such an environment may often have
little formal influence over such stakeholders, so they have to
find ways of steering decisions through to a satisfactory con-
clusion in the absence of such formal influence.  

Like “giving a concert on the violin while learning to play the
instrument”, organizational politics is something that many
people have to learn on the run. In part, this is because the
need to develop such skill often takes them by surprise, and
because the whole notion of “acting politically” seems anti-
thetical to professional codes that have been deeply embed-
ded by the early professional experience.
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Leadership without Easy Answers

One of the most important principles to grasp in the transi-
tion to senior rank is that you no longer have to be the
“expert”. This can be somewhat confronting, because respect
for the chain of command is so ingrained that the military
officer attributes expertise with authority, and just assumes
that the person in charge must be the “expert”. But effective
strategic leadership doesn’t depend just on being good at get-
ting things done and feeling that it’s your responsibility to
“know the answer” for the majority of problems with which
you deal. Just as importantly, strategic effectiveness depends
on accepting that, at this level, you have entered the zone of
“Leadership Without Easy Answers”.

Leadership Without Easy Answers is a “must-read” book by
Harvard scholar, Ronald Heifetz.20 He explains, with copious
case studies and examples, how leaders can get things done
in situations of strategic crisis and stakeholder conflict where
doctrinal guidance and precedent are lacking and he demon-
strates the futility – and the dangers – of assuming that lead-
ers and leadership teams must continually be able to produce
immediate answers to complex issues.

The reason why leadership at the strategic level is such a
challenge for both leaders and followers, Heifetz argues, is
because leaders and followers need to accept a different way
of thinking about how “leaders” can help solve “problems”.
His fundamental tenet is that leadership at this level general-
ly requires leaders to begin, not by providing solutions, but
by asking questions, even in situations where followers
demand that leaders “show decisive leadership”.  

As Heifetz points out, in a crisis we tend to look for the
wrong kind of leadership. We call for someone with answers,
decision, strength, and a map of the future, someone who
knows where we ought to be going – in short, someone who
can make hard problems simple. But many problems are not
simple. Instead of looking for saviours, we should be calling
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for leadership that will challenge us to face problems for
which there are no simple, painless solutions – problems that
require us to learn new ways.21

The capacity to ask the right questions within each service
leadership team depends in part on those at the top having
access to a diversity of views and professional opinions.   In
this regard, the lack of diversity in the executive teams at the
top of each service can be seen as an important weakness.
While the executive boards in business corporations usually
comprise a range of people from different professional back-
grounds in order to ensure that they are not blindsided by
unexpected environmental factors, their military equivalents
are probably the least diverse of any executive group in the
country, comprising as they do people from a single age
group, a common professional background, common career
development experiences and a common gender. However
intelligent their members are, it would be remarkable if they
were able to collectively comprehend and debate major prob-
lems in terms of their full strategic, capability, political, tech-
nological and social ramifications.

This lack of diversity at the top occurs for two main reasons.
First, the requirement for virtually all senior-level career
development to be oriented towards the production of service
chiefs and senior commanders ensures that the career devel-
opment system operates as a tournament, and only those who
most closely fit this profile will progress at each career stage.22

Second, officers with different career priorities, or with non-
mainstream career interests, who may choose to opt out of
the normal career progression, will find it very difficult when
they want to re-enter the process. These “different career pri-
orities” include, most obviously, female officers electing to
put their career on hold while they raise a family. “Non-main-
stream career interests” includes officers who want to pursue
a particular non-warrior speciality, such as personnel man-
agement or acquisition. In both these examples – and of
course there are many others – such people will be no longer
available for future senior leadership selection.
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This effect is exacerbated because those who fit these two exam-
ples will often decide to opt out comparatively early in their
careers. Since they feel that they must make a choice, they often
choose in favour of themselves, especially if they think that it is
futile to do otherwise. But the real loss is to their service,
because many may have made perfectly adequate senior leaders
even without the traditional career development experience.

A special case of this relates to what Morris Janowitz called
“the mavericks”.23 Janowitz notes that a large number of
major innovations within the military institution have come
from the efforts of mavericks, whose careers lie on the mar-
gins of the profession, pursuing particular ways of thinking
in the face of all efforts, overt and covert, to dampen their
enthusiasm. Plainly, it is the mavericks who are most likely to
ask the searching strategic questions, but if the service
restricts the advancement of mavericks (as tends to happen in
Australia, at any rate), few will get a chance to do so.

Issues in Developing a Strategic Leadership Culture

The Four Factors Applied to Strategic Leadership

For an organization to be effective, it must be led by people
who are supported by appropriate leadership culture. And
the leadership culture that is appropriate for the top levels of
the organization will differ, at least in detail, to that which
prevailed at lower levels of the organization. In this section,
we began to explore what our full dimensions of leadership
culture might look like – or perhaps might not look like – at
the strategic leadership level. 

In terms of LLeeaaddeerrsshhiipp, those at the top echelons of large
organizations obviously must be good at the practice of lead-
ership per se. They also need a sound grasp of the full range
of professional issues with which they deal on a day-to-day
basis. Superior performance in leadership will not compen-
sate for inadequate understanding of complex professional
issues (and the reverse is equally true: it is not enough for
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those at the head of the organization to have detailed profes-
sional understanding; they must also be excellent leaders). 

There is little doubt that those at the top of the ADF are superior
performers in the arts of leadership per se. But, as we have seen, a
high degree of job rotation, guided by a generalist career develop-
ment model, impedes the extent to which those in the leadership
team have this second string to their bows, in terms of their under-
standing of the complex professional and contextual issues that are
important for strategic decision-making in their various functions.

Similar issues apply in regard to FFoolllloowweerrsshhiipp.  Most of those
who report to and support the senior leaders are themselves
being developed for senior rank. And in terms of the leadership-
without-easy-answers approach, such subordinates may be even
less inclined to ask the tough questions than their seniors would.

Since there is a need for appropriate career development for
senior officers, we must look for solutions that are not
dependent on throwing babies out with bathwater. As many
studies across the last three decades have argued, it is possi-
ble for the military institution to continue to enjoy the bene-
fits of generalist-oriented senior officer development by pro-
viding them with expert specialist support from their imme-
diate reports.24 One thing that was noteworthy about the Air
Force’s experience with improving its senior leadership cul-
ture was how few specialist senior personnel staff officers
were needed in order to make a big difference to the perform-
ance of the personnel system.  

In terms of IInnssttiittuuttiioonnaall AArrcchhiitteeccttuurree, the complex organiza-
tional structure at the top of military organizations presents a
novel challenge to most mainstream officers. So many agencies
have a stake in many major decisions that steering through a
policy or course of action usually requires careful and painstak-
ing planning, execution and negotiation. This is all the more
challenging because the informal network within the bureau-
cracy is as important as the formal network, and requires the
same careful attention if policy and plans are to be progressed.



C H A P T E R  5 141

S T R A T E G I C  L E A D E R S H I P  D E V E L O P M E N T :
INTERNATIONAL PERSPECTIVES

And whereas in the unit it can be assumed that most people
think along the same lines and are loyal to the same values,
this cannot be assumed the top of the organization. The diver-
sity of views and values, and differing opinions as to priorities
means greater complexity in plotting how to get a particular
course of action or policy implemented.  This feature of
defence bureaucracies cannot be avoided, and simply under-
lines the need for leaders and support staff to have the skill
and insight to deal with the consequences of such complexity.

In terms of SSoocciiaall CCaappiittaall, we noted earlier that the cohesion
and trust associated with membership of a common tribe
facilitates trust, communication and speed of decision-making
at the unit level. At the strategic level, tribalism continues to
be influential, but in a more complicated way.

