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This volume is the first in an exciting new series released by the Canadian
Forces Leadership Institute (CFLI) and the Canadian Defence Academy
(CDA). The series, entitled From the Canadian Forces Leadership
Institute’s Research Files, provides a means through which specialized and
highly focused topics in military leadership and professionalism can be
addressed and disseminated for a wider audience. The impetus for this
book was generated by an acknowledgment within CFLI that, even
though critical topics needed to be explored in depth, some of these issues
would not demand a full book treatment.
The subtitle selected for Volume 1, Dimensions of Military Leadership,
effectively captures the notion that the chapters have a military focus, represent a range of facets or elements, and should be of interest to anyone
remotely interested in leadership. The chapters themselves are clustered
into four broad conceptual areas. In Part 1, Leadership and Culture, there
are chapters devoted to the warrior ethos, professionalism, and adaptive
skills for leadership success. Part II, Changes in the International Security
Environment, contains explorations into coalitional and multinational
operations, military interventions to support human rights, and leadership in low-intensity conflicts. Part III, Leadership and Transformation,
includes such topics as Bitsuism and Mission command in the Israeli
Defence Forces, lessons learned from American Reform, and the absence
of honour in Somalia that triggered wide scale transformation in the
Canadian Forces. Finally, in Part IV, Organizational Approaches to Military
Leadership, there are examination of social structures, culture, climate,
attitudes and behaviour.
Watch for future volumes in this new series.
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FOREWORD

FOREWORD
As always, it gives me great pleasure to introduce yet another
scholarly release through CDA Press, a book that focuses on
several aspects associated with military leadership. This particular publication is especially significant for two critical reasons.
First, it represents the initial volume in what will become a series
of collected works on diverse leadership topics and issues. Unlike
previous CDA Press publications, the chapters selected for this
book, and for the volumes to follow, do not (and will not) share
a common theme.

In fact, the chapters will continue to be

specifically selected for this series because they address issues
that are unique and only tangentially related. Although the topics
are highly relevant for leaders in the Canadian Forces (CF) they
are too finely focused to warrant a full volume with a single
theme.

Second, this volume demonstrates CDA’s continuing

commitment to the education and professional development of
CF leaders.
This exciting new series, From the Canadian Forces Leadership
Institute’s Research Files, will offer the flexibility required to
broadcast professionalism and leadership knowledge in a timely
and efficient manner. The approach also provides a mechanism to
present a range of highly relevant topics under one cover. Taken
as a collective whole, the volumes will present a broad body of
knowledge throughout the CF. The effort to provide the broadest
coverage of critical issues possible has been exerted on behalf of
the members of the CF; for they will benefit the most from it.
Those who occupy positions of authority will be able to finely
tune their leadership skills, while followers throughout the CF
will profit from having leaders who are more proficient, more
capable, and more attuned to their needs.
Volume 1 of this series contains Canadian, American, and Israeli
examples of military leadership. It includes both operational and
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non-operational scenarios.

It covers diverse topics such as

the way of the warrior, professionalism, human rights, culture,
and insights into how a single dishonourable act can have far
reaching repercussions. It provides leaders with guidance on how
to become more adaptive, how to understand social structures,
and the manner in which attitudes can influence behaviour. The
volume will no doubt trigger discussions, debates, concurrence,
and disbelief.

Nevertheless, if it provides CF members with a

reason to think critically about these issues, then we will have
succeeded in our aim.

Major-General P.R. Hussey
Commander, Canadian Defence Academy
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PREFACE

PREFACE
The Canadian Forces Leadership Institute (CFLI) is proud to
release its latest book - Dimensions of Military Leadership. This
volume is part of our Strategic Leadership Writing Project, which
is designed to create a distinct and unique body of Canadian leadership literature and knowledge to assist leaders at all levels in
the Canadian Forces (CF) in preparing themselves for operations
in a complex security environment, as well as to inform the
public in regards to the contribution of CF service personnel to
Canadian society and international affairs.
Normally, we target research, authors and material for books on
specific topics or issues. However, as part of our normal pursuit
of cutting edge concepts, issues and research related to leadership
and professionalism, we often come across valuable work that is
timely and relevant, but may not fit into one of our established
series or volumes. As such, we have created yet another series,
From the Canadian Forces Leadership Institute’s Research Files,
which takes research papers written by academics, scholars,
researchers and military personnel on topics of military leadership or professionalism that would be of interest and value to the
profession of arms.
This book represents the first volume in that series. The editors,
Lieutenant-Colonel, Dr. Allister MacIntyre and LieutenantCommander (retired) Karen Davis have assembled a number of
papers that span the entire spectrum of military leadership from
the warrior ethos to military culture and behaviour. Collectively,
the different articles provide a rich volume of diverse leadership
material that will be of great value to readers of all ranks, as well
as those outside the military itself.
In closing, I wish to reiterate the importance of this volume and
those that will follow in the series. The information contained
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therein provides insight, ideas and knowledge that impact leadership and the profession of arms. As such, all military members
have a responsibility to ensure they continue to develop professionally through education, training, experience and self-development. As always, we welcome your feedback and comments.

Bernd Horn
Colonel
Director, CFLI
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CHAPTER 1

CHAPTER 1
Dimensions of Military Leadership:
An Introduction and Overview
Allister MacIntyre and Karen D. Davis

As part of its mandate, the Canadian Forces Leadership Institute
(CFLI) has an ongoing commitment to contribute to the body of
knowledge associated with military leadership.

The Strategic

Leadership Writing Project is one example of the approach taken
by CFLI to achieve this objective. The project includes diverse
book titles like: From the Outside Looking In: Media and Defence
Analyst Perspectives on Canadian Military Leadership; In Harm’s
Way: On the Front Lines of Leadership, Sub-Unit Command on
Operations; Military Disobedience; and The Operational Art:
Canadian Perspectives – Context and Concepts. It is easy to
discern two aspects of interest from the subject matter explored
within these publications. First, each of the volumes has been
developed, from the outset, with a unified theme in mind. Second,
the themes span a broad array of topics and are not limited to just
senior leadership or viewpoints that are limited to authors selected from within the military family.
This volume, From the Canadian Forces Leadership Institute’s
Research Files, represents a dramatic departure from the
approach that has been adopted by CFLI for the Strategic
Leadership Writing Project. The genesis for this book stems from
a recognition within the institute that topics will periodically
arise that are highly relevant to military leaders, yet more limited
in scope. As such, these topics are not likely to be released with
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full book coverage and devotion to a single theme. Nevertheless,
because the topics are germane, and associated with military
leadership, CFLI remains motivated to ensure that the information is disseminated. Hence, it becomes easy to appreciate the
rationale for the Volume 1 annotation that has been included on
this publication. There is every reason to expect that, as CFLI
continues to identify topics of interest, future volumes in the
From the Canadian Forces Leadership Institute’s Research Files
series will be forthcoming. The Dimensions of Military Leadership
subtitle has been included to reflect the content of Volume 1.
Future editions will include unique subtitles to capture the
essence of the particular volumes.
Despite the fact that a number of different topics are addressed,
there are some unifying sub-themes within this book. In addition
to this introduction, there are twelve distinct chapters. The chapters have been grouped into four parts, with each one containing
three papers on a common theme. In reality, there are numerous
themes threading their way throughout this volume. For example,
the first theme, Leadership and Culture, could arguably have been
used to link together every chapter in this publication. After all,
leadership and culture are two concepts that are important at
every level within an organization. A similar argument could be
made for each of the other themes appearing in this book. An
effort has been made to identify the chapters that best highlight
the themes selected for each part of the volume.

The second

theme, Changes in the International Security Environment,
explores issues associated with military leadership at an international/coalition level.

The third theme, Leadership and

Transformation, examines the role that leaders can play as agent
in a transformational process. The final theme, Organizational
Approaches to Military Leadership, delves into the social
scientific approaches of leadership as it is exercised within
organizations.
Within Part I, the authors all address issues that are associated
with leadership and culture. For example, the cultural aspects
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related to professionalism and the Senior NCO Corps are
examined in detail. The ideas expressed in Part I include broad,
pervasive, and prevailing historical military cultural characteristics, as evidenced by the exploration of warrior ethos, as well as
more narrowly defined, unique, and specialized sub-group
cultures such as the use of adaptive skills for leadership success
in special operations.
In the first chapter of Part I, Leadership and Culture, Colin Magee
examines the “warrior ethos.” He explores what the term
“warrior” means and examines whether this construct is useful
for today’s military.

He starts his exploration by stressing the

importance of first gaining an understanding of what the term
warrior means and secondly by digging even deeper to appreciate
what ‘being a warrior’ means.

According to Magee, the modern

interpretation of the term warrior has been expanded to encompass more than just fighters in the conventional sense.

In his

opinion, the term warrior is no longer reserved for those who
fight, but has expanded into the business world. Furthermore, he
argues that the term is becoming so accepted as commonplace as
a means to empower an individual to overcome obstacles that it is
almost meaningless in its traditional form. As a consequence of
this shift in how the term is applied, Magee acknowledges that the
validity of the warrior ethos, what it means to be a warrior, in the
modern military continues to be questioned.
Following a comprehensive investigation, Magee concludes that,
by definition, a warrior is a fighter, and a person of action, a
specialist in meeting and resolving conflict and challenge. He also
concedes that being a warrior means more than just saving lives.
It even means more than dying with honour. It means living with
honour as well. It is a state of mind. This heroic version of a
warrior is not unlike the conventional view of a warrior as a
skilled fighter with a noble cause.
Magee presents the warrior ethos as a concept that has developed
over time, and he incorporates a view that encompasses the values
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of the culture and society from which the warrior originates and
serves as a protector. He contends that the 21 st Century warrior
ethos contains both physical and mental aspects.

The warrior

must possess the physical skills to protect society and must be fit
enough to operate for extended periods and overcome the stress
and strain of the modern battle space. The warrior must also be
mentally robust and possess the capacity to kill. Magee reasons
that the emotional ability to kill another human as being essential
if the warriors are to fulfill their duty to society and to fellow
warriors. In his concluding comments, Magee suggests that the
idea of duty or service to others, in combination with a high level
of moral integrity, will ensure that warriors will use their martial
skills for the benefit of society rather than against it.
The next chapter, by Allan English, tackles the theme of
professionalism

and

the

senior

non-commissioned

officer

(NCO). He argues that the status of non-commissioned members
(NCM)

in the CF has increasingly been questioned as roles

of officers and NCMs have changed within the military.
Additionally, changes in Canadian social demographics have
contributed to higher levels of education levels among NCMs with
a result that, in some cases, they are as well educated as officers.
He highlights the fact that Duty With Honour: The Profession of
Arms in Canada has incorporated into doctrine the recognition
that all regular force members of the CF, regardless of rank, are
members of the profession of arms.
Despite this acknowledgment of professional status, English
points out that Duty with Honour recognizes a distinction
between officers and NCMs based on how responsibilities and
expertise are distributed between the officer and NCO corps. In
the manual, officers are presented as being in possession of
knowledge of a more general nature. In particular, this knowledge
is applied to marshal forces and direct their employment.
Conversely, NCMs are said to apply specific expertise in the
accomplishment of explicit tasks.

As a consequence, commis-

sioned officers come to identify themselves as potential
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commanders and leaders while NCMs are viewed as being more
focused on effectively and efficiently accomplishing tasks and as
being concerned with the welfare of their subordinates.
As part of the discussion, English examines the nature of military
professionalism in the Canadian context and focuses on the
professional status of the senior NCO corps now and in the future.
He concludes that a new model of military professionalism is
required to accommodate the context in which NCMs operate
currently and will operate in the future within the Canadian
profession of arms.

He also calls for a re-examination of the

doctrinal manual Duty With Honour.

While he presents Duty

with Honour as a very useful articulation of the nature of the
profession of arms in Canada, he feels that its reliance on
classic works to describe the concept of military professionalism
has perpetuated the limitations in these works. English views the
main limitations as being the use of Anglo-American concepts of
professionalism and concepts of professionalism derived from
other countries’ historical experience, particularly the American
experience. He contends that the different Canadian historical
experience, the recent dramatic changes in the nature of
professionalism, and the distinct role of NCOs in the CF all point
to the notion that a new conceptual model needs to be developed
to properly explain the role of the Senior NCO Corps in the CF in
the context of professionalism. In his opinion, it will be then, and
only then, that the CF is able to clearly understand the role of its
Senior NCO Corps now and in the future.
In the final chapter within Part 1, Steven Cronshaw and Damian
O’Keefe contend that Special Operations Forces (SOF) leadership,
or leadership in any context, is built on a scaffolding of adaptive
skills. Their chapter presents a definition of adaptive skills and
shows how these skills can be measured. They also demonstrate
that adaptive skills are directly analogous to broader conceptions
of CF unit effectiveness, particularly as described by Quinn’s competing values model of organizational effectiveness. This approach
is consistent with recent CF doctrinal publications on leadership.

5
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The authors present Adaptive Skills Modeling (ASM) as an
approach that should be effective for SOF leaders.

The ASM

contains three components that are oppositional in nature yet
held in balance by the adaptive individual.

The first ASM

component is the Locus of the CF members’ involvements in their
role as it contributes to mission success (these aspects include
physical, informational, and social elements). The second ASM
component is inward- versus outward-directed Focus and the
third component is agentic versus accommodative Purpose.
People can respond to situations in either an agentic (i.e., striving
and achieving in the work situations) or accommodative
(i.e., being open to the experience of others as well as to the immediacy of prevailing environmental conditions) manner.
The authors explain that the ASM does not ask leaders to choose
between transformational and transactional styles of leadership.
Either approach can be effective, depending upon the situation
and the followers. Even coercive leadership may be appropriate
under some circumstances in SOF operations. They claim that the
stereotyping of a leader as being either transformational or transactional, or as having a particular personality, is not a useful
strategy for the Canadian military. In their approach, the critical
element is whether soldiers can lead and take the necessary
actions as demanded by circumstances.
Cronshaw and O’Keefe assert that true leadership is probably a
rare commodity, achieved by relatively few individuals even
under the most favorable conditions of life and occupational
experience.

It will be rare to find, and difficult to develop.

Individuals who can constructively assert the full range of
adaptive skills required for leadership across all possible SOF
operational involvements are needed. The promise and optimism
of current leadership theories and measurements need to be
tempered with the reality of leadership as a skill that is exceedingly difficult to acquire and master.
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Part II, Changes in the International Security Environment,
brings together three disparate yet connected themes. Each
chapter addresses an approach that has been developed to
enhance the effectiveness of military intervention within the
context of a changing security environment. Whether strategic or
tactical, planned or spontaneous, the authors raise questions
related to the potential positive and negative aspects of response
to change.

The leadership challenges explored include the

cultural suitability of Canadian naval officers to command
international operations, the potential impact of United Nations
doctrine contained in The Responsibility to Protect document,
and the adaptability of junior officers in the Israeli Defence Force
during increasingly frequent low intensity conflict scenarios.
In the first chapter, Richard Gimblett presents an assessment of
the Canadian naval involvement in Operation Apollo. From
December 2001, until the end of October 2003, senior Canadian
naval officers exercised the unique responsibility of commanding
a multinational coalition fleet gathered in the Arabian Sea.
Operation Apollo was part of the initial stages of what has
become an on-going war against terrorism.
Gimblett asserts that it may never be possible to completely
determine the military effectiveness of this particular operation,
because none of the coalition ships under Canadian protection
were attacked.