For example, the trust engendered by membership of one uni-
formed tribe tends to carry over into the other uniformed tribes. As
an Air Commodore remarked, sometimes this helps the process:

It is much easier for the services to deal with each other
than to deal with the public service. An important fac-
tor is the latent trust between individuals. Service peo-
ple will implicitly trust each other, whichever service
they come from and are dealing with.  You are a
brigadier and therefore you already have my confi-
dence; you can lose my confidence but you don’t have
to earn it. A public service officer, on the other hand,
has to win my confidence in the first place.25

Conversely, tribalism can slow down decision-making.  As a
Commodore said,

Officers seem to be conscious of having two chains
of command: the official one, which goes through to
whoever their boss is, and the tribal one which goes
through to the Chief of Service… The Services
develop a “tribal voice” on almost all issues. Each
recognizes the others’ various interests. They will
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negotiate and consult even when they don’t need to.
This is not so much an unwillingness to make deci-
sions, as it is a symbolic demonstration of taking
each other’s views into account.26

In principle, this is not undesirable, but it can become so when
it inhibits officers from taking a counter-view in the interests of
the broader corporate need. Those unwise enough to go out on
a limb for corporate interests that are in conflict with tribal inter-
ests cannot expect such behaviour to go unnoticed – or, perhaps
as one cynic put it, “to go unpunished”. It is not surprising that
this tends to lead to conformity and conservatism; and there is
another important subtle element that slows decision-making.

To recap, we have noted that the kind of “culture” in which
officers work has a substantial influence on what they do,
whether they know it or not. The leadership culture at the unit
level contains many strong enabling factors to help leaders to
lead. And, just as they should, most of these features also exist
to support the performance of senior operational commanders.
However, the leadership culture that tends to prevail in the
defence bureaucracy contains dis-enabling factors that inhibit
performance. An outstanding leader, with outstanding situa-
tional awareness within the bureaucracy, can overcome these
dis-enabling factors, but this really just proves the point. 

In summary:

• an enabling leadership culture is needed just as much
at the top levels of the organization as it is at unit and
command levels;

• the current leadership culture at the top levels cannot
be described as “enabling”; and

• whatever its details should look like, it will be different to
those in other professional military contexts, in only to
balance organizational needs with organizational realities.

Table 8 sums up our discussion about the differences between
leadership culture in units and leadership culture at the top.
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TTAABBLLEE 88:: Differences between operational-level and 
strategic-level “leadership cultures”

It is not the purpose of this chapter to discuss in detail what
might be done to create an appropriate strategic leadership
culture, but it is hoped that the reader will now have some
notion of what it might be.

Leadership culture in units:

Well-established and 

supportive

• Competent leaders, devel-

oped by relevant career

development experience

• Competent subordinates,

well trained and experi-

enced in the function

• Lean, focused, well-

understood and reliable

• Trusting, cohesive, speak-

ing the same language,

sharing a point of view

Leadership culture at the top:

Still some way to go

• Generalists, whose core

expertise may bear little

resemblance to the func-

tions in which they are

appointed to provide

leadership

• Lack of diversity risks con-

formity and “group think”,

which makes the “Leadership

Without Easy Answers”

approach of asking ques-

tions less likely

• As above

• Complex, variable, poorly-

understood, subject to

“small-p” political influence

• Sceptical, speaking in dif-

ferent languages, coming

from different points of

view and different sources

of tribal loyalty

Leadership

Followership

Institutional

architecture

Social capital
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It Can be Done: the Air Force Experience

A few years ago, the Air Force took the initiative to develop
its own form of strategic leadership culture. The process,
which is summarized in Exhibit 3, “Senior Air Force
Leadership Culture”, was not an easy one, but the then Chief
of the Air Force considered to be imperative in terms of main-
taining the institution’s long-term health.  

This case study suggests that it is no coincidence that the devel-
opment of an Air Force strategic leadership culture was closely
followed by a marked improvement in the Air Force’s retention
and recruitment situation, in contrast to the other two services.

EExxhhiibbiitt 33:: TThhee RRooyyaall AAuussttrraalliiaann AAiirr FFoorrccee SSttrraatteeggiicc 
LLeeaaddeerrsshhiipp CCuullttuurree

It recent years, the Air Force has been the best performing serv-
ice in terms of recruitment and retention. Close examination of
possible reasons suggests that it had much to do with changes
that the Air Force has made to its strategic leadership culture.

The Air Force senior leadership team had a breakthrough a
few years back when it started looking a bit more closely in
the mirror. For example, instead of blaming other agencies for
project delays, or the recruitment system for personnel short-
ages, it looked at what it was and wasn’t doing about such
things. In essence, the then crop of senior leaders concluded,
“we have seen the enemy and it is ourselves”. And without a
lot of fuss, they began doing a number of things differently. 

• First, Air Force senior officers analysed the quality of
communication amongst themselves as senior leaders.
When they did this, they identified that they were suf-
fering from a phenomenon known as ‘Groupthink’. This
is the tendency for members of the group to be more
concerned over maintaining group cohesion and the
appearance of solidarity rather than getting at the truth
and tackling a solution that upsets the status quo.
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Groupthink makes people reluctant to speak candidly
for fear of rocking the boat or of endangering one’s own
standing and reputation within the group. When this
was recognized, the Air Force senior leadership team
took considerable pains to improve the quality, clarity
and honesty of their internal communication.  

• Second, Air Force ensured that staffing within key sup-
port functions had the same sort of features as those
that are in place to assist commanders to perform well.
In the personnel field, for example, Air Force appoint-
ed a DG who was not only from the mainstream career
group (i.e., aircrew) but who had a solid background
in personnel related functions. The DG was supported
by mid-level subordinates with a similar career profile.
It was intriguing to see how much difference this sim-
ple arrangement made to the general performance of
the total branch.

• Third, the Air Force senior team developed an over-
arching strategic plan, with appropriate indicators on
performance for each major support function.  

• Fourth, when the Air Force recognized a problem, it
began to do something about it. For example, in the late
1990s the ADF was having trouble retaining engineers.
Air Force senior leaders talked to engineers about what
the issues were and they developed and implemented
programs to address the relevant issues. Result: no engi-
neer retention problem, in contrast to Navy and Army
who continued to have trouble in this regard.  

• Finally, the Air Force improved top-down communication. It
did this in a number of ways but a major feature was the Chief’s
practice of frequently visiting the troops, so that he could talk
to them and, more importantly, they could talk to him. 

Which of these was decisive? The answer is, of course, they
all were. In strategic leadership and management, there is
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very rarely ‘one big thing’ to do. Rather, there are a whole lot
of comparatively little things which together are greater than
the sum of their parts. 

Of course, it is not all roses. Air Force senior leadership is not
doing everything better or everything well. It still does a number
of dumb things. But, at least in the personnel field, it does more
smart things than the other two Services, who often seem paralysed
by inaction on the personnel front in particular.

This greater competence in strategic people management might
not translate into better operational performance in the short-
term. All three Services are doing well on operations, not least
because of the skills and professionalism of junior command-
ers and the rank and file. But in the long-term, if you are strug-
gling in the war for talent, this will ultimately affect your abil-
ity to put the right numbers of people of the right quality into
the field, not to mention having the right people in staff organ-
isations to make strategic decisions across a range of complex
functions in the difficult environment. And whatever the arena,
not having the right kind of people to perform it will affect
operational performance in all sorts of ways. 

Among the many lessons to be learned from this case study is
that the success of the change program had very little to do
with either giving people new skills or simply of appointing
outstanding individuals to leadership roles at the top of the
organization.  As we argued earlier, the military institution
over-uses training and education as organizational develop-
ment strategies, and this case study illustrates the point.   

““IItt’’ss tthhee BBaacckksswwiinngg,, SSttuuppiidd”” 

A leadership culture has the same kind of affect on organiza-
tional performance as a backswing has on golfing perform-
ance. Both provide the kind of sound structure from which
good performance springs. Without a sound golf swing, it is
difficult to score consistently well. Without a sound leader-
ship culture, it is difficult for leaders to lead.
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Over my long career as a golfer, I have observed two things about
players who have erratic golfing performances (i.e., most players):

• First, they have terrible backswings. They never do it the
same way twice except by accident. Most golfers are prone
to all sorts of faults in their backswings: they don’t use their
feet on the backswing to move their hips and knees into
position, or they don’t cock their wrists enough, or they
cock their wrists too much, and so on. The consequence is
that they invariably put themselves in a physical position at
the top of the swing that makes it difficult for them to exe-
cute the shot they need for the given circumstances.

• Second, when the inevitable happens and they slice or
hook or duff, the average golfer invariably explains this
in terms of the downswing. They will tell you they hit a
poor shot because they didn’t hold their head still, or
because they started the downswing too early, or
because they let their hands lead their hips, or for any
one of a hundred other reasons. Rarely do these have
anything to do with the real cause of the problem.iii

Many readers will be well ahead of me here, and will have
recognized the parallel between the diagnosis of a golf prob-
lem and the diagnosis of an organizational problem.  The
phenomenon is very similar in both cases:

• First, the reasons for deep seated organizational problems
are invariably structural, rather than behavioural. That is
to say, when a “problem” emerges in the form of unaccept-
able performance, the reasons will usually be at least as
much about long-standing workplace organizational and
social structural issues as they are about neglect or incom-
petence of those who happened to be in charge at the time.  

• Second, the senior leaders who are responsible often do
not see it that way. They will see the problem in terms of

iii Golf is the ultimate demonstration that man is a slow learner.
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delivery – that is, in terms of the downswing – rather
than in terms of the backswing.  Their focus will be on
improving delivery, without consideration of the handi-
caps been placed on the delivery process by the flaws in
the structural situation.

A long association with both golf and organizational diagno-
sis has taught me this fundamental truth:

If you have a sound backswing, or a sound organiza-
tional environment, you have a very good chance of
performing well. Conversely, if you don’t get the back-
swing right or if you haven’t got the environment right,
your chances of reliable performance are just about nil.

CCoonncclluussiioonnss

Consider the kaleidoscope. You put it to your eye and you see a
certain pattern. Then you give it a shake; and the pattern changes.
The bits of coloured glass are still the same bits of coloured glass;
but the pattern is different. This chapter has tried to shake the lead-
ership kaleidoscope and to present you with a familiar concept in
somewhat different light. It will have achieved its aim if it makes
you think differently about leadership, especially about the differ-
ence between leadership as it is practised at the junior and mid
career levels (“leading people”) and leadership as it is practised at
the more senior levels of your service (“leading the organization”). 

Leadership is rarely easy, and clever institutions establish
organizational and social environments that help leaders to
get things done in challenging situations. We call such an
environment a “leadership culture”.

In the first half of a service career most will operate with the
help of well-established leadership cultures. These are all the
more powerful for their robust but subtle ubiquity.  As one’s
career advances, however, one is increasingly faced with
organizational situations that are not supported by a well-
established leadership culture. One of the tasks as a strategic
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leader will be determining what is needed in this respect and
then doing what is necessary to bring it about.

Between now and when in a senior leadership position, the
ideas presented above can be used to study leadership with a
more informed eye. Watch, listen, think, learn. Better to start
learning now than to have to “give a concert on the violin
while learning to play the instrument”.

In this respect, here are some things to look out for and think
about as one’s career advances:

• Be alert to the factors in the organizational environment
that make it possible for leaders to lead. Note in particu-
lar the social factors and the deeply-embedded career and
cultural elements in the institution that underpin such
environmental factors.  

• Don’t just look at the obvious and the immediately vis-
ible. Look behind the visible things that leaders do,
and note the structural network supporting them. Bear
in mind the maxim that “It’s the backswing, stupid”.  

• Do all you can to strengthen the social capital of the
institution. Be alert to the value of social capital: just
because you can’t measure or quantify it does not dimin-
ish its importance – if anything, the opposite is the case. 

• Be aware of the principles derived from Leadership Without
Easy Answers, especially that the senior leader must be as
willing to pose questions as to find solutions, and to cham-
pion radical breaks with the past that will involve over-
coming opposition by skilful professional politics.   

• Start thinking about what you can do to improve your
skills in exercising influence when you lack formal
authority. Actively involve yourself in situations – often
outside the service – where you can start active obser-
vation and practice of this key subtle skill.
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• Work on your public speaking skills, especially on getting
away from the lectern and its attendant “speech” notes.

• As you advance in seniority you will increasingly be
confronted with ethical issues of leadership. The most
difficult of these may be a situation where you will be
risking your career to champion an unpopular course
of action. Don’t be surprised when this happens.

Above all, do not lose sight of the essence of “leadership”, as
expressed succinctly by an air vice-marshal:

Leadership is about the organizational power to
achieve ends. It’s not about “leading” per se. The exer-
cise of power involves appreciating and utilising a
number of different sources of power, such as
resources, connections, opportunities, and people who
can help you, as well as your own formal authority,
with the appropriate mix contingent on the situation.
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A u s t r a l i a n  D e f e n c e  F o r c e

Jamie Cullens*

When planning for a year plant corn; When planning for a decade
plant trees; When planning for life, train and educate people.1

Introduction

Ethical failures have occurred in Western militaries over the
past few decades, and in the 21st Century they continue. The
failures “have involved military and public service personnel
of all age groups, all elements and without regard to religion,
ethnicity, gender or any other criteria”.2

In recent Australian Defence Force (ADF) experience there are
suggestions that some serious operational incidents have high-
lighted ethical problems (e.g., the 1996 Black Hawk disaster).3

The problems or dilemmas have ranged from Operation Morris
Dance off Fiji in 1987, where an Infantry rifle company was
ordered to load and unload their machine guns seven times in
24 hours as assessments were made as to how a heavily armed
intervention may appear to Fijians; to Operation Lagoon in
Bougainville in 1994, where the question asked was how “eth-
ically sound is it for troops that have been deployed to estab-
lish a presence and create a deterrent be permitted to shoot in
protection of life and property?”4; to current daily issues on
operations in Iraq, Afghanistan, East Timor and the Solomon
Islands. The ADF’s current operational tempo with about 3000
personnel deployed on several operations will become busi-

* Disclaimer – This paper reflects the views of the author and not the Australian
Department of Defence or the Australian Defence Force.
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ness as usual and Australian forces will be involved in opera-
tions across the globe either independently or as part of a coali-
tion. This means that Australians will often be in command.
The fact that the ADF has performed to a high ethical standard
on recent operations can be attributed to the quality of leader-
ship, training and a degree of luck. It is also important to note
that there have been only a handful of casualties during
Australian operations since East Timor in 1999 and most of
these have been training-related incidents. A higher rate of
casualties would change many perceptions, lead to many more
questions and enhanced media scrutiny, and perhaps also raise
the number and nature of ethical dilemmas encountered by
Australian forces. So how should the ADF educate its person-
nel to better equip them to handle these complex challenges?

This chapter examines the state of ethics education in the
ADF but does not enter into a philosophical discussion about
ethical theory. The St James Ethics Centre promotes the
phrase “What ought one to do?” as the central question of
ethics. The author asks whether the contemporary approach
taken by the ADF in military ethics education is the right
thing to do and suggests things that need to be done to devel-
op better and more relevant military ethics programs.

Some Historical Context

In discussing where the ADF is at in relation to military ethics
education it is important to understand where the nation has
come from. During the period 1770 to 1930, the frontier
wars in Australia between European settlers and Aboriginal
peoples left perhaps 2000 Europeans and up to 20,000
Aborigines dead. The conflict saw many massacres and other
atrocities conducted by both sides and the “black-white war-
fare was sporadic, barbaric and guerrilla in style”.5 The
Europeans were predominantly police or settlers but from
time to time para-military forces were involved. The nation’s
military history suggests that Australian military forces have
generally conducted themselves well in fighting overseas and,
with exceptions, have generally “done the right thing” on mil-
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itary operations and in training since the first deployment of
the New South Wales contingent to the Sudan in 1885. 

The exceptions, however, include the shooting and bayonet-
ing of German prisoners at the Battle of the Menin Road on
the Western Front6 in September 1917 and stories of atroci-
ties against Japanese prisoners in the South West Pacific cam-
paigns. Australia has also had its fair share of infamous com-
manders who are worthy of consideration in the military
ethics education process and three of them merit highlighting
as examples. 