Furthermore, the Coalition fleets apprehended

fewer than a half-dozen suspected members of Al-Qaeda. He adds
that the Canadian naval success in Operation Apollo has gone
generally un-remarked and remains poorly understood even
amongst credible defence analysts.
Nevertheless, he contends that Operation Apollo stands as a
remarkable achievement in another respect. Specifically, for an
extended period Canadian naval commanders exercised a most
efficient coordination of the at-sea employment of a range of
surface, air and sub-surface forces from a disparate collection of
navies. Some of the navies were not typical allies and a great
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many were from very different cultural backgrounds. Gimblett
does cite at least one recent study that points to Operation Apollo
as providing the grounds for a recognition of what could be
termed a Canadian naval command style.
Gimblett’s chapter offers a deep exploration of the nature of the
Canadian Navy’s coalition command role. He argues that a useful
model for understanding this role is the unifying framework of
the environment-technology-culture triad, where the three factors
of environment, technology, and culture are taken to be the most
important factors that impact on naval command styles.
The author presents the appointment as Warfare Commander for
the Arabian Sea theatre of operations, Commander Task Force
151(CTF 151), as being the first true exercise of operational-level
command by a senior Canadian officer since the Second World
War. Plus, the Canadian naval command presented a non-threatening compromise option that was critical for maintaining
the integrity of the coalition. The various elements of the
environment-technology-culture triad came together to great
effect for the Canadian Navy with the dispatch of a naval task
group to the Arabian Sea in the fall of 2001.
Gimblett argues that the key to success was effective employment
of networked links with the USN, for which the prerequisites were
access to the American communications channels and possession of
SATCOM to ensure reliable connectivity. He concludes that the
coalition command role exercised by the Navy was a great success,
and a useful model for understanding its nature is the unifying
framework of the environment-technology-culture triad.
The subsequent chapter in Part II, by Steve Nolan, provides an
analysis of the 2001 Report of the International Commission on
Intervention and State Sovereignty (ICISS), the Responsibility to
Protect. Beginning with the premise that the Responsibility to
Protect seeks to avoid an increase in interventions by stressing
that the international community must develop better predictive
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abilities, thus allowing corrective action to be initiated sooner, he
contends that this policy will be very difficult to implement. The
current predictive capabilities, he argues, are weak, and there is
no impetus for the international community to dedicate any more
resources towards these capabilities. Further, countries targeted
for predictive assets and inspection would not likely allow
their sovereignty to be breached let alone the international
community’s lack of resolve to breach a country’s sovereignty on
the suspicion of impropriety.
Nolan asserts that once a human rights transgression is detected,
Responsibility to Protect offers a prescription for their prevention; however, implementation of Responsibility to Protect will
most likely cause more discord in international relations than it
seeks to correct. In fact, Responsibility to Protect allows
regional actors to intervene if it is felt that the United Nations is
not acting fast enough. As the number of scenarios that warrant
interventions increase, Nolan argues that there is a greater possibility that more interventions will occur. Finally, the implicit
return to an imperialist type of occupation, one that initially sets
out to alleviate human suffering, but is then required to set up
governance structures and help the targeted country to develop
and support itself, will mean an extension of military intervention
and occupation, and an obvious expansion of the original mandate. These prescriptive aspects of Responsibility to Protect need
to be expanded upon prior to implementation.
Taking these factors into account, Nolan argues that it is clear
that Canadian foreign policy, which supports military intervention
on the basis of stopping human rights abuses through the
Responsibility to Protect doctrine, skews the issue of military
intervention from a force of last resort to a force of choice.
In the concluding chapter in Part II, Sergio Catignani presents a
case study analysis of the leadership challenges faced by the Israeli
Defence Force (IDF) in low-intensity conflict operations since the
late 1980s. He uses the term low-intensity conflict to cover a wide

9

Dimensions.qxd

10/4/07

10:23 AM

Page 10

CHAPTER 1
gamut of scenarios, including insurgency and counter-insurgency,
terrorism and counter-terrorism and peace enforcement, which are
situated on the higher end of the spectrum of low-intensity
violence. Peacekeeping and humanitarian aid and disaster relief
operations are located on the lower end of the spectrum of
low-intensity violence.

The salient point about low-intensity

conflicts is that they fall short of all-out, high-intensity war.
Given the fact that the IDF have been involved extensively in low
intensity conflict, Catignani uses the case study of the IDF
in order to highlight the leadership challenges that military
organizations face whilst conducting such operations.

He also

argues that the IDF case study is appropriate, because the
IDF, overall, has been able to cope remarkably well with the
difficulties, dilemmas and uncertainties stemming from the
ongoing low-intensity conflict with Palestinian insurgents
since the late 1980s. He attributes this success to the IDF’s welldeveloped and exceptional junior officer leadership cadre.
Far from being perfect or from having resolved the conflict
altogether, the IDF’s conduct, particularly at the lower levels
of command, has stabilized a conflict that is not only very politically sensitive, but also morally ambiguous. The fact that IDF
soldiers and their leaders are able to carry out their mission with
professionalism and zeal despite such difficult circumstances
attests to the reality that small-unit leadership in the IDF plays
a great part in maintaining high levels of motivation and
professionalism and in pursuing mission success after all.
Part III of the volume addresses the various roles that leaders
play in influencing change associated with organizational transformation. For example, the Israeli experience demonstrates the
potential challenge in adapting to increasing frequency of low
intensity conflict given the historically pervasive influence of
bitsuism on cultural approaches to tactical leadership. The
relationship between tactical blunders and organizational
strategy is further demonstrated in discussions of the United
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States (US) experience with indiscipline and the watershed
Canadian incident during operations in Somalia in 1993.
In the initial chapter of Part III, Leadership and Transformation,
Eitan Shamir and Sergio Catignani explore whether or not the
Israeli Defence Forces (IDF) have been successful in integrating
and applying the operational principle of mission command to
its doctrine and style of command since its establishment. In
particular, they examine if command has been employed
effectively by the IDF during its involvement in the low-intensity
conflict (LIC) scenarios of the first and Al Aqsa Intifadas. Taking
into account the IDF’s major cultural ethos of bitsuism (performance-oriented initiative), the discussion considers if its organizational culture of hyper-activism within combat command
echelons has either strengthened or weakened its ability to fully
apply the principle of mission command when fighting wars or
conducting low-intensity operations.
The discussion explains how the IDF, since the first Intifada, tried
to re-institute the mission command principle and bitsuist cultural
norm within its ranks given the extreme complexity the IDF had
found itself faced with during that period of conflict. Although
the IDF has made significant reforms in order to encourage the
full understanding and implementation of mission command principles among its ranks and despite the fact that certain missions
have displayed positive evidence of certain units’ adherence to
such principles, the complexities imposed by the LIC environment
continue to challenge the ability of the IDF to fully implement the
principles of mission command on a daily basis.
In the following chapter, Kenneth Allard provides a timely discussion, given recent imperatives of military transformation, on how
military organizations might deal with the age-old problem of
indiscipline among military personnel.

He relies on the recent

experiences of the United States (US) Army, including some of his
personal experiences, to provide insight into this challenge. Even
the well-intentioned, Allard notes, are not immune to becoming
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part of the problem, as incidents of exploitation and even abuse in
various UN peacekeeping contingents have demonstrated. Such
incidents are a timely reminder of why a fresh look at potential
sources of indiscipline is always a wise move.
Allard opens his discussion with a reminder that soldiers in
the armies of Western democratic nations are free. While such
soldiers can be unruly, they also have a hidden advantage that
makes all the difference. Citing Victor Davis Hanson, this difference is summarized as freedom of action, improvisation, spontaneous action, and audit by peers. Precisely because free speech
and open debate are the essence of this politico-military tradition,
Hanson points out that they are also integral to the collective
wisdom that is the cornerstone of command itself. Hanson, notes
Allard, prompts us to remember how powerful the idea of freedom
really is. Noting that most discussions of transformation tend to
focus on technology or on how one might rearrange traditional
military structures, Allard asserts that there are ample reasons to
focus on the more fundamental issue of how these things actually
affect the behavior of soldiers in the field.
Allard concludes that while the investigation of ‘indiscipline’ is
often guided by probing questions related to the sources of
disobedience, the American Army found from their own experience that they could not solve this problem in isolation from the
other factors outlined throughout his chapter - that to address
disobedience, they had to aim much higher, and to deal with the
basics of values, vision, means, training and leader development.
In the concluding chapter of Part III, Bernd Horn offers an analysis of the CF response to the ‘Somalia affair’ – the beating and
torture of a 16-year-old Somali teenager, resulting in death, at the
hands of the Canadian Airborne Regiment (Cdn AB Regt) in
Somalia in 1993. Noting the subsequent attempts to cover up this
heinous act, by both unit personnel and later mandarins in the
National Defence Headquarters (NDHQ) in Ottawa, Horn
describes how this incident, and in particular the response of
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senior CF leadership in its aftermath, drove the reputation of the
CF and its leadership to a historic low ebb. The Somalia incident
and the ineffective response of leadership, he asserts, showcased a
fundamental flaw in the Canadian officer corps’ understanding
of leadership, professionalism and the military ethos. As such,
he describes Somalia as the catalyst for the start of the transformation of the Canadian Officer Corps.
In the face of change, Horn asserts that the CF was caught off
guard.

In the early 1990s, the chaos that erupted with the

collapse of the Cold War era soon engulfed Western nations,
including Canada.

The new environment was ambiguous,

complex, volatile, constantly changing, and dangerous in an
immediate way not experienced by many during the Cold War.
Officers, senior non-commissioned officers (NCOs) and soldiers
trained in the Cold War model of conventional forces against a
predictable and templated enemy were frequently unprepared for
belligerents that were more often than not loose rag-tag armies
led by warlords, para-military groups or criminals.
The historical experience of the Cdn AB Regt, Horn argues,
contributes to our understanding of how the events in Somalia
could happen as well as why the CF leadership response proved to
be overwhelmingly ineffective. The Cdn AB Regt paratroopers,
who for the greatest part of their existence represented the best of
the nation’s warriors, were largely disliked within the military
and virtually ignored in civilian circles, at least until the horrific
killing in Somalia in 1993.

The Canadian attitude to airborne

forces, according to Horn, has always been schizophrenic
and driven by political purpose rather than by doctrine and
operational necessity.
The chapter provides a presentation and analysis of events
leading up to and following the Somalia crisis, providing a
persuasive claim that the demands of a changing security environment, a bankrupt professional officer corps, and the ‘roller
coaster existence’ of the Cdn AB Regt since its formation as a
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Canadian parachute battalion in 1942, ultimately led to the
conditions that allowed the killing to occur, as well as the
ultimate demise of the Cdn AB Regt itself.
The final portion of this volume, Part IV, Organizational
Approaches to Military Leadership, captures a variety of ways
in which the behavioural sciences can play an effective role in
influencing military leadership and performance.

The common

theme that binds these chapters together is the notion that
leadership issues can be addressed with guidance from the social
scientific disciplines of anthropology, sociology, and psychology.
To illustrate, anthropology provides a mechanism for understanding social structures in military units, sociology offers illumination with respect to appreciating the influences associated with
culture and climate, and psychology helps leaders to appreciate
how they can have an impact on the attitudes held by others and
how these attitudes, in turn, can play a significant role in how
people think, feel, and behave.
In the opening chapter, Charles Kirke, a military anthropologist,
introduces a new way to approach the subject of leadership in
the setting of a military unit.

He provides a novel means of

describing and analyzing the exercise of leadership at regimental
duty through the use of social anthropological techniques.

He

indicates that the initial attempt to create such a model of social
structure in British combat arms units was difficult because
people behaved differently in different contexts. By way of
example, he presents the case of officers on first name terms in the
context of the officers’ mess, followed moments later by interactions where they would stand stiffly to attention and call each
other by rank.
In his model, Kirke presents the formal command structure, as the
mechanism whereby a soldier at the bottom receives orders from
the person at the top. It is embedded in the hierarchy of rank,
formal arrangements, contains the mechanisms for the enforcement of discipline, and provides the framework for official
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responsibility. The informal structure incorporates the unwritten
conventions of behaviour in the absence of formal constraints,
and includes behaviour off-duty and in relaxed duty contexts.
The loyalty/identity structure is a nested series of different sized
groups which are defined by opposition to and contrast with other
groups of equal status in the formal command structure.

The

functional structure, includes attitudes, feelings and expectations
connected with being a soldier and properly carrying out soldierlike activities. Where groups are formed to carry out such
activity, they might exactly reflect the formal command structure
or they might be independent of it.
Kirke’s model emphasizes the importance that must be placed on
the consideration of the balance between these social structures.
He argues that it is self-evident that if the members of the unit are
encouraged to put one of them before all else then their military
life becomes impoverished in some way. He reports his research
findings as demonstrating one consistent result. If units
regularly exercised the conventions of all four social structures, in
whatever balance was felt to be appropriate by its members to the
context it was in, then it was likely that the units would have high
morale and military efficiency.
In the subsequent chapter, Karen Davis explores the relationship
between culture, climate and leadership in the CF with a particular
focus on the experience of the CF in trying to understand culture
and climate through research and measurement. In the case of
culture, the review reaches back to 1967, with a particular focus
on a study of values and attitudes in the army in 1979 and
projects undertaken or initiated since 1997. Climate research in
the CF is traced from a 1988 proposal to measure the human
dimensions of combat readiness to the current Human Dimensions
of Operations survey, which is administered to soldiers deployed
in operational theatres.
Typically, culture has been understood as the more enduring and
stable aspects of an organization, while climate is often viewed as
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the more volatile characteristics.

However, climate measures

monitored across different contexts and over time have the
potential to inform our understanding and awareness of integrated and enduring characteristics of CF culture. Within the context
of transformation and the emphasis on joint CF approaches to
operations, it will be increasingly important to develop ways to
increase understanding of unique CF sub-cultures, make relevant
comparisons across CF sub-cultures, and understand how various
aspects of culture become embedded within various sub-cultures,
as well as across the institution.
Davis concludes that there is clearly room to continue pursuing
culture and climate research from unique and integrated perspectives using various methodological approaches in seeking greater
understanding of the relationships between CF climate, culture,
leadership and the five components of institutional effectiveness –
ethos, mission success, internal integration, external adaptability,
and member well-being and commitment. There is still an
overwhelming amount that we do not understand. Regardless of
approach, the implications for leadership, leader development
and the assumed relationship between leadership and the
phenomenon under investigation should be carefully considered.
In the final chapter of Part IV, Allister MacIntyre presents
an overview of current attitude theories and provides some
explanations for how attitudes can influence behaviour. He focuses on the tripartite model of attitudes, with attitudes being
conceived as having three components.

These are a cognitive

component (everything we know or believe to be true about
an attitude object), an affective component (how we feel in the
presence of the attitude object), and a behavioural component
(they way in which the attitude object makes us want to behave).
MacIntyre explains that our attitudes are nothing more than the
subjective experience of our likes and dislikes, our passions and
disgust, our obsessions and loathing, our attractions and
aversions.
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attitudes about virtually every person, place, and thing we
encounter during our lives. He argues that leaders must be aware
that their own behaviours, as well as the behaviours of their
followers, will be influenced by these attitudes. He also contends
that even though attitudes are important, they are not the sole
determinants of behaviour, and they need not be viewed in a
negative manner.
For example, our attitudes enhance our ability to make sense of
the world, allow us to express our values, ensure that we maintain
effective relationships with those who share similar attitudes, and
help to guide our behaviour.