For example: Lieutenant Harry Harboard “The Breaker”
Morant, was born in England and migrated to Australia in
1883. In South Africa (1901), he was commanding a detach-
ment of the Bushveldt Carbineers at the age of 37 and was
arrested and charged with the shooting of 12 Boer prisoners
and a German missionary. He was tried by court-martial,
found guilty and subsequently executed along with Lieutenant
Peter Handcock. Debate continues today, supported by folk-
lore and the popular film Breaker Morant, about whether he
was just following orders and was made a scapegoat by the
British. He is arguably Australia’s first war criminal.

During World War II, at a time of dire threat to Australia,
Major General Gordon Bennett was Commanding the
Australian Imperial Force in Malaya and Singapore in 1941
and early 1942. Following the Japanese invasion and subse-
quent surrender of the Allied forces, Bennett left his 8th

Division after the surrender was signed on 15 February 1942,
and returned to Australia in order to inform the Government
of Japanese fighting capabilities. His Division went into cap-
tivity at Changi and many were involved in building the
Thailand-Burma railway where they suffered appalling depri-
vations, disease and death over several years. The Royal
Commission convened in November 1945 and was appoint-
ed to investigate matters relating to Bennett’s departure from
Singapore and included the statement that “Whether in all
the circumstances Major General Henry Gordon Bennett was
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justified in relinquishing his command and leaving
Singapore”. The debate continues to this day as to whether
Bennett had “done the right thing”.7

Finally, Captain Duncan Stevens, Royal Australian Navy, was
the Commanding Officer of the destroyer HMAS Voyager when
it collided with the aircraft carrier HMAS Melbourne in
February 1964. He lost his life along with 81 members of his
crew. The subsequent Royal Commission found him to be abu-
sive, a chronic alcoholic, and unfit to command. The investiga-
tions also revealed attempts by the Navy to engage in a cover-
up campaign, and it cast unfavourable light on the behaviour
of some senior officers. In his book on the disaster, the former
executive officer of Voyager, Peter Cabban, remarked on the
impact of the disaster on personal relationships in the Navy,
“the scandal that followed placed loyalty, friendship and
respect under sometimes unbearable pressure. Embedded in
these conflicts was the ancient moral dilemma of having to
choose between personal conscience and the common causes:
the expendable individual against the greater good”.8 To this
day survivors of the disaster are still seeking compensation.

In addition to these individual examples, Dr. Bob Hall in his
seminal work, Combat Battalion, has examined the ethical
behaviour of an Infantry battalion on operations in Vietnam
in 1969-70. He remarks that the war in Vietnam “placed
young Australian soldiers in positions of impossible moral
ambiguity and expected them to cope alone. Still, the num-
ber and extent of moral or ethical failures was probably no
larger than in earlier wars”.9 These examples serve to remind
ADF personnel engaged in 21st century warfare that the ADF
is fallible and that leaders at all levels need to remain vigilant
in the complex environments in which they operate.

Contemporary Perspectives

Over the past two decades, the nature of ADF operational
experience has raised ethical dilemmas for commanders and
personnel as have the challenges in Rwanda, East Timor,
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Afghanistan and Iraq. There was also extensive commentary in
the media about the ADF’s ethical challenges in the “Children
Overboard Affair” in 2001 and it continued into 2007.
Perhaps nowhere is the impact of an ethical failure better
revealed than with the Canadian experience in Somalia in
1993. The Preface to the Commission of Inquiry into the
Deployment of Canadian Forces to Somalia released in June
1997 stated in part;

“Systems broke down and organizational discipline
crumbled. Such systemic or institutional faults can-
not be divorced from leadership responsibility, and
the leadership errors in the Somalia mission were
manifold and fundamental: the systems in place
were inadequate and deeply flawed; practices that
fuelled rampant careerism and placed individual
ambition ahead of the needs of the mission had
become entrenched; the oversight and supervision of
crucial areas of responsibility were deeply flawed
and characterized by the most superficial of assess-
ments; even when troubling events and disturbing
accounts of indiscipline and thuggery were known,
there was disturbing inaction or the actions that
were taken exacerbated and deepened the problems;
planning, training and overall preparations fell far
short of what was required; subordinates were held
to standards of accountability that many of those
above were not prepared to abide by. Our soldiers
searched, often in vain, for leadership and inspira-
tion. Many of the leaders called before us to discuss
their roles in the various phases of the deployment
refused to acknowledge error. When pressed, they
blamed their subordinates who, in turn, cast respon-
sibility upon those below them.”10

As a consequence of command failure in Somalia the Canadian
Forces endured a “decade of darkness”. The five-volume report
resulting from the Somalia affair contains many leadership and
ethics lessons that are applicable to all militaries.



C H A P T E R  6158

S T R A T E G I C  L E A D E R S H I P  D E V E L O P M E N T :
INTERNATIONAL PERSPECTIVES

In the Australian context, the Preface of the Inquiry into “The
effectiveness of Australia’s military justice system” by the
Foreign Affairs, Defence and Trade References Committee of the
Senate tabled in June 2005 included the following comments: 

“A decade of rolling inquiries has not met with the
broad-based change required to protect the rights of
Service personnel.”

“This failure to expose such abuse means the system
stumbles at its most elementary stage – the reporting
of wrongdoing.”

“Complaints were made to this inquiry about recent
events including suicides, deaths through accident,
major illicit drug use, serious abuses of power in
training schools and cadet units, flawed prosecu-
tions and failed, poor investigations.”11

Although this Inquiry was not on the scale or severity of its
Canadian predecessor, there are some common themes. Both
inquiries are good examples for study, reflection and debate
because they can serve as vehicles for the discussion of mili-
tary ethics challenges in the 21st Century. They also starkly
outline the consequences of ethical failure.

The Senate report highlighted ethical areas of concern which
needed to be addressed in the professional military education-
al environment. The volatility, uncertainty, complexity and
ambiguity of our operating environment suggests we need to
prepare our leaders for the challenges of the future by educat-
ing them in the ethical issues that have emerged in recent con-
flicts, deployments, and barracks incidents. The ADF recog-
nizes that it can no longer afford to be reactive in this regard.

In January 2002, one of the first tasks given to the Centre of
Defence Leadership Studies was to investigate a proposal
from the Deputy Chief of Army that the ADF should establish
some sort of research capability in military ethics, which
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would focus on the importance of ethical decision-making in
contemporary operations.

At the same time, Dr. Hugh Smith from the University of New
South Wales prepared a discussion paper on the need to
establish a centre for military ethics. The proposal recom-
mended an Australian Defence Force Academy (ADFA)-based
centre with academic and military staff with a budget of over
$300k per year. The proposal did not receive widespread
support at the time but the idea is still alive. Smith has more
recently suggested that we need to continue to promote the
awareness of issues in military ethics;

“What can be attempted is to create a sense among mil-
itary personnel that ethical behaviour can and should
permeate military activities, and that ethical behaviour
results more from debate than diktat. This debate can
take three forms. It must be personal i.e. within the
thoughts and conscience of each individual. It must be
between the members of the military profession in its
broadest definition. And it must be between the mili-
tary profession and the wider society.”12

In 2002, a Defence Department Deputy Secretary remarked
that ethics were an issue in Defence and should be mainlined
because they are underdone in professional development. As
debate developed regarding an appropriate course of action,
discussions with the Chief of the Defence Force (CDF) con-
firmed that military ethics “were the ethos that binds the
organization together” and that the topic needed to be built
into the leadership development framework. The Secretary of
the Department of Defence also believed that military ethics
expertise should reside at the Australian Defence College
(ADC). In July of that year, the ADC planned and hosted the
first military ethics forum in the ADF. Speakers included the
Anglican Archbishop to the ADF, the Inspector General and the
Executive Director of the St James Ethics Centre.  The forum
attracted more than 50 people from 10 Groups in Defence. The
attendees proposed that the Centre for Defence Leadership
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Studies (CDLS) take the lead in developing military ethics pro-
grammes at the ADC and should continue to investigate the
requirement for dedicated research in this field. 

In August 2002, the outcomes from the forum were discussed
with the Chief of the Defence Force who posed the questions
“do we have a problem?” and “what is it that we would give up
to fit military ethics?” into extant professional military educa-
tion programs. In order to generate further debate on the devel-
opment of military ethics education, CDLS then published a
research paper “Ethics in Defence: Organizational DNA”.13 The
paper concluded that the ADF could not justify a stand-alone
centre at this stage but that it should establish a research officer
position to further investigate the organizational requirement.

In 2003, CDLS delivered the first military ethics packages to
the Australian Command and Staff College and the Centre for
Defence and Strategic Studies. Up until this stage, little was
being done on a holistic basis in the ADF beyond the ab initio
education at ADFA, the Service colleges and the various
Service training institutions. The following year, the ADC
cleared with CDF the military ethics topics for discussion by
the courses during that year’s program. CDF directed that
ADC hold off on the parachute battalion issues; the fire on
HMAS Westralia; and, “Children Overboard” because of ongo-
ing legal and media sensitivities related to the incidents and
the forthcoming Senate Inquiry into Military Justice. These
case studies were then delivered in 2005 and continue today.

Australian Defence College Programs

The ADC is the flagship joint educational institution in the
ADF and consists of the ADFA, the Australian Command and
Staff College (ACSC) and the Centre for Defence and Strategic
Studies (CDSS). Education in the sphere of military ethics is
a key component of the ADC focus on achieving the neces-
sary balance of “how to think” and “what to think”. The ADC
ethics programs are examined in some detail because they are
setting the standard for the ADF.
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Australian Defence Force Academy

The Charter of ADFA includes the requirement to provide
midshipmen and officer cadets with military education and
training for the purpose of developing their professional abil-
ities and the qualities of character and leadership that are
appropriate to officers of the ADF; and, a balanced and liber-
al university education within a military environment.14 The
ADFA mission is “Best leaders for the ADF”.  Cadets and mid-
shipmen complete three and four year degrees in Sciences,
Engineering, Humanities and the Social Sciences. In addition
to the academic study there is an extensive common and
single-service and military training program which includes
weapons training, physical training, leadership and manage-
ment training, military communication, defence studies and
drill and ceremonial.

Recent suggestions from specialist staff at ADFA suggest that
the teaching of ethics is not done well. Over the three-year
standard undergraduate period, officer cadets and midship-
men receive about 18 hours of instruction on character and
moral decision-making in a military environment. The cur-
riculum development is haphazard and there are critical gaps
in the program. Recent proposals include the requirement for
a clear, coordinated, cross-disciplinary curriculum.15 The
problem is exacerbated by a posting tenure of key staff of
only two years so there is little time to build the corporate
experience in such a complex field. There are also concerns
about the self-awareness of the staff and their ability to teach
military ethics. At the Academy, however, there is now recog-
nition of a need for an interdisciplinary and multidisciplinary
approach to military ethics education and a review process
has commenced as of 2007.

Dr. Martin Cook highlights other problems associated with
the delivery of ethics programs to cadets at the US Air Force
Academy. He asks whether ethics is the province of the chap-
lains, the lawyers, the leadership trainers, the behavioural
scientists, the character development centre or the philoso-



C H A P T E R  6162

S T R A T E G I C  L E A D E R S H I P  D E V E L O P M E N T :
INTERNATIONAL PERSPECTIVES

phers.16 He also argues the need for a core philosophy class
for cadets. The debate has yet to reach this level of sophisti-
cation in the ADF.

On the academic side at the ADFA, Dr. Stephen Coleman, lec-
turer in ethics from the University of New South Wales,
explains that there are three ethics courses taught by the
School of Humanities and Social Sciences, two of which
specifically focus on issues in military ethics. The three
courses “Introduction to Military Ethics” in the General
Education (GE) program, “Practical Ethics in the 21st

Century” in the undergraduate program (which examines
practical topics selected by the students themselves, which may
range from abortion and euthanasia through to issues of truth
in advertising and bias by the media) and “Legal and Moral
Problems in International Violence” at the post-graduate level.

He points out “that military personnel are often required to
make different types of ethical decisions. Some of these ethi-
cal decisions are reasonably straight-forward and are resolved
without undue difficulty, but others are much more difficult.
These more difficult decisions can be classified into two
types; ethical dilemmas and tests of integrity. Ethical dilem-
mas are situations where a member of the military is faced
with a number of options, often all of them bad, and the dif-
ficulty arises out of the fact that it is not obvious which of
these options is the most correct from an ethical perspective.
Tests of integrity are situations where a member of the mili-
tary is faced with a decision where they know the ethically
correct option, but there is considerable pressure on them (in
one form or another) to choose the ethically wrong option.

While both types of ethical decision may be difficult for those
directly involved, it is the ethical dilemma that is the main
focus of discussion in courses taught by the University.
Courses dealing with issues in military ethics focus primarily
on practical problems faced by military officers and in the use
of military force by sovereign states, with the GE course pay-
ing closer attention to issues likely to be faced by junior mil-
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itary officers.  The post-graduate course devotes more time
examining issues of interest to higher ranking officers and
public servants.

Topics examined in the GE course include; Just War Theory
and ethical problems involved with humanitarian interven-
tions; issues of weapons and targeting including collateral
damage and discussion of permitted and prohibited weapons;
ethical issues of military life like giving and following orders,
problems of medical treatment in combat zones, and issues
raised for military personnel by religious beliefs; ethical
issues involved with prisoners of war, especially during the
War on Terror; and ethical decisions faced by students during
their time as cadets or midshipmen at ADFA.

The post-graduate course first examines the relationship
between law, morality and politics, and then explores issues
such as just war and self-defence; armed intervention in the
affairs of other states (from assassination through to human-
itarian intervention); laws of armed conflict; terrorism, the
role of the United Nations, enforcement of law by interna-
tional courts; and whether individuals, civilian and military,
can conscientiously object to violence by their state.”17

These courses commenced in 2006 and are proving popular
with students.

Australian Command and Staff College

The ACSC program is discussed in detail because it is the
jewel in the crown of ADF military ethics education and this
is appropriate as the course members invariably go on to
command most units in the ADF. The Staff College opened in
2001 and is the result of the collocation and integration of
the previous three single Service Staff Colleges. It educates
officers from Australia and 22 other countries at the Major
(equivalent) and Lieutenant Colonel (equivalent) levels in a
comprehensive 12 month course. Conducted in a joint and
integrated environment, and promoting a vision of excellence
in warfighting, the Course aims to develop future leaders who
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can better contribute to Defence’s warfighting capability.
Graduates will be better equipped than ever before to meet
the demands placed on them in an uncertain and rapidly
changing world.

The unique military ethics program is conducted as a two-
day workshop early in the year and as part of the command
and leadership module. The workshop is unique for several
reasons. First, it is conducted as a partnership with the St
James Ethics Centre, a Sydney-based, independent, not-for-
profit organization, which provides a non-judgemental forum
for the promotion and exploration of ethics. The Executive
Director, Dr. Simon Longstaff, is a moral philosopher who
has been working with the Australian Defence College for five
years and has built his military knowledge through working
with other militaries in Asia. Second, the workshop uses a
case study approach that includes presentations by the indi-
viduals, including many commanders, who were involved in
the incidents in question. Third, students are encouraged to
discuss in detail, under the Chatham House rule, ethical
dilemmas that they have had to face in their careers. Some are
administrative or of a barracks nature but increasingly oper-
ational ethical issues are emerging. This approach has proved
to be a powerful learning medium and its success is support-
ed by the workshop evaluation process.

The program uses some of the principles suggested by the
Harvard Business School:

• Ethics is as much an attitude as it is a set of skills and
knowledge;

• Outstanding leaders, organizations, and practice are
emphasized;

• The focus is on decision-making with all its complexity
and ambiguity, not on issues of ethics or social respon-
sibility in isolation; and
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• Early instruction is important to allow course members
to reflect on issues throughout the year.