Because these purposes can be

classified as functions, MacIntyre considers it to be crucial that
leaders understand the functional approach to attitudes. It has
long been recognized that attitudes are not functionally alike, and
they have been extensively studied in the context of the functions
they serve. Furthermore, the ability to change an attitude largely
depends upon the function the attitude serves.
This chapter covers numerous additional aspects of attitudes and
behaviour including: attitude formation, attitude importance, the
contact hypothesis, group conflict and cooperation, educational
approaches to attitude change, cognitive dissonance, social
norms, and stereotypes (the cognitive component of an attitude).
MacIntyre concludes with a message for CF leaders. He asserts
that they must first accept that attitudes and stereotypes will
exist, no matter what they do to try to change this reality. Their
own attitudes will influence their behavioural intentions, and
their followers will be similarly swayed by these mostly subconscious drives.

Leaders will be able to influence attitudes, but

their success in this regard will be obstructed things like by the
strength of the attitude, the functions served by the attitudes, and
the knowledge/beliefs associated with the attitude object.
In sum, the thirteen chapters in this volume will provide leaders,
and prospective leaders, with insights, guidance, and an awareness
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of how they can function more effectively in their leadership
roles. The contents, taken as a whole, provides the reader with a
better understanding of the human dynamic at the individual and
group level and a span of coverage that stretches from the unit, to
national, and international levels.
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CHAPTER 2
The Way of the Warrior:
A Warrior Ethos for the 21 st Century

Colin Magee

As militaries transform to deal with the new threats that have
emerged in the contemporary operating environment, the impact
of this transformation affects more than just equipment but has
implications for all elements of force design.1 One aspect of this
transformation, that has yet to fully articulated or explored, is the
transformation, or perhaps better stated the retransformation, of
soldier to warrior.2 As Captain Thomas St. Denis points out, “no
one serving today in the armies of Canada or the United States is
any longer just a soldier. Increasingly, he or she is a warrior.”
The difficulty with making such a transformation is not, as
St. Denis suggests, the fact that “the warrior model bears no
relation to any real warrior of any society at anytime” 3 and therefore is of little use in defining modern soldiers; rather it is that
there is a lack of clear definition of, and hence a lack of understanding of, the term ‘warrior’.

A review of extant Canadian

Forces and Army doctrinal publications reveals a desire to reintegrate ‘warrior ethos’ into the Canadian Military lexicon; however,
current doctrine not only fails to embrace the term, it fails to
articulate what it means to the members of the Canadian Forces.4
This lack of focus causes one to ask what the term ‘warrior’ means
and, as a result, explore whether this construct is useful for
today’s military. In order to answer this question, it is necessary

21

Dimensions.qxd

10/4/07

10:23 AM

Page 22

CHAPTER 2
to examine what is meant by the term ‘warrior’ and perhaps more
importantly what ‘being a warrior’ means.

Using historical

examples, this paper will first examine what the term ‘warrior’
means, and from that, develop a synthesis of what it means to be
a warrior, from which it will define an outline warrior ethos.
There is a human fascination with the term ‘warrior’ and with war
itself. This appeal can be seen in current over usage of the term.
Today, the term ‘warrior’ is no longer reserved for those who fight,
but has expanded into the business world. In fact, the term is
becoming so commonplace as a means to empower an individual
to overcome obstacles that it is almost meaningless in its
traditional form.

At the same time the validity of the warrior

ethos, what it means to be a warrior, in the modern military
continues to be questioned.
For many, the warrior is viewed as a heroic and chivalrous figure,
whose main role is that of defender of his society5. For others, the
warrior is seen as interested only in his own glory and that of his
caste; concerning himself only with the values of society because
they reflected his own values, or more cynically because the
warrior needs society, and war between societies, to survive. Yet,
for others, the warrior is simply a necessary evil that needs to be
controlled.

Jack Nicholson’s role as Marine Colonel Nathan

Jessep in A Few Good Men helps to demonstrate this perspective
when in the finale of the movie he addresses the court about the
“code red” stating
Son, we live in a world that has walls, and those walls
have to be guarded by men with guns. Who's gonna do it?
You? You, Lieutenant Weinberg? I have a greater responsibility than you can possibly fathom. You weep for Santiago,
and you curse the Marines. You have that luxury. You
have the luxury of not knowing what I know -- that
Santiago's death, while tragic, probably saved lives; and
my existence, while grotesque and incomprehensible to
you, saves lives. You don't want the truth because deep
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down in places you don't talk about at parties, you want
me on that wall -- you need me on that wall.

We use

words like "honour," "code," "loyalty." We use these words
as the backbone of a life spent defending something. You
use them as a punch line. I have neither the time nor the
inclination to explain myself to a man who rises and
sleeps under the blanket of the very freedom that I
provide and then questions the manner in which I provide
it. I would rather that you just said "thank you" and went
on your way. Otherwise, I suggest you pick up a weapon
and stand the post. Either way, I don't give a damn what
you think you're entitled to!6
This statement provides one view of what it means to be a warrior
and allows a glimpse into the essential elements of the warrior
ethos.

However, this paper will show that, while Hollywood

has got many of the main elements correct, this is actually a portrayal of a misguided application of the warrior ethos.
The Oxford Dictionary defines a warrior as “1. a person
experienced or distinguished in fighting. 2. a fighting man, esp. of
primitive peoples.”7

The American Webster Dictionary defines

warrior as “a man engaged or experienced in warfare; broadly: a
person engaged in some struggle or conflict.”8 Of note is the
expansion of the term to include a person engaged in a struggle or
conflict, which provides a wider perspective of what a warrior is,
as it introduces the notion of cause into the warrior ethos. This
idea of cause is an important element in today’s warrior and will
be explored later.

Mike Straw, writing for an American

Self-Defence website, states that a Roman General, Hericletus,
defined a warrior as more than simply a fighter, he expands on the
basic idea, suggesting a warrior is something more. In describing
a ‘typical century’ he suggested that, “of every one hundred
men, ten shouldn’t even be there, eighty are nothing but targets,
nine are real fighters… We are lucky to have them… They make
the battle. Ah, but the one, one of them is a Warrior… and he
will bring the others back.”9 Thus a warrior is by definition a
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fighter, a man of action, a specialist in meeting and resolving
conflict and challenge.10
Most of the literature surrounding the history of the warrior
divides warriors into categories that relate to either timeframe or
location. This paper will use six of the major categories – the
primitive warrior, the Greek (classical) warrior, the Roman
warrior, the Viking/Celtic Warrior, the English Knight, and
modern day, in order to provide a common frame of reference with
the current literature, while attempting to present the information in logical categories. 11 By examining these historical
examples of warriors, it is possible to develop a list of desired
characteristics that is useful in building a consensus of what it
means to be a warrior or of those elements that makeup the code
of the warrior.

Such a synthesis will then be used in order to

develop an ethos for the modern warrior.
For many, there is a connection between the warrior and the
hunter in that those traits necessary to be a successful hunter are
needed to be a successful warrior. William James states that the
best qualities of the hunter “ alertness, the skilful use of weapons,
courage, endurance, loyalty to the band, the willingness to take
risks, to be alone, to wait in silence – foreshadow the best virtues
of the warrior.”12 In fact, most authors draw a direct linkage
between the hunting class and that of the warrior class, stating
that the warrior caste evolved from the hunter as a natural
progression.

Though she agrees that pre-civilized warfare was

predominantly a rough male sport for underemployed hunters,
Barbara Ehrenreich dismisses the ‘hunter turned warrior theory’
as an oversimplification, offering instead the view of early
humans as the hunted, not the noble hunter/predator that many
suggest.

She suggests that it was the “terror inspired by the

devouring beast” that lies at the source of the human habit
of socializing violence and in doing so offers the “defence hypothesises.”13 Ehrenreich argues that the early male role in combat
was not with other men but with animal predators and suggests
that males deployed in a manner similar to modern day baboons;
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to guard the periphery of the main group.14 In this role, the early
human males would have defended against, or at least warned the
group of, predators. Given the fact that early humans were more
likely to be prey, the periphery guards would have been killed in
defence of the main group. This can be seen today, where there
are examples of male baboons sacrificing themselves in defence of
the group. She suggests that humans sacralized the act of killing
or in the beginning being killed, surrounded it with ritual and
awe in order to overcome the chaos, grief, depression, and helplessness experienced by the prey. Thus to sacrifice oneself in the
defence of the group was considered as an honourable act. 15 In
short, it was man’s way of dealing with the horror of random
victimization. She also argues that the one sure means of
overcoming the experiences of being prey was to assume the
stance of predator, thus overtime humans transformed from prey
to predator. The idea of the weak rising up against the strong is
reflected in the cultural heroes of early legends, all of whom are
hunters and destroyers of wild beasts. As she points out, there is
“enormous prestige attached to the man who could defend his
community against the incursion of predatory animals.”16

The

identification of the warrior with predator is so nearly universal
that Rick Fields argues we may reasonably characterize it as
archetypal.17 Anthropologist Walter Goldschmidt states that the
creation of the warrior was neither easy nor natural. He suggests,
“if society is to have the advantages of having military personnel,
the motivations for warriorhood must be established. It is a
matter of great significance that these must be created.” 18
Ehrenreich agrees, arguing that there is no need for a basic
warlike instinct, as once other groups adopted war; it must by
necessity be adopted by all.19 Based on man’s experience as prey
and the transformation to predator, humans recognized that
creatures that do not fight back mark themselves as prey,
therefore as man replaced beasts as predators, the defensive role
originally assigned to the hunter-warrior to protect the tribe
against wild beasts is transformed into defending against other
men, the new predators – other warriors.

Keegan and Holmes

agree, arguing that the warrior was born of a need to protect
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family, territory and possessions against greed and envy of
neighbours.20

But Fields warns us that “the fully initiated

warrior was also the fully metamorphosed warrior.

He had

entered an altered or extraordinary state of consciousness, which
freed him from the inhibitions (or fear or reluctance) against
killing another human being. He underwent a radical change of
behaviour….he ceased to be a man, he was the carnivore itself…he
had cast off all humanity; in short, he no longer felt bound by the
laws and customs of men.”21

The transformation from prey to

predator, from homo sapiens to homo furens, required that a
safety valve be established to protect society from those
designated as society’s protectors. Thus, a code or ethos of the
warrior was needed in order to help protect society from the
hunter who had become another potential predator – warrior.
Fields points out “in most societies, warriors have taken this role
quite literally.

They seek out battle; fighting is what gives

meaning to their lives.

In other societies, battle is only a last

resort, something to be engaged in only after all other means of
resolving conflict have been exhausted.”

Notwithstanding the

differing views, what is interesting is that the “the figure of the
warrior is truly cross-cultural.”22

Based on her research of

primitive warrior cultures, Ehrenreich identifies a number of
basic tenets of warriordom.

Given the relationship she draws

between hunters and warriors, it is not surprising that many of
the traits echo those identified by Field as necessary to be a successful hunter – respect for courage, a willingness to stand by one’s
comrades no matter what, and a bold indifference to death. 23
As can be seen, the traits desired in a primitive warrior are
remarkably similar to those desired in a hunter; skill at arms, a
high level of fitness, discipline, loyalty, physical courage, and the
protection of the band.
But there is more to being a warrior than killing and martial
prowess. The traits found in the classical warrior expand upon
those found in the primitive warrior. Plato’s Republic is seen as
the depiction of the ideal state; yet even this state was defended
by “Guardians,” a warrior class whose members were defined by
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spiritedness. 24

The differences between the classical and

primitive warrior are perhaps best found in The Iliad and The
Odyssey. In The Iliad, the reader is introduced to two types of
warrior. First is Ajax, the more traditional warrior who, like the
primitive warrior, is honoured for his sheer fighting abilities. The
second can be found in that of Hector and Odysseus. These two
literary figures represent a new breed of intelligent warrior; one
that has a family he loves and a full life beyond war.25 This is in
stark contrast to Ajax who cannot find meaning beyond that of
war.

This contrast between the two types of classical warriors is

useful for framing the desired qualities of modern day warriors,
especially in a volunteer force that is augmented by part-time
(reserve soldiers), in that it highlights the fact that there are two
aspects to the warrior – one as the defender and one as an active
part of the society that he is defending, thereby linking the values
of the warrior to that of his society. The seventh century Spartan
poet Tyrtaeus exhorted the citizen-warrior to defend the
city-state to which he owed all the advantages of being free. In
the time of the city-states, power shifted from warrior-kings to
the free land-owning citizens of the polis. During this period,
there is a move away from individual glory, “the hoplites fought
for their city and not only for their honor.”26 It is here that we see
not only the idea of sacrifice for the group, but the concept of
service is introduced into the warrior ethos. Overtime, the
classical warrior, like his society, evolved and, like his society, his
values changed. The traits desired in a classical warrior include
those needed in the primitive warrior, but add the idea of service.
Of note with the addition of service to the city-state, the idea of
protecting the weak is implied though not clearly articulated.
According to French, stoicism offered an ideal code for the Roman
warrior. Marcus Tullius Cicero’s essays emphasize that one can
choose to exhibit nobility of character by always doing one’s
moral duty.27 “Stoicism insists on just and virtuous dealing,
self-discipline, unflinching fortitude and complete freedom from
the storms of passion”28 all of which help to describe the ideal
Roman legionnaire and reinforce the idea of virtue and moral
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duty, thus introducing the notion of right (just) cause into the
warrior ethos of the Roman Empire.
Unlike the stereotypical picture of bloodthirsty horned barbarians, Viking and Celtic heroes had a number of traits similar to
those found in Odysseus. More than just a martial focus, they
became distinguished because of other skills. Good sense, a
talent for persuasive speech, an understanding of law and custom,
and honesty were all traits found in a number of Viking heroes. 29
The warrior-king was not only a strong man; he was also foremost
a servant of the gods from who kingship descended. As a servant
of the gods, it was expected that the warrior-king would care for
and protect both the city and its citizens. Thus, there was more
than simply martial prowess expected, and indeed needed, in a
warrior-king because it was “his [warrior-king] duty to ‘wage
peace’.

It was his duty to protect the city from internal

danger…to protect the weak – particularly orphans and widows –
against the strong.”30

It is here that we see the reintroduction of

protecting the weak into the warrior ethos, though it needs to be
emphasised that this protection did not extend to the weak outside of the specific band, tribe or alliance.

Nonetheless, the

Viking warrior, as described through the desired traits of the
warrior-king, continues the evolution of the warrior by expanding
the notion of service.
The concept of service and duty can also be seen in the English
warrior.

In addition to his duties as a warrior, the English

warrior, generally defined as the knight, was a key element of
society and as such was bound by obligations.

“The chivalric

code arose from the stratified feudal society in which all the members of the same rank, the fighting nobility, monopolized the most
powerful weapons, and all recognized and honoured the same
code.”31

These warriors were expected to defend both farmers

and rulers against aggression and force. In return, the knight was
given land from which he derived his wealth. The code of knightly behaviour was in reality a code of public service with a
responsibility to keep the peace with clear political and judicial
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implications.32 In fact, the English word ‘knight’ is derived from
an Anglo-Saxon word which first meant “servant” and then
evolved to mean “armed servant.” 33 While knights fought
individually, they did so as a collective for a greater or higher
whole. But it is King Arthur and the Knights of the Round Table
who reflect the essence of what it was to be a knight. This story,
along with the code of chivalry, was more than abstract correctness; it was instructional as it articulated what was expected
while being inspirational.34

This generic code of behaviour is

reflected in the Round Table Oath that demanded:
…never to do outrageousit nor murdr, and always to flee
treason; also, by no mean to be cruel, but to give mercy
unto him that asketh mercy, upon pain of forfeiture of
their [the knights’] worship and lordship of King Arthur
for evermore; and always to do ladies, damosels, and
gentlewomen succour, upon pain of death. Also, that no
man take no battles in a wrongful quarrel for no law, ne
for no world’s good.35
The Oath of the Round Table has a number of qualities that help
explain the warrior ethos of the English knight. While some of
the qualities required of a knight were physical strength, courage,
dexterity, speed, and weapon skill,36 the Oath establishes restraints
on when, where and how martial skills can be used, in particular
killing. It also constrains the knight to defend the weak and to
fight for a just cause. The christianized warrior code, chivalry,
also required knights to defend the weak and the church.
Ehrenreich argues that Christianity, which was a religion of a
defeated people, made it glorious to die in defeat. Thus the cause
became important and those who fell in battle could be seen as
martyrs, echoing the importance of defending the group 37 and the
idea of sacrifice in order to do so. The code of chivalry and the
Oath of the Round Table, reinforce the desired martial qualities
found in the primitive warrior of courage, strength and skill while
strengthening the idea of service, protection of the weak, and
moral courage.

It is by examining the code of the English Knight
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that we see the first clear articulation of duty beyond one’s own
tribe to include a wider and more universal application to defend
those who could not defend themselves.
The traditional warrior is seen as an individual, with honours
achieved through personal actions. While the ‘real warrior’ of old
sought the intimacy of close combat, the new kind of war ushered
in with the introduction of the gun was “less disciplined and more
spontaneous”38 converting the warrior into soldier. However, the
reality was far less romantic than the word-pictures painted by
many authors. Though most agree that the introduction of the
gun had a fundamental impact on the warrior elite, the truth
is that the ancient warrior was a solo fighter, more due to technology, not necessarily to distinguish himself for honours and
rewards. Regardless, one can argue that the desire to excel at war
and the individual honour that it brings has not really changed
since ancient warfare. Rather, it is the means through which honour is distributed and displayed that has changed over time.
Scalps and heads have been replaced with ribbons and medals. In
fact, the wearing of ribbons on dress uniforms, along with skill or
hazard badges, such as parachute wings, helps a modern day
warrior display his skill and, by doing so, establishes immediate
credibility with fellow warriors, clearly demonstrating that the
ways of the warrior are still with us today.
St. Denis makes a clear distinction between a soldier and a
warrior, arguing that there is no place in today’s military for
warriors. In fact, he goes as far as to argue that the creation of a
warrior culture is not only unnecessary, it is undesirable.39 But is
there a difference between a soldier and a warrior, or is this simply semantics? In examining the literature on the subject, many
authors use the two terms interchangeably, while others state that
soldiers are warriors who fight for pay. Jessica Hill defines the
tenets of the warrior as courtesy, honesty, integrity, humility, loyalty, spirit and perseverance.40 She differentiates between warrior
and soldier by focusing on why they fight. According to Hill, the
warrior fights to protect family, territory and possessions, while
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the soldier fight for pay, and as such is controlled by the state. In
short, she argues that soldiers are hired killers who fight as part
of a group; not for honour or a cause but rather for the country
that pays them. But this definition is too simplistic for a number
of reasons. To begin with, nation-states use force or the threat of
force (war) as a means of achieving state rather than individual
interests, and it is the warrior of that state, the soldier, that is
used to apply the force. By definition, the modern state represents the individual and is designed to protect the interests and
needs of the individual across a number of areas. Killing and protection, the use of deadly force, are two areas that are common
amongst all states regardless of nationality or political leaning.
In fact, in order to be recognised as a member of the state, the
individual gives up the right to use deadly force, with some exceptions of self-defence, to achieve desired goals.

Secondly, Hill’s

definition of soldier does not differ from that of a mercenary.
Miyomato Musashi suggests that the difference between the warrior and soldier is “a mindset”, which is that to be a warrior was
to embrace a lifestyle, while to be a soldier is simply a job. 41
What is common between the warrior and the soldier is that both
are given a mandate by society (tribe/clan/community/nation) to
take lives, but only certain lives, in certain ways, at certain times,
for certain reasons.

It is due to these restraints that the

warrior/soldier is seen as “morally superior” to other possible
definitions – such as murderer or killer. In fact, a common theme
in the cultures and timeframes studied in this paper is that soldiers and warriors kill, they do not murder.42 Other authors, such
as Rick Linden, writing for the Canadian Forces Leadership
Institute, combine the two stating that military professionals
today require the abilities not only of the warrior/soldier, but also
of the soldier-diplomat and the soldier-scholar.43 Webster’s defines
‘soldier’ as a noun that is derived from Middle English ‘soldier’,
from Middle French, from ‘soulde pay’, from Late Latin ‘solidus’.
It defines a soldier as “a : one engaged in military service and
especially in the army b : an enlisted man or woman
c : a skilled warrior.”44 The difficulty with using the definitions
found in the dictionaries is that there is little real difference
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between warrior and soldier, as the definitions use the one word
to help define the other. Perhaps there is more in common with
the two terms than many suggest. In fact, a number of recent
papers suggest that a warrior is a ‘sub-culture’ within the larger
group called soldier.

David Buckingham suggests that the two

key elements that characterize the warrior are his location on the
battlefield and his task in combat. Building on this differentiation, a soldier would be defined as “one engaged in military
service and especially in the army” and that a warrior would be a
soldier who is expected to close physically with the enemy and
destroy him.45 This differentiation is reinforced in Hill’s research
in which members of the Canadian Army defined a warrior as
someone “who is actually there, in the combat arms” and “one
who actually fights.”46

The danger with making such clear

distinction between warrior and soldier is that it can lead to
feelings of exclusion on the part of those who do not actually
have combat roles or those in combat jobs who do not fit the
traditional warrior image.47

In reality, the preoccupation with

making such delineations misses the similarities between the
warrior and soldier. As Coolican observes, the modern day soldier
has taken many of the warrior’s characteristics and combined
them with military professionalism resulting in the “professional
warrior” who is obedient and abides by the rule of law with a
code that espouses social responsibility, virtue and honour.48 But
perhaps rather than attempting to find differences, the concept of
warrior should be replaced with a focus on the warrior ethos and
in doing so focusing on the mindset.
As can be seen, while the function of the warrior may have
originated with the biological imperative of self-defence, over
time how a warrior executed his duties evolved into a code to
include the protection of family, band, tribe, class and nation. In
each of the categories discussed in this paper, the ideal warrior is
considered to be an essential part of society, a protector and
source of good.49 But in each of these traditions, the warrior is
bound by a code, a rule, and a way of life – an ethos. Although the
ethos takes different forms in different cultural epochs, the ethos
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is a way for society to protect itself from the darker berserker
aspects of the warrior while at the same time the ethos serves to
define, express, and further the “light” or chivalrous aspects of
the warrior.50 Overtime, the ethos became the essence of what it
means to be a warrior. The warrior ethos can also provide a way
of overcoming some of the value differences that exist among
people in different jobs, in different components of the military,
and at different rank levels, to help build a strong and
cohesive military force by providing a common understanding of
what is expected of the warrior.51 While it can be argued that
many of the codes, or formalisation of the warrior ethos, were
written after the fact and are nothing but an attempt to rationalize
or to romanticize the actions of the warrior caste, it does provide
insight into those characteristics that are desired in a warrior.
Therefore, by focusing on the term ‘warrior ethos’ rather than on
the term ‘warrior’ itself, the real value to present day
militaries is seen.
Ethos is defined as “the distinguishing character, sentiment, moral
nature, or guiding beliefs of a person, group, or institution.”52
Thus ethos represents the characteristics, values, behaviours, and
attributes that a group develops over time as it finds the best way
to get along and its job down. A working group for the Center for
Strategic and International Studies has defined the warrior ethos
as “a code that expects individuals to aggressively engage and
defeat an armed enemy in battle, promoting and valuing traits of
moral and physical courage, tactical skills, emotional and
physical stamina, loyalty to comrades and determination to
accomplish the tactical mission regardless of personal risk” 53 As
shown above, the warrior ethos is a traditional, ancient, military
culture that has evolved over time. It can be construed in a wide
variety of ways, but reflects the core values of diverse cultures.
The ethos also helps to set the limits of what warriors can and
cannot do. French suggests the warrior’s ethos defines “not only
how he should interact with his own warrior comrades, but also
how he should treat other members of his society, his enemies
and people he conquers”54

Therefore, in developing a modern
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warrior’s ethos it is necessary to select and preserve only what
is consistent with those values cherished by the contemporary
warrior’s culture.55
Few works actually address the warrior ethos in any detail;
instead they focus on desired characteristics.

One author who

does directly address the issue is Buckinham, who suggests that
cohesion, sacrifice, strength and authority are the facets of the
warrior ethos that are essential to success on the battlefield, but
are distinctive from the society that the military protects.56 In
examining the modern warrior ethos, the United States has
perhaps gone the furthest in actually articulating an ethos for its
members, and therefore will be used to frame the modern warrior.
The United States Army uses the term ‘warrior’ extensively, and
is one of the few institutions that clearly articulate what it means
to be a warrior. Within the US Army, there continues to be an
emphasis on instilling the warrior ethos into all ranks and
branches within the Army.

However, there is no single source

document that clearly articulates the ethos that should be
followed or, as described by US Army Colonel Frederick Kienle, it
is imprinted on the American warrior’s soul.

Instead, there are

numerous values, ideals, principles and beliefs in a number
of locations that can be used to define a warrior ethos. In the
recently approved Soldier’s Creed, 57

what it means to be an

American soldier is clearly stated, and as such may provide the
clearest articulation of a single source ethos.
I am an American Soldier. I am a Warrior and a member
of a team. I serve the people of the United States and live
the Army Values. I will always place the mission first. I
will never accept defeat. I will never quit. I will never
leave a fallen comrade. I am disciplined, physically and
mentally tough, trained and proficient in my warrior
tasks and drills. I always maintain my arms, my
equipment and myself.

I am an expert and I am a

professional. I stand ready to deploy, engage, and destroy
the enemies of the United States of America in close
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combat. I am a guardian of freedom and the American
way of life. I am an American Soldier.
United States General Freakley, Chief of Infantry and Fort
Benning's commanding general, emphasises that a key aspect of
the soldier’s creed is "I will always place the mission first. I will
never accept defeat. I will never quit. I will never leave a fallen
comrade." The US Army has also articulated what it means to be
a warrior. The Army’s leadership doctrine states “the desire to
accomplish that mission despite all adversity is called the warrior
ethos”58 and that “the warrior ethos refers to the professional
attitudes and beliefs that characterize the American soldier. At its
core, the warrior ethos grounds itself on the refusal to accept
failure…The warrior ethos requires unrelenting and consistent
determination to do what is right and to do it with pride, both in
war and in military operations other than war…In whatever
conditions Army leaders find themselves, they turn the professional warrior ethos into a collective commitment to win with
honor.”59 The US Army’s modern warrior ethos is another step in
the evolution of the warrior. But of note is the focus on mission
success, service to country and loyalty to comrades in arms. Of
interest is the distinct lack of a clearly articulated need to protect
the weak that is found in the Viking and English codes. The US
Army’s version of the warrior ethos appears to be aligned more
closely to that of the Romans.
Table 1 is a synopsis of the characteristics desired in a warrior as
identified by the literature. It is interesting to note that there
are a number of major traits that appear regardless of age and
national origin.
There are a number of the characteristics that may be articulated
somewhat differently in some of the literature on the topic. The
list found in the table is an attempt to provide a common point for
examination and in doing so some interpretation took place. For
example, none of the literature actually states that the ability to
kill is a desired characteristic, rather terms such as defeating the
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enemy or protecting the group from other warriors is used.
However, in further examination, the need to kill other humans as
a necessary trait becomes clear. Therefore, not only is it necessary
to identify which traits are relevant today, but it is necessary to
articulate what is meant by each of the chosen traits in today’s
context.

PRIMITIVE

Service

GREEK

ROMAN

VIKING

ENGLISH US ARMY
KNIGHTS

X

X

X

X

X

Skill at Arms

X

X

X

X

X

X

Physically Fit

X

X

X

X

X

X

Honesty

X

X

X

X

Moral Courage

X

X

X

X

Disciplined

X

X

X

X

X

X

Loyalty

X

X

X

X

X

X

Kill

X

X

X

X

X

X

Physical Courage

X

X

X

X

X

X

Protect the weak

X

X

X

TABLE 1 – a comparison of identified traits desired in a warrior.
The essence of being a warrior is fighting and as such the warrior
must be able to kill. While most species have no compunction
over killing another species, most hesitate in killing their own. Of
interest is the fact that a given percentage of people cannot be
made to kill – even to justifiably immediately protect their own
lives. This is not surprising as war inverts all that is “moral and
right, in that in war one should kill.”60 But without the willingness to kill, the warrior is of no use to the society he serves.
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Tied to the willingness to kill is the technical ability to kill which
is defined as skill at arms. As shown, the warrior must be proficient in the science of war, which for most is described as being
proficient with the various weapons that the warrior can employ.
But skill at arms is more than the simple martial proficiency of
being able to shoot; it includes a broader understanding of the
impact of the warrior’s use of force in a wide range of situations
and the implications of using deadly force in achieving the goals
of the nation, society or cause for which the warrior is fighting.
Honesty and loyalty are two traits that appear early in the
historical record as being an important part of what a warrior is.
A number of authors recognise the importance of loyalty to
comrades as an essential component of fighting morale, 61 as
honesty and loyalty are essential to establishing and maintaining
trust amongst the group of warriors. The establishment of trust
within the warrior group is an important factor in developing
cohesion and fighting moral. But establishing and maintaining
trust and loyalty between the warrior and his society is equally
important.

This trust and loyalty between the warrior and

his society reinforces the idea that the use of force, which is
entrusted in the warrior, will be used to protect and preserve
society, not against it.
Phil Messina, president of Modern Warrior, argues that being a
warrior has little to do with war and much to do with causes. It
is clear that warriors view themselves as protectors of those they
serve and society in general. A common theme is a willingness to
sacrifice for those weaker than themselves, even if that sacrifice
includes death. Michael Ignatieff agrees, arguing that warriors
have always had a responsibility and ability to distinguish
between combatants and non-combatants, legitimate and
illegitimate targets, moral and immoral weaponry, civilized and
barbarous usage in the treatment of prisoners and of the
wounded.”62 Huntington expands on this theme stating that social
responsibility is an essential element of the military profession. 63
Social responsibility can be translated into service. The idea of
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service sees the warrior willingly subordinate his personal
desires, rights and even life for a greater good.64 The idea of cause
is discussed as early as the classical warrior and continues to
be an important element today.

The concept of service when

combined with the principles of loyalty and trust is essential in
preventing the warrior from turning on his own society, thus the
concept of service is also a means of control over the warrior’s
darker side. This control is essential as it is the possession, use
and control of lethal force that gives the warrior such a unique
position in society. Service includes sacrifice. The willingness to
die for something or someone is essential for success in combat.
This element of the warrior’s ethos can be found in the idea of
the “unlimited liability clause”. Warriors are obliged to “carry
out duties and tasks without regard to fear or danger, and
ultimately, to be willing to risk their lives if the situation
requires.”65 It helps to establish the hierarchy of priority found
within many militaries of mission before self.
Throughout history, courage has been an essential part of being a
warrior. Courage is displayed in a number of ways. The most
commonly recognized form of courage is physical courage, and it
is the type of courage that is overtly displayed in combat. Medals
and citations often honour physical courage, especially when the
odds are against the warrior. These feats are also used in stories
to encourage new warriors and to help provide examples of
acceptable behaviour.