The Defence Values of professionalism, loyalty, innovation,
courage, integrity and teamwork are used as the basis for dis-
cussion. Although the individual Services and the Australian
Public Service retain their values, these specific Defence val-
ues were established to provide a common and underlying
thread for all people working in Defence. Integrity is defined
as “doing what is right”.

The program contributes to the development of operational
and strategic leaders by:

• Recognition of the centrality of ethical values in the
context of individual and organizational effectiveness
and national support of the ADF;

• Recognition of the breadth of responsibility of the
modern military, as well as the  constraints and trade-
offs attending the exercise of that responsibility; and

• Encouragement of reflection on the value and constraints
in the course members own approach to military ethics.

Topics covered during the workshop include the My Lai mas-
sacre; the 1994-95 ADF Rwanda experience including the mas-
sacres at the Kibeho refugee camp; the 1996 Australian Army
Black Hawk disaster which killed 18 aviator and special forces
personnel; Operation Allied Force in the Balkans in 1999;
command problems in the Army’s parachute battalion in the
late 1990s; the HMAS Westralia fire in 1998, which resulted in
the deaths of four crew; the Royal Australian Air Force F-111
fuel tank de-seal/reseal program which maimed and killed
many maintenance workers over 20 years; the 2001 “children
overboard affair” during the Federal election; the abuse at Abu
Ghraib prison in Iraq; the apparent murders by US Marines at
Haditha in Iraq; and, the Canadian experience in Somalia in
1993. In 2006, the program included a study of the Senate
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report on the effectiveness of Australia’s military justice system
and a case study on the Navy Sea King crash on Nias in 2005
is being prepared. In 2004, the ADC delivered elements of
these military ethics programs to the Singapore Armed Forces.

The theme of the workshop is taken from a statement made
by Dr. Longstaff in 2002; “the truth about ethics and the
human condition is that there is no prescriptive answer. It is
judgemental and there are no assurances of certainty”. The
workshop aims to promote and enhance the ethical develop-
ment of the course members as senior leaders through educa-
tion, research and reflection. In terms of outcomes, it hopes
to improve the understanding of the sort of command and
leadership challenges that lie in the future. 

With this in mind, the presenting teams offer little in the way of
solutions but a great deal of material for reflection. A critical part
of the workshop process is the active participation of the student
bodies with their unparalleled collective experience. The pre-
senting team recognizes that delivering workshops on military
ethics is a tricky business and accepts that with an international
audience some are bound to be offended. It is also recognized
that the workshop will raise more questions than can be ade-
quately answered in the available time. The workshop focuses
on practical issues as opposed to debating abstracts. Many of the
students struggle with the fact that so many of the issues are not
black and white and there is always a handful that misses the
point of the discussion. Although many contemporary issues are
discussed the workshop is not interested in laying blame and
James Reason’s perspective is used as a guide:

“For those who pick over the bones of other people’s
disasters, it often seems incredible that those warn-
ings and human failures, seemingly so obvious in
retrospect, should have gone unnoticed at the time.
Being blessed with both uninvolvement and hind-
sight, it is a great temptation for retrospective
observers to slip into a censorious frame of mind
and to wonder at how these people could have been
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so blind, stupid, arrogant, ignorant or reck-
less…….First, most of the people involved in seri-
ous accidents are neither stupid nor reckless, though
they may well be blind to the consequences of their
actions. Second, we must beware of falling prey to
the fundamental attribution error (i.e. blaming peo-
ple and ignoring the situational factors).”18

The course members are also asked to write down a recent
ethical dilemma that they have faced, either of an administra-
tive or operational nature. Few struggle with this activity.
They are then asked to discuss the nature of the dilemma
with a colleague and debate some of the “shades of grey”.
This has proved to be a challenging and successful exercise.

The 2007 ACSC course indicated that more time was required for
discussing ethical dilemmas and this outcome supported perspec-
tives from the 2006 course. The programs from both years includ-
ed a former battalion commanding officer discussing his court
martial which resulted from his attempts to “do the right thing” in
tackling bashing and harassment issues in the unit; the former
commanding officer of a Navy ship reflecting on his decisions dur-
ing an on-board fire that killed four of his crew; the dilemmas
faced by medical specialists serving in Rwanda in the most
deplorable conditions; an examination of the consequences of the
actions of Canadian soldiers’ murder of a civilian in Somalia; eth-
ical intelligence and fitness for command; and, Australian per-
spectives on the abuses at Abu Ghraib prison. Proposed changes
for future years include increasing the time allocated to the work-
shop and including more syndicate discussion. The understand-
ing of ethics could also be enhanced by offering a university ethics
elective as an element of the ACSC program and the University of
New South Wales is willing to engage in this process.

Centre for Defence and Strategic Studies

CDSS is the senior course at the Australian Defence College
and it is charged with providing “officers of the ADF, the
Australian Public Service and overseas participants with the



C H A P T E R  6168

S T R A T E G I C  L E A D E R S H I P  D E V E L O P M E N T :
INTERNATIONAL PERSPECTIVES

knowledge and skills required by commanders, strategic
leaders and managers engaged in national security issues”.19

The students are predominantly at the Colonel (equivalent)
level. Early in the 12-month accredited study program,
course members examine the moral and ethical imperatives
that influence and drive strategic and operational decision-
making. The Principal of CDSS, Dr. Alan Ryan, points out
that much of this work is embedded within the course cur-
riculum, but specific units of study address the ethical and
legal aspects of military service in the 21st Century and those
peculiarly Australian imperatives that shape decision-making
in the security sphere. Course members are drawn from a
broad professional and international spectrum so examining
Australian issues sparks comparative debate and analysis
amongst the students. A key issue that is examined is the
extent to which ethics in a military environment are univer-
sal. The ethics component of the course is of a general nature
and involves presentations and syndicate discussions. Ethical
issues are also discussed through the medium of the Law of
Armed Conflict and International Humanitarian Law.  

An additional area of ethics education is delivered to CDSS by
the Myer Foundation through the one-day Cranlana
Programme. This intervention provides the opportunity for the
course members to participate in unique programmes of read-
ing, study and discussion, directed at enhancing their under-
standing of the philosophical, ethical, and social issues central
to creating a just, prosperous and sustainable society in
Australia and beyond.20 Course members address the “vision
and perspectives of great thinkers of the past and present. These
discussions help strengthen their decision-making and leader-
ship roles and reinforce and enhance their skills in practical rea-
soning, analysis and debate”.21 The writings for analysis and dis-
cussion include Thucydides, Machiavelli, Hobbes, Rousseau
and Mill. The syndicate exercise examines the concept of going
to war for an idea and the concept is applied to the invasion of
Iraq. Over the years, this program has been extremely success-
ful and it challenges the students, amongst other things, to
examine ethical decision-making at the strategic level. 
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The CDSS military ethics program could be further enhanced
with the consideration of Australian case studies and discus-
sions with strategic leaders who have had to tackle major eth-
ical issues. CDSS students should also be encouraged to dis-
cuss ethical challenges they have faced in their careers and be
given the opportunity to reflect on real-world ethical issues.
In the CDSS electives program there is also the opportunity
to include a detailed study of Thucydides’ History of the
Peloponnesian War as developed by Dr. Martin Cook at the US
Army War College.22

The ADC has developed a comprehensive knowledge base in
the field of military ethics. Indeed, some similar US institu-
tions have remarked that the ADC is taking a bold and inno-
vative approach to raising awareness of military ethics
because the ADF is willing to debate contentious contempo-
rary issues. It has also been suggested that the nature of
Australian culture allows the ADF to examine sensitive and
contentious issues in a way that other militaries are reluctant
to consider.

The ADC firmly believes in Jonathan Glover’s view that past
disasters can be used to frame how we think about ethics.
This is one reason why the program tends to focus on organi-
zational mea culpas. The workshop process recognizes that
much more is to be learned from organizational failures than
organizational successes and this is particularly so for a high
performing organization like the ADF. However, this
approach was recently challenged by a distinguished Israeli
ethics scholar who asked why the ADF did not place more
focus on discussing “good” ethical examples rather that con-
centrating on failures. The Australian response was that most
training in the ADF focused on the “good” examples and that
exposure to Australia’s proud military history was a key foun-
dation of all ADF training. There are very limited opportuni-
ties to debate the “bad” issues in the professional military
education continuum in a non-threatening environment but
we are able to do this at length on the ADC courses.
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The Right Approach?