Courage is not the absence of fear, but

rather an ability to control the fear while completing the task
at hand, and as such is closely connected to discipline. While
physical courage is relatively easy to see, moral courage is often
more difficult to observe and in some cases may be more important as it is often a true reflection of the warrior’s values. While
self-discipline relies on doing things right, moral courage relies
on doing the ‘right thing.’
Being physically fit has been a critical aspect of being a
warrior throughout history. While many would argue that this
characteristic was of greater importance in the past, that is before
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the advent of firearms, the ability to resist strain and stress while
continuing to function is essential to success. Fitness combined
with courage allows the warrior to act decisively on the
battlefield for extended periods of time.
The importance of discipline evolved over time from a discipline
that focused on the individual hunter to the discipline required of
modern armies that focuses on the subservience of the individual
to the good of the group.

Individual discipline is controlled

behaviour that results from training. As a hunter, the discipline
to remain quiet or motionless while waiting for the prey was
important. As a warrior, individual discipline evolved to include
a range of actions that result in a well-trained warrior who not
only demonstrates the self-discipline needed to continuously train
but one who can control his emotions (fear, hate, revenge) and
perform his tasks in the most extreme of conditions. Most suggest
that individual discipline is “doing what one is suppose to
be doing, even without supervision – doing things right.”66 This
controlled behaviour can be seen in soldiers who remain alert
while on guard duty, clean their weapons without being ordered
to, check and repair their equipment without being told, and
maintain a high level of physical fitness to name a few. As the role
of the warrior evolved alongside the changing face of warfare,
group discipline became equally important. Group discipline is
essential to battlefield effectiveness. Group discipline requires the
individual to submit to the will and the good of the group.
Buckingham suggests that group discipline requires a consistent
accountability to the standard. But perhaps more importantly, he
argues that the discipline that is essential in the warrior ethos is
not simply following rules, but controlled individual and group
behaviour in the absence of supervision or orders – doing the right
thing.

An articulated ethos that clearly expresses the required

characteristics of the warrior’s group assists in doing this.
However, being a Warrior means more than just saving lives. It
even means more than dying with honour. It means living with
honour as well. It is a state of mind. As Linden points out, the

39

Dimensions.qxd

10/4/07

10:23 AM

Page 40

CHAPTER 2
Canadian military has replaced the term ‘warrior ethos’ with
‘fighting spirit’. A paragraph from the new Profession of Arms
Manual states that
fighting spirit, because it is a state of mind, applies
across all occupations of the Canadian Forces. It is
what motivates Canadian Forces members to approach
their own particular tasks and responsibilities with a
competitive desire and commitment to excellence, while
acknowledging the fundamental purpose of the profession of arms67
Like the warrior himself, the warrior ethos has evolved over time
incorporating the values of the culture from which the warrior
came and the society the warrior protected. As seen in this paper,
the warrior ethos contains a number of seemingly timeless
elements.

By examining the characteristics desired in Western

warriors, one can develop a list of characteristics that are needed
in the warrior for the 21st Century.

These characteristics help

define what it is to be a warrior, that is, they articulate a modern
warrior ethos. The warrior ethos for the 21st Century warrior
comprises of two separate but related parts the physical and
mental aspects.

Physically, the warrior must possess the skill

at arms to carryout his duties to protect society.

He must be

physically fit to operate for extended periods and overcome the
stress and strain of the modern battle space. Mentally, the warrior must possess the ability to kill. This emotional or mental
ability to kill another human is an essential part of the warrior if
he is to fulfill his duty to society and to his fellow warriors. The
idea of duty or service to others, combined with a high level of
moral integrity or moral strength, ensures that the warrior will
use his martial skills for the benefit of society rather than against
it; it focuses the actions of the warrior ensuring a just cause.
The contemporary operating environment and its asymmetric
enemy, best seen in the Global War on Terrorism, is full of legal
and ethical shades of grey. The warrior ethos allows soldiers to
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effectively operate in this environment.

While Kaplan and

Ignatieff are two amongst a growing number of authorities that
agree future adversaries will play by the rules less often than
present ones, maintaining the moral and ethical high ground is
the only way to convince those who have not decided which side
to support. But aside from winning the hearts and minds of people in the area of operation, adherence to the values of the warrior’s society and a clearly articulated warrior ethos is what distinguishes a warrior from a terrorist or criminal.
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CHAPTER 3
The Senior NCO Corps and Professionalism:
Where do we stand?

Allan English

Even though records of non-commissioned officers (NCOs) in
armies can be found as far back as Roman times, the theme of this
paper, the Senior NCO Corps and Professionalism, is a topic that
has not been debated widely in the literature.1

Most Western

societies see the officer corps as the repository of professionalism
in their armed forces, and non-commissioned members (NCMs)2
are usually viewed as tradespersons3 who are not professionals in
the traditional meaning of the word. However, the status of NCMs
in the Canadian Forces (CF) has been questioned increasingly as
the roles of officers and NCMs have changed within the military,
and changes in Canadian social demographics have resulted in
increased education levels among NCMs so that, in some cases,
they are as well educated as officers. 4 The recently published
(2003) cornerstone manual describing the philosophy and practice
of the profession of arms in Canada, Duty with Honour, has
recognized the changing status of NCOs and asserted that “all
regular force members of the CF, regardless of rank, are members
of the profession of arms.”5
Nonetheless, Duty with Honour recognizes a distinction between
officers and NCMs based on “the current distribution of responsibilities and expertise” between the officer and NCO corps. For
example, the manual states, “officers possess knowledge of a more
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general nature” which “is used to marshal forces and direct their
employment,” and that NCMs apply their specific expertise to
accomplish specific tasks or missions. Therefore, commissioned
officers are believed to “identify themselves as potential commanders and leaders” while NCMs are more focused on “the effective and efficient accomplishment of all tasks” and “the immediate welfare of individual subordinates.”6 However, Duty with
Honour predicts that because “uncertainty, ambiguity and
complexity will increasingly characterize most operations in all
environments, the old paradigm that emphasized the decisionmaking role of the officer and the applied, technical role of the
NCM will likely shift.” Based on this assumption, Duty with
Honour asserts that “[a]uthority will be increasingly delegated
and an even greater degree of responsibility assigned to NCOs
and warrant officers…” and that “[i]n some cases, officers,
NCOs and warrant officers may share these authorities and
responsibilities…”7

These assertions, at first glance, ring true.

A closer look at the profession of arms in Canada, however, may
shed a different light on these issues and even call some of the
assumptions in Duty with Honour into question.
This paper, therefore, examines the nature of military professionalism in the Canadian context focusing on the professional
status of the senior NCO corps now and in the future. It concludes
that a new model of military professionalism is required to
accommodate the context in which NCMs operate currently and
will operate in the future within the Canadian profession of arms.

The Current Canadian Model of Military Professionalism
As the first comprehensive official statement of Canadian military
professionalism, Duty with Honour is a significant document and
represents important progress in explaining and defining the
Canadian profession of arms. It uses a model of the professions
that is based on the “classic works” that “have informed most
Western thinking on the nature of the profession of arms and the
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concept of military professionalism.”8

And the definition of a

profession, “synthesized from the scholarly literature,” given
by Duty with Honour reflects the traditional model of the
professions used by English-speaking armed forces:
A profession is an exclusive group of people who possess
and apply a systematically acquired body of knowledge
derived from extensive research, education, training and
experience. Members of a profession have a special
responsibility to fulfill their function competently and
objectively for the benefit of society. Professionals are
governed by a code of ethics that establishes standards of
conduct while defining and regulating their work. This
code of ethics is enforced by the members themselves and
contains values that are widely accepted as legitimate by
society at large.9
This definition is a useful yardstick with which to evaluate
Canadian military professionalism, but the model supporting it is
not described in detail. The definition, however, does seem to rely
heavily on Huntington’s model of military professionalism, 10
which, while still widely used in Western (especially the
American) armed forces, has limitations that may make it
inappropriate for use by the CF. For example, in the Huntington
model, NCOs are portrayed as having “neither the intellectual
skills nor the professional responsibility of the officer.” Therefore,
because they are specialists in the application but not the
management of violence, they are characterized as practitioners
of a trade, not as professionals.11 However, Huntington’s interpretation of the professional status of NCOs may be culturally
limited by its basis in the US military’s NCO corps and also dated,
given both the recent advances in NCO education and the
increased responsibility thrust on NCOs by decentralized operations such as peace support and “operations other than war.”
The view that the CF has not fully subscribed to Huntington’s model
is reflected in Duty with Honour, which describes the profession of
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arms in Canada as an “inclusive profession,” and asserts that “[a]ll
uniformed personnel fulfilling operational, support or specialist
functions are considered military professionals.” They are deemed
to be professionals because they meet these criteria:
1.
2.

embracing the military ethos;
reaching and maintaining minimum first employment
standards;

3.

pursuing the highest standards of the required expertise;
and

4.

understanding, accepting and fulfilling all the commitments
and responsibilities inherent in the profession of arms.12

The manual further states that:
In the Canadian Forces, all non-commissioned members
(NCMs), especially non-commissioned officers (NCOs),
warrant officers (WOs), chief petty officers and petty
officers (CPOs and POs), share leadership responsibilities
and are required to master complex skills and gain
extensive knowledge of the theory of conflict. Therefore,
and in accordance with the criteria listed, all regular
force members of the CF, regardless of rank, are members
of the profession of arms.13
However, Duty with Honour recognizes the difference between
NCOs and officers in terms of competencies, authority and
responsibility, because it states that “[t]hrough their commission,
officers are given particular authority and responsibility for
decisions on the use of force.” Officers are also described as having “the right and privilege to command,” and more specifically
officers in command appointments are held to be “responsible for
creating the conditions for a mission’s success, including a clear
statement of the commander’s intent, and thereafter for leading
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all subordinates to achieve the objective.”

Because of these

responsibilities, and responsibilities for strategic leadership, the
“officer’s scope of responsibility” is described as “broader than
that of NCOs and warrant officers and typically gets larger as he
or she rises in rank.”14
The manual also recognizes the necessity of having both an officer
corps and an NCM corps because of “the extremely complex
nature of the profession of arms and the need to organize and
structure the profession to accommodate the many demands
that it faces.” It notes that “responsibility and expertise are
distributed between officers and NCMs in such a manner as to
clearly define each and make the most effective contribution to
accomplishing the mission.”15 This distribution, however, has a
long history based on the experience of operations in each of the
environments that is not fully accounted for in Duty with Honour,
as we shall see.
Duty with Honour states that the NCM Corps tends to apply
technical knowledge to accomplish a task or mission, but it states
that NCMs’ “knowledge and skill have been oriented primarily to
the tactical level,” but because the levels of conflict may overlap
or be blurred in today’s world, “NCMs, especially NCOs and
warrant officers, are increasingly required to be knowledgeable
about every level to one degree or another…” 16 The idea that
NCMs need to have a more broadly based expertise is often
supported by the notion of the “strategic corporal,” where
“decisions and actions taken by NCOs, warrant officers and their
subordinates can, and often do, have consequences up to and
including the strategic and political level.”17 This is an interesting
hypothesis, based largely on the Army’s recent experience, but
it is not necessarily supported by the types of work NCMs have
traditionally performed or continue to perform in the Navy or in
the Air Force.18
For example, in the Canadian Navy since the Second World War,
the responsibility levels of the senior NCMs, the CPOs and POs,
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have gradually extended into what were traditionally junior
officers’ roles in terms of managing the technical aspects of
operations, like warfare director.19 But this extension of technical
responsibility by senior POs does not extend beyond the technical
realm into the command arena as no NCM is trained for and
therefore has the skill to perform officer of the watch or command
roles.20
In the Canadian Air Force, there is a clear distinction between
NCMs and officers. Most of the aircrew in the Air Force are
officers, and even though they are outnumbered by the NCMs, it is
the officers that are the warrior class. Most NCMs are in support
roles, and this delineation has defined the officer and NCM roles
in the Air Force. For example, in the Second World War, while
groundcrew out-numbered aircrew five to one, 94 percent of the
Royal Canadian Air Force’s (RCAF) fatal casualties were aircrew.21 By virtue of this hierarchy, aircrew personnel hold most of
the senior command positions in the Air Force.22
Besides the three operational environments (Army, Navy and Air
Force) of the CF, there are also many in the CF who, despite their
environmental affiliation, could be classed as support or technical
personnel (sometimes referred to as “purple” occupations in the
CF). Bland notes that many officers and NCOs no longer exercise
command, but “manage” technicians “using quite collegial
techniques foreign to past generations.” This has given rise to
what he calls “new-order units” that depend more on technical
expertise than hierarchical position to lead.23 Elsewhere, I have
hypothesized that the balance between technical and traditional
“heroic” leadership varies according to environment (service) and
even by type of unit within a service.24
These examples demonstrate that a comprehension of the
differences in leadership among armies, navies, and air forces is
critical to understanding the nature of the profession of arms and
has become increasingly important in an era where joint and
combined operations predominate. Duty with Honour recognizes
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that changes in the CF and in Canadian society will result in both
change and continuity in the relationship between the officer and
NCO corps, and that the forces of continuity and change may well
be different in the three environments. 25 I would add that the socalled “purple” occupations will also be subject to different
dynamics. Every environment, and one could argue every occupation in the CF, has different leadership expectations based on that
environment’s “mask of command.” Even in the unified CF, where
a significant amount of training and education is conducted in a
joint environment, leaders spend their most formative years in
service cultures that shape their views about what is an appropriate leadership style. Furthermore, there may be a significant difference between leaders, both officers and NCOs, in the technical
and support branches of the CF, and even among officers and
NCOs in the operational or combat arms branches. This is an area
that requires more study before the assertions in Duty with
Honour about the differences between officers and NCOs can be
accepted without reservation.

The Traditional Model of the Western Military Professional

26

Since Duty with Honour does not describe in detail the model that
it uses to assess professionalism in the CF, it is necessary to
examine some of the “classic works” that have informed Duty
with Honour and “most Western thinking on the nature of the
profession of arms and the concept of military professionalism”
before we can decide if the assumptions made in Duty with
Honour are valid for the CF in the 21 st century.
The early work of writers like Huntington and Finer on theories
of professionalism hypothesized that civilian control over armed
services “was best served by maximizing professionalism”
because it “recognized and encompassed” civilian control.
Central to Huntington’s (1957) search for an answer to his
question of whether or not American liberal ideals of democracy
had been compromised by increases in the size of its peacetime
armed forces was the concept of professionalism. Military
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professionalism, according to Huntington, was the key to civilian
control over the armed forces. It was far preferable to use the
device of professionalism in the armed forces as an objective
method of control rather than by the subjective means of
maximizing civilian authority over them, he argued. He believed
that with professionalism the armed services themselves would
promote military efficiency whilst recognizing their subservience
to the state; this was, in his view, better than imposing civilian
values and directives on them, which might impair their
efficiency. Huntington’s ideas were in tune with the “new conservatism” of post-Second World War America where the need for a
large and efficient standing army was recognized. The concept of
professionalism was embraced to assure that the US armed services would meet both the highest standards of performance and an
obligation to serve society. Finer, one of Huntington’s severest
critics, writing in 1962 noted that in certain circumstances the
armed services of a state may be constitutionally required to
intervene in government as a measure of last resort and a matter
of professional duty. On the other hand, research on Latin
American militaries has shown that professionalism alone was not
a guarantee of non-involvement in politics as “civilian government tended to be supreme until the military professionalized”
and acquired the capacity to usurp civilian control of the state. 27
Huntington acknowledged that in some states the prevailing
ideology was wholly incompatible with Western concepts of professionalism except in terms of the military being composed of
paid experts. However, as we shall see, the universality of
Huntington’s theory of military professionalism has been
challenged because certain ideal conditions, such as a balance
between the requirements of the armed forces and the values of
society, would have to prevail for it to apply in all cases.28 Feaver
notes that in his 1977 revision of The Soldier and the State,
Huntington does not discuss his earlier characteristics of professionalism, expertise, responsibility, and corporateness, but adopts
“the Janowitz’s vocabulary of “congruence/convergence.” 29
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Janowitz’s (1960) study of the post-Second World War American
armed services concluded that, while there had been changes in
the professional officer corps and the armed services’ organizational structure, the American armed services had maintained
their professional distinctiveness and integrity. Their professional
ethic, he concluded, was adequate to maintain civilian political
supremacy without compromising their professional autonomy. 30
Feaver suggests that for all their conceptual differences, Janowitz
and Huntington use the same “values-based” mechanism,
professionalism, to explain how civil control of military forces
can best be maintained in the West. 31
These other views of the relationship between modern societies
and armed forces notwithstanding, Huntington’s ideas continue to
dominate much of the debate on this topic, in Canada as well as
elsewhere.32 His supporters claim that many of his ideas are as
valid today as they were when they were written. Noting that The
Soldier and the State “put the issue of civil-military relations on
the map,” Robert Kaplan explains that the book was inspired by
President Truman’s firing of General Douglas MacArthur in 1951
during the Korean War. MacArthur’s “political generalship,”
according to Huntington, “undermined the idea of a professional
military.” And a professional military, in Huntington’s view, is the
only way to keep the threat of a military takeover in liberal
democracies at bay. For him “the modern officer is a professional,
whose job is the management of violence and whose client is the
state,” and whose advice is “strictly professional” based at all
times on the “national interest.”33 While this may appear to be a
valid theoretical construct, one challenge might be what is and
who defines the national interest. Recent US military operations
have shown that this is interpreted differently by the different US
services often giving advice to promote the capabilities, and
therefore the budget share, of their own service. 34
One of the greatest weaknesses of Huntington’s work is his
methodology. While few would argue with his view that people,
events, beliefs and institutions do not fit into “neat logical
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categories,” and therefore scholars are forced to generalize if they
wish to derive “lessons for broader application,” most historians
would take issue with generalizations that are not supported by
the facts. Kaplan tells us that Huntington was a political scientist
who was comfortable producing The Soldier and the State as “a
book of relentless empirical generalizations.”35

If one accepts

that “empirical” here refers to making generalizations based on
observation or experience and not rigorous research,36 then those
scholars who have recently taken issue with Huntington’s generalizations appear to have a point.
In “The Long Shadow of The Soldier and the State” Coffman
gives examples of how a lack of historical data can lead to some
of the faulty assumptions that have dominated the debate of
military professionalism. Historians have found that, contrary to
Huntington’s assumptions, in the late 19th century there “was no
great gap between [American officers] and the propertied middle
class” and that the “drive for military professionalism” was no
different than that found in the civilian professions at the time.”
In fact, rather than epitomizing a civil-military gap, the officer
corps of the late 19th century American army shared many
characteristics with urban reformers in America - they were
Anglo-Saxon, Protestant, middle class, educated, and believed in
“character, fair play, progress, the betterment of mankind, and the
democratic mission of their nation.” 37

Furthermore, in the

between 1880 and1920 military leaders “‘maintained close social
and intellectual ties with America’s business, professional, and
political elites and shared their outlook.’”38

Historical studies

have shown that Huntington’s model does not correspond to “the
realities of American life” at the time, and in some ways was
almost a “literary construct.” American army officers were not
“polarized ideologically” from their contemporaries, but “shared
the values of the middle class from which they came.”39

This

raises the question of how Huntington arrived at his conclusions.
Huntington’s approach to issues of military professionalism,
according to Kaplan, can be best understood by Huntington’s
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education, experience and national culture. He is described as
“someone who combines liberal ideals with a deeply conservative
understanding of history and foreign policy.” In his framework,
liberalism is a highly idealistic “ideology of individualism, free
markets, liberty, and the rule of law,” whereas he believes
that conservatism is not an ideology but a practical way of
constraining the almost unbounded idealism of liberalism. “Real
conservatism cannot aspire to lofty principles, because its task is
to defend what already exists,” he asserts. This paradigm led
Huntington to conclude that conservatism was the only proper
mind set for the military profession. In fact, he believes that
liberal values, based on individualism, can “undermine a professional officer corps.” Huntington, however, does not see the
military professional as a reactionary; he acknowledges that the
professionalization of 19th century European militaries promoted
a meritocracy in the officer corps and challenged “the aristocratic
basis of society.” He argued that the civil-military dynamic was
very different in 19th century America because an isolated officer
corps developed an aristocratic ethos. But as we have seen,
historians have challenged this view.40
Perhaps a better and more widely applicable characterization of
Huntington’s views on militaries in the 20th century can be found
in his book Political Order in Changing Societies (1968): “‘In the
world of oligarchy, the soldier is a radical; in the middle class
world, he is a participant and an arbiter; as the mass society
looms...he becomes the conservative guardian of the existing
order.’”41 Yet many of Huntington’s ideas from his earlier work,
The Soldier and the State, underlie the current debate about the
place of the US military in its society. The debate has polarized
between those who believe that the US military should maintain
what they believe to have been its traditional isolation from the
liberal society, thus maintaining its warrior ethos, and those who
believe that the military should more closely resemble the society
it defends.42 This phenomenon is neither new nor restricted to the
US. In late 19th century France, “right-wing and conservative
groups” saw the discipline and hierarchical authority of the army
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as a proper model for civilian society.43 Therefore, the issue of the
relationship between armed forces and society is likely to be an
integral part of any debate on the military profession’s place in
society.
Much new scholarly work on professions has been written since
the two most influential studies of the military as a profession,
Huntington’s The Soldier and the State and Janowitz’s The
Professional Soldier were written over 40 years ago. Yet, as Burk
noted, the implications of this new literature for military professionalism has not yet been fully explored. He goes on to explain
that this is an important issue because to “call an occupation
‘professional’ is usually a positive normative judgment about the
work being done and, since we think that professional work is a
social good, whatever we call professional work also reveals
something about what we believe is required for the well-being of
society.” Burk argues that the key characteristics of a profession
are expertise (mastery of abstract knowledge), control over a
jurisdiction to apply expert knowledge, and the legitimacy
ascribed to that profession by others.44 His views are summarized
here because they are one of the few recent treatments of the
military profession in the context of the new work being done on
the professions and because they capture many of the perspectives
on professions that predominate in the militaries of Canada and
the US.
Burk tells us that in pre-20th century Britain, professions were
those “‘occupations suitable for a gentleman,’” and the status of
professions often depended more on the prestige of the persons
who worked in them than the work itself.45

This interpretation

has been challenged by Freidson, who argues that the prestige of
the professions is due less to the social origins of their members
than to their service to society’s elites.46 Either interpretation
could be applied to the profession of arms in Europe, which,
although generally held in low esteem because of the social class
of those in the ranks and the nature of soldiering, was considered
to be respectable in some ways because most of the officer corps
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was composed of sons of the nobility who defended, in uniform,
the interests of society’s elites. However, by the 20 th century, a
profession’s status depended more on the work done than on
social standing of the worker. To ensure that the quality of a
professional work remained high, people in certain relatively high
status occupations organized into associations that trained and
tested their members. They also, through mechanisms that varied
in time and place, protected their right to practice in a certain
domain by excluding outsiders whom they considered unqualified. Intrinsic to this concept was the idea of service. In other
words, professionals were doing important work in society and
they put the needs of their clients above their own needs. By the
mid-20th century, many scholars accepted the idea that professions
enjoyed high status because they met important social needs and
had risen above the self-serving motives of those, like merchants
and businessmen, in non-professional occupations.47
This ideal was captured in texts widely used in courses on
military ethics and professionalism at Canadian military colleges
and American military academies. In one representative essay,
Barzun sketches an outline of the history of professions as groups
with a monopoly on certain skills for a “distinct practical
purpose.” He reminds us that, because of this focus on practical
outcomes, professions are vulnerable institutions, because, while
the role of professions in society may be eternal, a particular
profession may disappear or change radically over time, for
example the priest-physician or barber-surgeon. Barzun observes
that the “tendency of an egalitarian age to turn every occupation
into a profession” has complicated the subject of professional
ethics. He uses the example of the “profession” of journalism
to illustrate this point: there is no body of peers to tell if practitioners are competent, the “professional” has a distant relationship with his/her clients, and there are no specific professional
credentials required to become a journalist. This trend is
paralleled by the gradual demoting of professions to the level of
ordinary trades and businesses. His message for professions is
that their one hope for survival is the recovery of their mental and
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moral force. It is not enough to have codes of conduct that are
policed by professional oversight bodies; professions must also
exercise “moral and intellectual leadership” that communicates
the message that ethical behaviour is “desirable, widely
practiced, approved and admired.”48 Or as Lerner puts it: all professions need to “recapture the sense of vocation or calling.”49
Barzun’s essay was written in 1978 and Lerner’s in 1975, but the
points they made then are still highly relevant today.
In this context, in the late 1990s, a committee advising the
Minister of National Defence on the reform of the CF’s officer
corps suggested that: “A suitable formal education has become as
much of a touchstone of military professionalism as charisma,
honour, dedication, courage and a 'strong right arm.' Although the
essence of war-fighting is today the same as it was in ancient
times...It is no longer sufficient for Canadian Forces officers to
know which civil or military solutions to apply to problems, it
is necessary that they thoroughly understand the nature of the
solutions they aspire to use and to be able to adapt or improvise
solutions to suit particular circumstances. To do that, they must
learn those basic skills of critical evaluation and analysis that
will allow them to tackle any problem that may come along. Put
simply, they must acquire the thinking skills that a liberal arts
education affords as the basis for whatever technical learning
they need also acquire.”50 This rationale suggests an approach
not dissimilar from those used by other professions in training
their apprentices for service to society. As Freidson has pointed
out, professions require their trainees to be taught the first
principles of their work formally in schools because as practitioners they may be required to exercise extensive “discretionary
judgment” which demands more of “a firm grounding in basic
theory and concepts to guide discretionary judgment than to gain
practice” in what otherwise would be a selection from a number
of practices established by custom or tradition.51
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The Profession of Arms in Canada

52

Similar to many Western armed forces, the CF’s leadership has
indicated that members of the CF, particularly the officers,
practice a profession, and therefore they promoted the idea that a
military career is not just a job, but a vocation or a way of life.
Members of the CF are expected to possess military virtues and to
rely on them to perform beyond what is expected of those in civil
society. Some in Canada believe that the CF should serve “as a
symbol of all that is best in the national character.” However, the
Somalia Commission concluded that military professionalism in
Canada has been undermined by “a shift toward ‘civilianization.’” This has resulted in the infusion of occupational, versus
the traditional vocational, values in the CF. The influence of
technology, which has forced increased specialization and civilian
skills onto Western armed services, plus the reorganization of the
CF in the 1960s and 1970s, have exacerbated this trend. The
Somalia Commission, citing Cotton, argued that “military service
as a calling or vocation, made legitimate by broadly based
national values, had given way to” a perception that those in the
military were performing civilian type jobs for rewards specified
under contracts often seen in the business sector. This has led to
reduced standards of accountability among senior officers, who
are now unwilling to accept responsibility when things go wrong
in their command.53
One of Canada’s leading military historians, Stephen Harris,
has analyzed the Canadian military in terms of Huntington’s
professional characteristics of expertise, corporateness, and
responsibility. Focusing on the period 1860-1939, he concluded
that the Canadian permanent force “had little in common with the
professional armies emerging in Europe, in the United Kingdom,
and in the United States.”54 Lacking a professional infrastructure
and with commissions often bestowed for political patronage
rather than merit, the Canadian military was bereft of most of the
basic prerequisites to form a professional body. And unlike
Huntington’s portrayal of an isolated American officer corps,
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the Canadian officer of the period Harris describes was predominantly a civilian in uniform serving in the part-time citizen
militia – amateurs in the true sense of the word. Even in the two
great wars of the 20th century, the vast majority of Canadian
officers were civilians in uniform “for the duration only” of
hostilities. However, these amateur soldiers acquitted themselves
well compared to their regular force colleagues, who, Harris
argues, lacked professional competence. This lack of professional
competence was demonstrated in the Second World War by the
fact that the performance of regular force officers in command of
brigades and other higher formations was often worse than that of
their amateur “for the duration only” colleagues.
The Canadian Army generally followed the “this is a profession
because it is suitable for gentlemen” model, articulated by Burk,
until the mid-20th century. The Royal Military College of Canada’s
(RMC) concept of the military as a profession because the officer
corps was populated by professional engineers had little impact
on the Army until the 1950s, when the regular force supplanted
the militia as the main component of the Army. As late as 1952,
the Junior Officers’ Guide advised young subalterns not to be too
concerned with the technical details of their occupation because
it would make them look too much like tradesmen. This outlook
began to change in the late 1950s when leadership practices based
on the “science of management” were introduced as a replacement
for the old ideal that officers were gentlemen who instinctively
knew how to lead because good leaders were born not made. 55 If
Canadian officers were seen to be professionals in any sense up to
this time it was due to their holding the same social status as
their professional colleagues. However, their lack of expertise,
particularly in the sense of abstract knowledge, marginalized
any claims they might make for professional status. The antiintellectualism of some officers, which persists to this day in some
quarters of the CF, precluded them from joining the ranks of the
professionals until increased educational standards permitted
them to raise their occupation’s status by acquiring expertise
based on education in abstract knowledge.
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With the creation of large regular military forces during the Cold
War, the profession of arms in Canada began to resemble the
professional corporate body seen in other armed forces in the
Western world.56 And, like other professions in Canada, the CF
started to control the “education, training, and socialization of its
members” with its own institutions, including schools and
colleges. There are some notable differences, nonetheless. While
the CF does not have a standard ethical code, unlike some other
professions, officers “freely enter into a moral and legal contract
that imposes professional duties and standards” based on the
texts of their commissions and oaths. The Oath of Allegiance is
the Canadian service person’s “code of moral obligation.” 57
However, unlike other professions in Canadian society, the
military can be called upon to ensure the very survival of the
nation. In executing this function, as well as other military roles,
members of the military can be called upon to lay down their
lives - sometimes expressed as the concept of unlimited liability.58
Another distinction between the military professional and other
professionals is that military leaders have the right to sacrifice
the lives of their subordinates in order to achieve military
objectives.59
The Cold War ushered in a period where, for the first time in
Canadian history, regular force officers dominated the military
establishment. This led to the introduction of “the trappings of
professionalism,” such as the principle of merit for promotion and
“a formal system of professional military education.” But even as
the military became more professional in many ways after Second
World War, with its own permanent Staff Colleges and a National
Defence College, Harris argues that the unification of the CF in
1968 caused “the armed forces’ status as a distinct profession” to
disappear. With what he characterizes as decisions of a
professional nature, such as equipment procurement, now being
made by civilian bureaucrats on the basis of regional economic
benefits and not military merit, he contends that Canadian
military professionalism has been gravely eroded. Harris
concludes that maintaining a professional military in Canada will
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always be difficult because of society’s indifference to the military, Canada’s geographic isolation, its small population and its
dependence on the great powers “as a defender of last resort.”60
Another major civilianizing effect on the CF is ironically its only
military college, RMC, which is the preferred entry-level school
for officers in the profession of arms in Canada. A key role of
professional schools is to teach the latest professional knowledge
and to engage in “research and scholarship designed to codify
what is already known”, as well as extend the boundaries of
professional knowledge as part of the work of expanding a profession’s expertise and legitimizing its jurisdiction.61 Yet throughout
its 125 year history, RMC has been primarily a school first for
training military engineers and more recently for educating
professional engineers. It has in effect been largely a school
educating the majority of its students for a profession other than
the profession of arms.62 A recent review of theses and research
projects at RMC shows that while there is some shift towards
topics directly related to the military profession, the majority
of research being done at RMC is in the fields of science and
engineering. Until RMC’s primary focus becomes the profession of
arms, it cannot properly be described as the CF’s professional
school.
From a theoretical point of view, the officer corps has generally
been identified as the group that should lead change in military
organizations because officers are responsible for conceptualizing
and leading change in a service culture.63