In recent years, there has been considerable discussion at the
executive level in the ADF concerning the future of military
ethics education following an approach made to Defence by
the St James Ethics Centre. In his 2004 proposal, Dr. Simon
Longstaff called for more focus in the delivery of ethics edu-
cation to the profession of arms:

“We are living in times when the ethical foundations
for most institutions in society are being questioned. It
is also clear that the consequences of failing to do this
work can be catastrophic for individuals and organiza-
tions alike. As we have seen, political and military
strategies can be severely compromised when ethical
issues are not given adequate attention – in planning
and execution. Indeed, the costs (in all senses) of eth-
ical failure have the capacity to dwarf all others.”23

The ensuing debate recognized the importance of military
ethics education in the continuum of professional military
education in the ADF. Senior Defence personnel agreed that
the current approach was ad hoc but there was little agree-
ment as to how to improve the situation. Some favoured the
trial of a military ethics research position whilst others did
not believe that the proposal should be supported because
the case presented was not sufficiently robust. Another per-
spective from a three-star officer suggested that there was no
evidence of contemporary ethical shortcomings in Defence.
However, it was recognized that the nature of contemporary
operations is placing increased ethical challenges on ADF
personnel at lower rank levels and that although the ADF had
done well to date, it needed to sustain and enhance its efforts
in the delivery of military ethics education. It was further
acknowledged that military ethics education is difficult and
invariably sensitive work as would be expected when:

“War – the business of killing in the name of the
state – is an activity where the very existence of
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ethics is often disputed. Military ethics, some argue,
is an oxymoron akin to military intelligence. There
can be no ethics in war because the stakes are too
high – the life and death of individuals and
nations……Good intentions may be morally bad.”24

The veracity of these perspectives is further reinforced by com-
ments from the evaluation of selected military ethics programs.
In 2004 course members at CDSS commented on the require-
ment to further develop the military ethics programs in the ADF:

“Recent US actions in Iraq, among other things, rein-
force my strong belief that commanders need to
impose on their command, strong ethical “atmos-
pherics” during military actions.” (Army Colonel)

“There is no excuse for us (the ADF) not to be full
bottle on ethics. We should be, and I do not believe
that we are as well-trained and versed in ethics as we
should be. We have set ourselves up to be “right”
and squeaky clean, well this is one of the prerequi-
sites to that stance.” (Navy Captain)

“I am convinced that ethics is the foundation stone for
our military officers. The toughest challenge at ADFA
was not to motivate cadets, not the tertiary training,
nor the basic skills training – it was the development
of their character…I am reasonably confident that
there are no serious and systemic ethical issues in the
ADF although I do have concerns about the culture at
Russell (ADF Headquarters) – particularly with
regards moral courage.” (Army Colonel)

“One of the major criticisms from the “shop floor” is that
the various ethics packages are “officer-environment
based” and do not deal with realistic operational eth-
ical questions that our soldiers (the young in partic-
ular) have to face (and have already faced) on the
ground.” (Army Colonel)
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The current approach to the delivery of military ethics pro-
grams could be summed up as some good ideas and appro-
priate intent but lacking in focus and cohesion. There is no
agreement as to what is to be achieved by the various pro-
grams other than a rather vague notion of ensuring that the
ADF has “good people” who will “do the right thing” when
faced with and ethical dilemma. A 21st Century military has
to do better than this.

Perspectives on Ethical Challenges from Strategic Leaders

It is also appropriate to reflect on a series of insights into eth-
ical issues at the strategic level of Defence. The strategic lead-
ers are the role models and set the standard as well as the
vision for the organization. Dr. Nick Jans, a Visiting Fellow at
the ADC, conducted a major study into the strategic leader-
ship culture of the ADF in 2003. In this process he inter-
viewed members of the Senior Leadership Group, the 250 or
so one-star and above leaders of Defence. This series of com-
ments is extracted from those interviews and they highlight
some of the dilemmas faced by strategic leaders that are
invariably common to most militaries and indeed many pri-
vate sector corporations:

“The challenges for the future… include the politici-
sation of the Defence – at the top level of leadership,
officers will find it difficult to remain apolitical:
everything they do has political implications; the
Minister is exercising a far greater reach and making
political use of comparatively minor issues. The way
to deal with this is to stay squeaky clean and above-
board.”  (Air Commodore)

“The organizations’ valued attributes include…
Honesty: in the past, the ability to defer decisions
and avoid action has been valued – this is wrong. We
want people who are willing to own up to and con-
cede their problems and mistakes, not those who
spend time covering them up. This honesty factor
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extends to personal dealings, including the willing-
ness to confront underperformance.”  (Australian
Public Service)

“The expression “you can trust your wife with him”
is a metaphor for “you can trust the institution to
look after young Australians, in peace as well as in
war”… I am apprehensive about what I see as a
decline in this aspect of our values. I suspect that
young officers and NCOs are not as diligent about
this as they once were.” (Major General)

“It is a big challenge not to become politicised.  I
avoid this by ensuring that I operate within an ethi-
cal framework. The essence of this ethical frame-
work is that I operate within the general goal of
advancing national interests, and present the gov-
ernment with a range of options to address any par-
ticular issue, even when I know that they have
already made their minds up about which option to
choose.” (Australian Public Service)

“In many of these projects, I’ve got to see the depart-
ment at its worst: lying, cheating, tricking. But it
improved my informal influence skills. The Senior
Executive Service is an unscrupulous crowd: they
act in accordance with their values when times are
easy, but when a lot of money is on the table the val-
ues slip away and they become economical with the
truth and likely to play ministerial politics. There is
always attention between serving the ADF and serv-
ing what the Minister wants to do. In this particular
job you have to believe in what you are doing, oth-
erwise the bullshit meter goes off the scale. Have to
live what you espouse professionally.” (Australian
Public Service)

“There are ethical differences between this and earli-
er career levels. We all would like to think that
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ethics were straightforward, structured, and pristine,
but it doesn’t happen like this. At the top of the
organization, ethical issues are cloudier in terms of
how to get the complete organization to do things.
For example, in East Timor we were constantly
under scrutiny to confirm that we use the correct
level of force even in very minor contacts. I did not
find this objectionable nor an impediment to com-
manding. Not only is it inevitable in the modern
context where the media is all-intrusive, it adds a
degree of civility to the conduct of operations and,
by making the knowledge that this practice would
happen widely known, it serves as a restraint on hot-
headed behaviour at the very junior levels. In mod-
ern operations, any abuse of force is immediately
visible and communicated to the world, and your
every move is scrutinised. But the commander can-
not and should not try to cover every contingency:
you have to accept that shit happens, and have plans
for dealing with the consequences. The ability to
handle the media is crucial.” (Major General)

“I spend a lot of time thinking about the ethical
issues of the way I operate as an individual and as
the commander of the Special Forces. You get to
know when you are being used, and this is the first
sticking point in terms of ethics. The second sticking
point is where we are asked to carry out actions that
would place soldiers in harm’s way.” (Major General)

“A job tenure of 2 years for most 2 star appointments
is just not reasonable. If you could just make that 3
years, it would have a big benefit in terms of corpo-
rate memory and continuity. Look at Training
Command: more commanders, chiefs of staff and
colonels in the recent past than you could shake a
stick at. No wonder they have these “culture” prob-
lems at Army schools: the recommendations of the
last board of enquiry are lost in corporate amnesia
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and they have to relearn the same lessons over and
over…  Take Training Command’s current problems
with the suicide of that young soldier. There was a
similar enquiry just 3 or 4 years ago, but it’s been
erased from the corporate memory by the continual
churn of leaders. In that time, they have had more
commanders and Commanding Officers’ than you can
poke a stick at; and the Commanding Officer of the
Infantry School has probably changed once or twice
in that time too. How can you have carry-through of
recommendations in such cases?” (Major General)