In the Canadian

context, NCOs may also belong to this group of leaders. Unlike
some armed forces, Canada’s senior NCOs constitute a group that
makes the military a career and exhibits many of the characteristics of professionals. Bercuson describes the most senior of them
in the army, the Regimental Sergeants Major, as “guardians of the
regimental memory” since they often serve in one regiment
throughout their careers. This permanence makes the NCO the
first level of command so that NCOs are not only able to ensure
that officers’ orders are carried out, but also often assume an
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important leadership role themselves.64 To maintain this arrangement, Bercuson endorsed a “Victorian” separation between
officers and NCOs as necessary for good order and discipline to
prevail in the army.65 This separation could be interpreted as an
endorsement of Huntington’s model, accepted by many in the US
military, where NCOs are portrayed as having “neither the
intellectual skills nor the professional responsibility of the
officer.” And as practitioners of a trade, not a profession, they are
specialists in the application, but not the management, of
violence. But Huntington’s interpretation may be dated given
both the recent advances in NCO education and the increased
responsibility thrust on NCOs by decentralized operations such as
peace support.66
The classic models of professionalism used by Duty with Honour
may not be relevant because of differences in historical experience between the CF and other Western countries, particularly the
US. Perhaps the greatest difference between the profession of
arms in Canada and the US is the difference between the raison
d’etre of military forces in each country. The CF’s mission is
described as: “to defend Canada and Canadian interests and
values while contributing to international peace and security.”67
American commentators are virtually unanimous in asserting that
its military forces exist primarily to achieve victory in war even
though the military may be getting mixed messages from its
political leaders that sound more like Sir John Hackett’s advice
that a military professional’s function is the “ordered application
of force in the resolution of a social problem.”68 The American
military professional literature generally supports the assumption
that peacekeeping and other similar missions (often referred to as
Military Operations Other than War) are corroding the US Army’s
“norms of professional behavior.”69 In stark contrast to this
American self-perception, the Canadian military’s expertise in
United Nation’s peacekeeping has often been used to define its
place in the world and to distinguish it from the armed forces of
the US. 70 Peacekeeping has had an important influence on
Canada’s military culture beginning with the United Nations
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Emergency Force (UNEF) after the Suez crisis in 1956. Forty
years later, 100,000 Canadian troops had participated in more
than 30 peacekeeping (both UN and non-UN) operations. Despite
widespread public support for peacekeeping,71 some in the CF
saw peacekeeping as a diversion from “the big show” in Germany
with NATO and a drain on scarce resources. Peacekeeping nevertheless became so integral to the Canadian Army in the public
mind that Canadians tended to forget that armies exist to fight
wars.72
This brief sketch of the Canadian military shows how different
it was from Huntington’s description of the American military of
the same era. From the late 19th and up to the middle of the
20th century, most Canadian officers were amateurs who were an
integral part of society, unlike Huntington’s portrayal of the
isolated American professional officer at that time. In Canada,
there was no equivalent to the professional renaissance that the
US army experienced in this period; therefore, it can be concluded that the Canadian and American militaries had very different
historical formative experiences prior to the Cold War. And since
the Second World War, the CF has been defined in many of
Canadian public’s eyes by peacekeeping, an activity explicitly
rejected by many commentators in the US as an activity suitable
for the American armed forces. Therefore, the use of models of
military professionalism based on the American experience, like
Huntington’s, may not be appropriate for the CF.
Another reason that the model of professionalism currently used
by the CF may not be entirely appropriate for the Canadian
profession of arms is its reliance on Anglo-American concepts of
professionalism. Until fairly recently, in Canada, our understanding of the role of professions in society has been based on
Anglo-American concepts of the professions found in the
literature. These models of the professions, reflecting a limited
historical experience, have a number of deficiencies. Perhaps the
most important, in the military context, is that of presenting the
professions in terms of those occupations that possess certain
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fairly well defined characteristics. The Anglo-American concepts
also minimize the effect of the state on the professions. For armed
forces, however, this may not be appropriate. The state has always
had a significant influence on the profession of arms, from
providing its resources to granting commissions to its officers,
often in the name of the head of state, as is the case in Canada. In
the Continental model of professionalism, professions were often
much more closely aligned with the state than in the AngloAmerican world, and have been described as a way the state could
infuse specialized knowledge into civil society.73 Green goes even
further and suggests that the Continental model may be more
appropriate to describe the historical evolution of some
professions in the United Kingdom (UK) and the US. He points
out that one reason for developing centralized educational
systems, including some professional schools, not only in
19th century France but also the UK and the US, was the “need to
provide the state with trained administrators, engineers, and
military personnel; to spread national cultures and inculcate
popular ideologies of nationhood; and so to forge the political and
cultural unity of burgeoning nation states, and cement the
cultural hegemony of their dominant classes.”74 The history of
Canada’s RMC supports this assertion,75 and so the Continental
model may be more applicable to the study of the Canadian
profession of arms than the Anglo-American model now in use.
The Canadian historical experience provides one more reason why
the CF’s current model of professionalism may need to be
modified. Duty with Honour notes that “the Canadian profession
of arms stands out in terms of the roles NCMs have played”
because, they have generally been “assigned a greater scope of
responsibility than their colleagues in many other militaries.”
Similarly, the most senior NCOs have been described as the
“custodians” of the CF’s Senior NCO Corps with responsibility
“for the good order and discipline of all subordinates.” 76 The
continued use of NCOs in “[b]uilding effective, cohesive fighting
teams instilled with the discipline and skill to prevail in all tasks
will remain a primary role of NCOs and warrant officers” is
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advocated by Duty with Honour as a reason to maintain this characteristic of the Canadian profession of arms.77

Perhaps new

ideas about the evolution of professions in the 21st century can
help us better understand the status the NCMs may have in view
of their continuing and their changing roles.

The Future Evolution of the Professions –
Implications for the Military
Perceptions of rapid change in society at the end of the 20th and
beginning of the 21 st centuries have led to a great deal of speculation about how the professions are changing and evolving. In
fact, the Social Sciences and Humanities Research Council of
Canada has allocated substantial funding to promote research
into how “the increased speed of technological development and
the rapid growth of knowledge are creating unprecedented new
opportunities for prosperity and growth, as well as contributing
to major social, cultural and personal change…It is crucial to
understand the complex and wide-ranging factors that are
transforming our firms and their workplaces, our institutions,
organizations, households, families and communities.” 78

This

change has direct implications for the Canadian military in two
key ways. First of all, the CF are composed of many different
professions - traditional professions (such as law, medicine, and
engineering) and what have been recently termed “virtual”
professions (such as logistics and information management),
besides the core profession of arms. Therefore, the CF need to
understand not only how the core profession of arms might
change, but also how change in other professions might affect
their role in the CF. Second, these professions have an influence
on how the CF themselves evolve and change. For example, the
effect of some professions, notably medicine and law, on the
CF

chain

of

command

has

been

discussed

elsewhere. 79

Consequently, the CF must understand how the change in the
professions might transform the way in which they influence
change in the CF.
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An emerging trend in the workplace seems to be that the
professions are no longer discrete; there are new functions and
activities that are creating new professions. Michael Bloom of the
Conference Board of Canada has noted that new “virtual”
professions are challenging the older guild model of the professions. He noted that the guild professions (like medicine and law)
were typical of many of the older service professions today. They
are characterized by difficult entry, one-time competence checks,
self-regulation, and a legal responsibility for the actions of their
practitioners. Bloom argued that the guild professions must change
their gatekeeper or entry systems because they are not very responsive to outside change. On the other hand, the new “virtual”
professions, while they are not yet clearly defined, are very good at
responding to change. These new professions create products as
well as services, have no formal accreditation process and are
growing rapidly. An example of the new virtual profession is in the
financial services sector. It used to be dominated by the profession
described as “banking” and it was seen as a rather conservative,
stable profession. This sector is now fluid and in constant flux, and
there is no single profession that can claim to be providing
financial services. Instead we see many different service providers
with a multitude of areas of expertise from insurance to stock
derivatives. The expertise in this area is resident in the individuals
rather than in a database or professional literature, and because
the expertise required to be successful in this field is constantly
changing, those practising in this field are constantly modifying
their skills and competencies to meet the needs of their clients. As
recent business scandals have shown, a major challenge for
the future will be how to regulate the virtual professions while
accommodating their ability to provide value added and innovation
to the economy.80 Some examples of virtual professions in the
military are in the logistics occupation where “the revolution in
business affairs” has affected how support is provided to military
forces.81 These new trends in professions suggest that perhaps we
should think less about how professions are constituted as discrete
entities and more about how expert knowledge is used and how it
will affect society and the military profession.82
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The profession of arms has undergone many significant changes in
the last 100 years. In fact, it could be argued that, since the First
World War, the profession of arms has exhibited some of the characteristics of virtual professions and that the successful adaptation to changes in the nature of conflict by military professionals
requires the same innovation skills seen in today’s virtual professions.83 Key competencies for professionals of the future will
include the ability to work effectively as teams; being able to go
beyond just performing a particular job or function (the “how”) to
articulating why things are done a certain way; being able to deal
with information streams as opposed to discrete chunks of information; and possessing inter-cultural nimbleness, the ability to
bridge culture gaps in performing professional work. The CF has
identified many of these competencies and set goals to impart
them to CF members in its recent statements on professional
military education.84 The challenge will be in meeting the goals as
some major human resource obstacles hinder the CF’s ability to
adapt to change.
The current CF personnel production cycle (job analyses-occupation structure revision-recruiting-training), where it takes eight
or more years to go from an Occupational Analysis, which identifies a new skill set that needs to be developed, to actually producing the first qualified people with that skill set, is no longer viable
in an environment where the required skills change before the
first products of the system can be usefully employed. 85
Furthermore, today’s armed forces consisting of officers and
NCOs, and still operating under a system defined by rank, deference and pay structures, reflects the industrial age military’s preoccupation with “standardization, specialization, professionalization, synchronization...[and] centralization,” are suitable for a
bygone era, and are not appropriate for war in the 21st century,
Cohen argues.86 In 1994, then Chief of Staff of US Army, General
Gordon Sullivan, argued that in the future armed forces must
be prepared to operate in the information age, and, therefore must
re-structure themselves into less hierarchical learning organizations with the network not the pyramid as the model and
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knowledge as capital.87 What may be needed is a flatter organization with fewer ranks. Duty with Honour acknowledges this trend
in military organization and states that “[t]eamwork and
collegiality will be emphasized over hierarchy” in the CF of the
future. Okros supports this assertion and contends that the
current hierarchical “stovepipe” CF human resource system based
on an internal labour market and predicated on constraints and
assumptions from 30 years ago is no longer viable.88 Based on
these factors, a complete overhaul of existing rank and MOC
structures may be necessary. But until the CF human resource
system addresses these problems, the aspirations articulated in
Duty with Honour for more teamwork and collegiality may come
to naught.
Majoor’s three-level model is one approach to addressing these
problems and it suggests redefining the relationship between officers and NCOs to create a more effective military. His “three-level
structure” proposes a leadership level (open to both officers and
NCOs), a technical level (to accommodate those who do not aspire
to high leadership positions but prefer to work in teams with
other experts), and the subordinate level (to include all those new
to the CF or to their jobs).89

This model addresses one of the

frequent criticisms of today’s Western militaries – that, based on
the industrial paradigm of the 20th century there are too many
rank levels. As Granatstein has observed, “with eighteen ranks
between private and general, there are likely six to eight ranks too
many. The reason for this structure was well-intentioned: when
there was an earlier pay freeze, the only way NCMs could get
more money was for them to be promoted. The result was a
plethora of master corporals and WOs. The system desperately
cries out for rationalization.”90 Majoor’s concept is an innovative
one that serves as an example of how to address some of the issues
raised here.
Other approaches to these problems, such as the idea of tapping
into pools of civilian professionals, can be found in our own
history. For example, after the Second World War the RCAF
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Auxiliary was composed of formed units of part-time aircrew,
mechanics, intelligence analysts, air traffic controllers, meteorologists, administrators, medical personnel, etc. who practised their
wartime roles on weekends and in the evenings. Organized into
12 flying squadrons, and more than 35 other units (including four
intelligence units), they manned everything from seven fighter
squadrons (some equipped with jets) to the ground radars that
controlled the interceptors. Most Auxiliary units were located
near towns or urban centres to ensure a suitable recruiting base.
The Auxiliary’s wartime role was to augment and where necessary
replace regular RCAF units in Canada so that they could be
deployed overseas. A modern version of the RCAF Auxiliary
might be a reserve information technology (IT) squadron, along
the lines of 5001 Intelligence Unit based in Toronto in the 1950s.
It could be formed from some of the many IT specialists who live
in the Metropolitan Toronto area. The motivation for belonging to
such a squadron would not be financial, but perhaps the chance to
work in an area (like national defence) that these specialists
cannot work in during their normal employment. Other motivators, like the ones that sustained the RCAF Auxiliary in the 1950s
and early 1960s, might be the camaraderie provided by belonging
to such a squadron, and the chance to be a member of a prestigious “club” with its own distinctive uniform and mess. This
approach would have the potential of getting highly prized
technical expertise for the CF at a very low cost, and address some
of the problems discussed previously, such as the defects in
current hierarchical “stovepipe” CF human resource system based
on an internal labour market.91
Another way for the CF to deal with changes in roles and in the
profession of arms is through professional development. Duty
with Honour suggests that professional development:
must take into account the changing division of
responsibility and authority in operations, the growing
requirement for the development of common intellectual
competencies, and the increasing breadth and depth of
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specialist and generalist experience required within both
corps…Well-developed

critical

reasoning,

creative

thinking and the application of sound judgement will be
required. There will also be a greater need for the
application of generalist knowledge, as well as a greater
demand for technical competence, both theoretical and
applied. These trends strongly suggest the need for a
growing convergence in the professional development of
officers and NCMs.92
However laudable these goals might be in theory, in practice, due
to force reductions and high operational tempo, there have been
significant problems in finding the time for members of the CF to
achieve stated professional development goals. 93 Therefore, PD
goals must be carefully set based on empirical needs assessments
to avoid the situation where the study of “subjects and techniques
‘peripheral to the non-commissioned officer’s primary duties to
lead and care for soldiers’” might undermine “the long-term
health of the non-commissioned officer corps.” 94
In its cornerstone manual on the profession of arms, the CF has
argued that professional development “must anticipate and
prepare members for change based on principles that map and
anticipate the changing environment.” 95

I agree with this

sentiment, but I would argue that professional development must
be based on a clear understanding of the roles of the officer and
NCO corps. One important way to achieve this will be through the
development and use of a model of the professions that
encompasses both the traditional views of the profession of arms
and the new emerging professional realities of the 21st century.