“The Army is still very tribal: driven by fear and
careerism. There is a reluctance to be outspoken and an
unwillingness to push ideas, to a greater extent than the
other two services. The attitude among senior officers
seems to be “will I become the next senior leader?” rather
than “what’s best for the organization?” (Brigadier)

“It is risky in career terms at the senior level to be
“innovative”.  For example, when X took over the Y
function, he announced to his subordinates that the
response for any policy initiatives was to be “yes
unless it had to be no”; in other words, we would
look for reasons why people could do things rather
than why they couldn’t.  This announcement prompt-
ed a good deal of “sucking of teeth” from old-and-
bolds who had been used to finding reasons why
things couldn’t be done rather than why things could
be done.  Amongst these people, there was a feeling
of relief when X moved on. This illustrates the
“bureaucratic culture” that prevails in Defence: where
instructions are oriented towards the rogue 3 percent
rather than the willing 97 percent; and where leaders
are rewarded for saving money, and being safe, rather
than innovating and getting things done.” (Brigadier)

These comments suggest that ethical challenges exist at the
strategic level of Defence and they are all about “shades of
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grey”. The challenges are common in the operational, bureau-
cratic and political dimensions of the profession of arms. The
question then arises as to how the ADF educates its senior
leaders in the handling of these ethical dilemmas. The stories
reinforce the view that strategic leaders are dealing with eth-
ical dilemmas on a daily basis and that our organizational
performance suggests that in the majority of cases they are
handled well. They also suggest, however, that many of these
issues need to be discussed so as to contribute to the ethos of
a learning organization.

What Ought the ADF to Do?

In some areas of military ethics education, the ADF is doing
the right thing. Indeed in some respects, as the St James
Ethics Centre points out, “the use of case studies, as the foun-
dation for reflection, and in particular, the incorporation of
the live testimony of those most intimately involved with the
events in question – must surely rank as world’s best practice
in this area.”25 At the ADC, the military ethics programs are
well established on some courses, but require more work in
other areas. Across the ADF, however, the approach is more
ad hoc. Other than at the University of New South Wales at
the ADFA, there are no moral philosophers or ethicists
involved in the delivery of military ethics programs. As a con-
trast, in the US, each military academy has teams of appropri-
ately qualified professional developing and delivering pro-
grams. This is not to say that the chaplains and/or ethicists
need to take over but rather that the delivery of the ethics
programs requires a multi-disciplinary team that includes
people with specific, recent operational experience.

The ADF with its permanent strength in 2007 of approxi-
mately 51,000 can and should develop a strategy for the
delivery of military ethics programs at all stages of its single
Service and joint professional military ethics programs. The
resources required, when compared to the huge outlays on
capital expenditure over the next decade, are miniscule. But
an ethical failure could have drastic consequences and this is
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clearly displayed in the Canadian experience in 1993. How
individuals will behave under conditions of great stress,
despite the extent and intensity of their training and the
wealth of operational experience in the ADF, can remain a
mystery. This aspect is succinctly and poignantly articulated
by Toivi Blatt, who as a 15-year-old was forced to work in the
Nazi concentration camp at Sobibor in Poland;

“People asked me, ‘What did you learn?’ and I think
I’m only sure of one thing – nobody knows them-
selves. The nice person on the street, you ask him,
‘Where is North Street?’ and he goes with you half a
block and shows you, and is nice and kind. That
same person in a different situation could be the
worst sadist. NNoobbooddyy kknnoowwss tthheemmsseellvveess (my empha-
sis). All of us could be good people or bad people in
these (different) situations. Sometimes when some-
body is really nice to me I find myself thinking,
‘How will he be in Sobibor?’”26

It is worthwhile thinking of professional military education as
a capability, just like the Joint Strike Fighter, Special Forces,
or air warfare destroyers. Education in military ethics is fun-
damental to that capability. As such, the ADF needs to ensure
that its people, and particularly its leaders, at all levels of the
organization are ethically equipped for the operational chal-
lenges of the 21st Century. A recent claim by Dr. David Cox
and Dr. Andrew O’ Neil suggests that leadership and “ethics
should form the core” of professional military education.
They further state that:

“For a truly professional military, ethics incorporate
a fundamental set of guiding principles that go
beyond the laws of war and international legal obli-
gations. These principles provide an enduring moral
compass that supports complex problem solving and
effective decision-making that underpins operational
success.”27
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Conclusion

The chapter has examined a broad range of issues and themes
relating to the delivery of military ethics education in the
ADF. The new military ethics programs at the Australian
Defence College have been running since 2002 and when
benchmarked with other militaries, it is apparent that the
ADF has taken a bold and innovative approach which appears
to suit the Australian culture. Time pressures should not be
an impediment to the development of robust, intellectual
programs that challenge how we think about ethics, and that
meet the needs of ADF personnel at all levels of the organiza-
tion. The central issues remain a lack of appropriate resourc-
ing and a single Service, “ad hoc” approach to curriculum
development with ethics. At a time when the ADF is espous-
ing Network Centric Warfare and joint operations, we are not
placing an appropriate focus on the development of military
ethics programs that present our future leaders with the range
of dilemmas that they will encounter in their careers, either
on operations or in the staff. Professor Christopher Croker,
during a recent visit to the ADC, reminded us that it is
absolutely critical to consider the ethical consequences of
Effects Based Operations and this is yet to occur in the
Australian military educational context. 

The issue of military ethics and moral decision-making is
becoming more important given the nature of our operational
environment. The most recent evidence comes from the
alleged US Marines’ response to events at Haditha and in
Afghanistan, and in the Australian context, with the imminent
release of the Board of Inquiry into the loss of the Navy Sea
King in Indonesia in 2005. Our sense is that students in the
ADF’s professional military education system want to spend
more time reflecting on the ethical dimensions of command
and leadership decisions. This is a very positive development.

The programs at the ADC, which have evolved each year as a
consequence of participant feedback, are displaying a degree
of maturity. At an International Military Ethics Conference at



C H A P T E R  6 179

S T R A T E G I C  L E A D E R S H I P  D E V E L O P M E N T :
INTERNATIONAL PERSPECTIVES

the University of Hull (June 2006), it was clear that despite
the lack of resources dedicated to military ethics in Australia,
our programs in many respects were leading edge. The focus
should remain on operational issues and where possible, use
should be made of Australian examples. It is also important
to recognize that there “is no best single method of education
and training in ethics. Debate, character development and
leadership must all play a part”.28

A critical component of ADC programs has been the willing-
ness of individuals involved in the actual incident to talk
under the provisions of the Chatham House rule, about their
experience. This should continue and indeed be actively
encouraged. The ADF is well ahead of our coalition partners
in this regard. 

The ADC believes that the case study approach, with the stu-
dents doing the bulk of the work, is the most effective deliv-
ery method. This becomes particularly interesting given the
international composition of the courses. Elements of ADC
programmes have been exported to the Singapore Armed
Forces and to military institutions in the US and UK.

The engagement of the St James Ethics Centre in the programs
has been critical. It provides the professional philosophical
balance to the practical military problems. It is important to
note that unlike the United States, there are few Australians
who are recognized as academic experts in the field of military
ethics. Australia has been blessed with the luxury of being
able to reflect and learn from the ethical failings of other mil-
itaries. It is important with our operating tempo to align and
embed military ethics programs as a central component of all
the ADF’s professional military education continua. We see
this work in part as a duty of care responsibility for the ADF.
At least when something serious happens we will be able to
show that we had a training/educational process in place. The
feedback we are getting is certainly positive. We have had
enough ADF incidents over the past few years to provide us
with a solid base for reflection and we have people in the sys-
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tem willing to talk about their experiences so the issues are
really brought to life. The world press continues to highlight
on a regular and immediate basis how important these issues
are to the profession of arms.  The organization is willing to
debate the ethics of contemporary ADF issues and the theory
and practice is mature. What is needed now is action to devel-
op the organizational strategy, a modest allocation of resources
and a continuing run of good luck on operations.
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