Conclusions
There has been very little study of the nature of Senior NCO Corps
in the CF, or other Western armed forces, particularly in the
context of the professional status of NCOs. Until recently, the
status of the NCO Corps has generally been assumed to be that of
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tradespersons supporting the professionals in the military – the
officers. However, changes in Canadian society and the CF, plus a
greater understanding of NCOs’ historical role in the Canadian
military, have led to a significant change in the CF’s official view
of the status of NCOs in the armed forces of Canada. In fact, the
recently published cornerstone manual for describing the
philosophy and practice of the profession of arms in Canada has
explicitly stated that all regular force NCMs are members of the
Canadian profession of arms.
Nevertheless, Duty with Honour recognizes a distinction between
officers and NCOs, with officers expected to have more general
knowledge that can be applied at all levels from the tactical to the
strategic, whereas NCOs are expected to be technical specialists
more focused on tasks at the tactical level and on “the immediate
welfare of individual subordinates.” Given the increasingly
complex and uncertain operating environment for armed forces at
the beginning of the 21st century, Duty with Honour argues that
NCOs have assumed and will continue to assume greater responsibility; therefore, they will be granted the authority to make
decisions in areas that used to be the exclusive preserve of the
officer corps. This paper has argued, however, that the assertions
in Duty with Honour about changing roles for NCOs in the CF are
based largely on assumptions related to the Army’s experience in
recent years. Even though Duty with Honour admits that this may
well be a difference in the relationship between the officer and
NCO corps in the three environments, it does not discuss these
potential differences in any detail, let alone address the equally
important officer-NCO relationship in the technical occupations
both inside and outside the Army. Furthermore, a closer look at
the Navy, the Air Force, and “purple” occupations in the CF may
suggest roles and officer-NCO relationships that are quite different from those described in Duty with Honour.
The nature of changes to the roles of NCOs and the officer-NCO
relationship in the CF may not be clearly discernable at the
moment for a number of reasons. One reason is that the profession
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of arms, like many other professions, is rapidly changing at the
beginning of the 21st century. Studies of the evolution of the
professions suggest that this is a normal process, and that the
concept of a profession changes over time based on the social,
economic, and historical context in which the profession exists.
The continuous evolution of professions in society may therefore
permit only the most general definition of the concept. Many
scholars agree that a profession is a discrete type of work, but
there is disagreement in the literature about how to differentiate
it from other kinds of work. This suggests that previous concepts
of the military profession, based on older conceptual frameworks,
need to be re-evaluated in the light of the latest scholarship on the
subject of professions.
While, in general, Duty with Honour is a very useful articulation
of the nature of the profession of arms in Canada, its reliance
on “classic works” to describe the concept of military professionalism has perpetuated the limitations in these works. The main
limitations

are

the

use

of

Anglo-American

concepts

of

professionalism and concepts of professionalism derived from
other countries’ (particularly the US) historical experience. The
different Canadian historical experience, the recent dramatic
changes in the nature of professionalism, and the distinct role of
NCOs in the CF all suggest that a new conceptual model needs to
be developed to properly explain the role of the Senior NCO Corps
in the CF in the context of professionalism. Only then will the CF
be able to clearly understand the role of its Senior NCO Corps
now and in the future.
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CHAPTER 4
Adaptive Skills as a Basis for Leadership
Success in the Canadian Military with an
Emphasis on Special Operations
Steven F. Cronshaw and Damian F. O’Keefe

Although the topic of leadership has been under investigation for
many years, it remains an elusive concept that is still not well
understood.

Gary Yukl, a well-known, leadership researcher,

captures this sentiment with the statement:
… the field of leadership has been in a state of ferment
and confusion for decades. The field has been rushed from
one fad to the next, but the actual pace of theory development has been quite slow. Most leadership theories are
beset with conceptual weaknesses and lacking in strong
empirical support. Several thousand empirical studies
have been conducted on leadership effectiveness, but
many of the results are contradictory and inconclusive.1
Although as stated above, there have been many studies in
leadership, which have proposed numerous models of leader
selection and development, theoretical models specific to Special
Operations Forces (SOF) units are virtually non-existent.
SOF leaders work in an asymmetric environment in that the
organizational structure is much flatter than in conventional
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Canadian Forces (CF) operations. Units are much smaller, and
soldiers often work independently and without immediate
direction from the leader. Indeed, in an SOF environment, the
emphasis is placed less on the ability to work within a large
organization and more on individual self-reliance. Often SOF
soldiers find themselves in situations that are in a high state of
flux, and they are unable to wait for orders from superiors. Thus,
it is imperative that they use their own initiative.2

To this

end, SOF soldiers require leaders who are highly adaptive and
empowering in that they readily accept input from soldiers and
transfer ownership of the mission to the troops, in order to deal
with the changing demands of the SOF environment. That is,
SOF leaders need to have highly tuned adaptive skills, and be
transformational in their leadership style.
We contend that SOF leadership, or leadership in any context, is
built on a scaffolding of adaptive skills. This chapter presents a
definition of adaptive skills and shows how these skills can be
measured. A dynamic model of adaptive skills also is presented,
and we demonstrate that this model adds depth and realism to
existing thinking about leadership in the CF, especially as it
applies to the rigorous physical, informational, and teamwork
demands faced by SOF personnel. We also will demonstrate that
adaptive skills are directly analogous to broader conceptions of
CF unit effectiveness, particularly as described by Quinn’s
competing values model of organizational effectiveness.

Using

the adaptive skill concept thereby allows the CF to tightly draw
together the concerns of individual soldier readiness and
effectiveness with group and unit effectiveness on the larger scale
(e.g., platoon, company, and regiment).

Quinn’s Model of Competing Values Model of Organizational
Effectiveness
The CF effectiveness framework, as presented in the document
Leadership in the Canadian Forces: Conceptual Foundations,
is based on Quinn’s Competing Values model of organizational
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effectiveness.3 Quinn characterized organizations as complex,
dynamic and contradictory systems. 4 Indeed, “…a defining
characteristic of the Competing Values model is that it assumes
contradiction and conflict to be recurring and natural features of
organization life”.5 As such, Quinn’s model of effectiveness at the
macro or organizational level is similar in underlying approach to
the adaptive skill model that will be proposed in this chapter for
understanding leadership and individual effectiveness at the
micro level of analysis.
Although comprising numerous values, the competing values
model has two main dimensions: a Control-Flexibility dimension,
and an Internal-External Focus dimension (see Figure 1).

Open Systems Model

Human Relations Model

Human
Commitment

Human resources
Training

Flexibility

Decentralization
Differentiation

Adaptability
Readiness

Socio-technical
System

Competitive
Position

External Focus

Internal Focus

Productivity
Efficiency

Information mgt
Communication

Consolidation
Continuity

Expansion
Adaptation
Growth
Resource acquisition
External support

Cohesion
Morale

Stability
Control

Control
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Planning
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Maximizing
Output

Centralization
Integration
Internal Process Model

Rational Goal Model

FIGURE 1 - Quinn’s Competing Values model of Organizational Effectiveness
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Embedded within these dimensions are four opposing quadrants:
Human Relations, Open Systems, Rational Goal, and Internal
Process. More specifically, the Human Relations quadrant emphasizes flexibility and internal focus. It stands in contrast to the
Rational Goal quadrant, which emphasizes control and external
focus. The Open System quadrant emphasizes flexibility
and external focus, whereas, the Internal Process quadrant
emphasizes control and internal focus.6

Taken as a whole, the

Competing Values model portrays these quadrants as mutually
existing within organizations, in that all four quadrants form a
model that illustrates the challenges or competing values that
occur in most organizations. Most importantly, these major
themes play out in the Canadian Forces and the Quinn model
provides a powerful conceptual model for understanding CF
operations, including the SOF, from top to bottom.
Quinn postulates that the four above approaches coexist in
all organizations, and that effective organizations strive to be
adaptable and flexible, while at the same time wanting to be
stable and controlled. In fact, he argues that highly effective
organizations are those who are able to maintain a balance among
these competing values.7 This is a similar argument in its main
features to that made in this chapter concerning the determinants
of individual leader effectiveness. When applied to day-to-day
operations within an organization such as the CF, Quinn’s
Competing Values model of effectiveness stipulates that these
seemingly contrasting approaches may occur simultaneously and
that, in different contexts, effective managers may exhibit
contrasting leader characteristics. In order words, in one situation, effective leader performance may require being externally
focused and flexible in decision making, while in another context,
effective performance may entail being internally focused and
more controlling.8 Central to this model is the leader’s ability to
adequately adapt to an ever-changing environment of operations.
This adaptability is crucial to leader effectiveness, as well as to
the operational effectiveness of the organization as a whole. It
captures the essence of adaptive skills, a matter that we will
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expand on at some length in the next section of this chapter.
We will now present a model of adaptability that we believe is
ideally suited to the leadership within the CF and we further
illustrate this adaptive skill model by applying it to special
operations.

A Competing Values Model of Leader Adaptive Skills
A very important skill set required of leaders, and the one on
which all other skill sets are based, is the ability to adapt to a
changing environment. Adaptive skills are those competencies
that enable the individual to manage the self in relation to
conformity and change and accept and adjust to the physical,
interpersonal and organizational arrangements present in the
work environment.9 Cronshaw and his colleagues have presented
and tested a dynamic model of adaptive skill that parallels
Quinn’s model of organizational effectiveness in important
respects.10 It will be useful to review some major points from
this work.
The Adaptive Skills Modeling (ASM) is comprised of three components that, although inherently oppositional in nature, are held in
balance by the adaptive individual (see Table 1). The first ASM
component is the Locus of the CF members’ involvements in their
role as it contributes to mission success. The member is involved
with three aspects of the evolving situations that they find themselves in: Physical, Informational, and Social. For the SOF soldier, physical involvements include the handling of weapons,
maintenance of equipment, and movement across varying types of
terrain. His or her informational involvements include the understanding of operational orders, reading of maps, planning tactical
maneuvers, and so on. Social involvements include interactions
with fellow team members before, during, and after the mission.
When understood as functional skills, these physical, informational, and social involvements are called Things, Data, and
People functional skills, respectively, and can be arranged in the
functional skill hierarchies given in Figure 2. The levels within
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ADAPTIVE SKILLS COMPONENTS ADAPTIVE SKILL

DESCRIPTION

LOCUS

Physical (Things)

Involves physical interaction with
things that are tangibles, such as
office equipment, factory tools
and machinery, or motor vehicles

Information (Data)

Involves utilizing information,
ideas, facts and statistics

Social (People)

Involves dealing with the complexity
of interpersonal behaviour which
occurs in live interaction between
people

Inward-Directed

Involves moving away from the
external surroundings towards the
inner world of thought, feelings, and
interpretations (i.e., receiving)

Outward-Directed

Involves moving away from apprehensions of internal states towards
events and conditions of the external
world (i.e., seeking)

Agentic

Involves striving and achieving in the
work environment

Accommodative

Involves being open to the experiences
of others as well as to environment
conditions

FOCUS

PURPOSE

TABLE 1 - Overview of Adaptive Skills
these functional hierarchies are arranged from the bottom to the
top of the figure in order of their complexity. As can be seen in
that figure, leadership is the most complex People functional
skill.
Cronshaw, in his work on the development of leadership, has
described how the skills in the People hierarchy (furthest to the
right in Figure 2) develop from an early age until they reach their
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FIGURE 2 - Functional Job Analysis (FJA) Worker Function Chart
(reproduced from Fine and Cronshaw, 1999)
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highest level of complexity in Leadership.11 The typical developmental progression from infancy to old age in People skill is
illustrated in Figure 3. It is important to note that this figure
represents the progression that will be made in People functional
skill complexity if (and only if) the individual eventually reaches
the highest level of People skill (i.e., leadership). Many people, in
fact most, will not reach the highest levels of People functional
skill. Most people will acquire medium levels of People functional skill by old age and will have gone no higher (the same holds
for Things and Data functional skill as well).

Recent research

results by Cronshaw and colleagues show that the constructive
assertion (i.e., the highest level of performance, which involves
the assertion of oneself into the environment to try to modify,
control, and master environmental circumstances)12 of the adaptive skill needed to resource movement to the highest level of
People functional skill is never achieved by most people in our
society.13 The result is a severe shortage of leadership skills in our
society generally, as well as shortages of the highest level Things
and Data skills.

There are obvious, and crucially important,

implications for leadership in the Canadian military.
It is important that we be clear on our definition of leadership, so
that the ASM model we are presenting here is not misinterpreted
or over-extended in its application. We define leadership, as did
Cronshaw and associates, as follows:
Sets forth/ asserts a vision that has an impact upon and
defines the mission, culture, and values on an organization; sets direction, time perspective, and organizational
structure for achievement of goals and objectives; models
behavior that inspires and motivates achievement
(distinct from management).14
There is a tendency and temptation to extend the leadership
concept to describe activities that are of only medium People
complexity

(e.g.,

lower

level

managerial

or

supervisory

relationships). The ASM applies perfectly well to understanding
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FIGURE 3 - Typical development of People skill

acquisition of People functional skills found in managerial situa-

tions, but it is important not to conflate all management and

supervision activities with leadership per se.
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We will now sum up some overall points about Locus as given
within the ASM.

It contains not just descriptive information

about the desirable attributes of leaders, but it shows how
adaptive and functional skills (including the People functional
skill) develop from early childhood. Furthermore, the ASM is a
dynamic model that shows how a changing structure of adaptive
skill impels the acquisition of functional skills up to their highest
levels of complexity.

This rich theoretical understanding of

leadership and its development is central to the proper use of the
ASM, as this chapter will show.
The second ASM component is inward- versus outward-directed
Focus. Inward-directed Focus occurs when moving away from the
external surround towards the inner world of thought, feelings,
and interpretations (i.e., receiving), and outward-directed Focus
occurs when the person moves away from apprehensions of
internal states towards events and conditions of the external
world (i.e., seeking). This component of the model has an oppositional structure similar to that of External Adaptability and
Internal Integration in Quinn’s model. Individual adaptability in
a specific environment is achieved by balancing the tensions set
up between inward- and outward-directed Focus in much the
same way that Quinn’s Competing Values Model “captures these
tensions [External vs. Internal] in its oppositional structure”.15
The expert application of adaptive skills thereby requires the
continuous reconciliation and balancing of inward- and outwarddirected tendencies.
There is empirical support for the operation of inward-vs. outward-directed Focus. As with the locus component of the ASM,
Focus is best understood within the developmental progression of
the individual. Cronshaw presented empirical results showing that
human personality at work experiences a major tension between
inward- vs. outward-directed Focus during the age-twenty
cohort.16 This tension is largely resolved by the time people are in
their 30s, but often at a low level of adaptability. Cronshaw’s findings parallel those of developmental psychologists who report
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high levels of adolescent egocentrism with a “spike” in this
egotistic tendency during early adulthood. 17 The pattern found by
developmental psychologists is that of self centration – an obsessive preoccupation with one’s own concerns to the exclusion of
others. The analogous tendency in the ASM is a predominating
inward-directed Focus for people in their adolescent and young
adult years, albeit one that often is of a non-adaptive kind.
However, there are large individual differences in self-centration,
even in early adulthood, and some CF members will have good
potential to constructively assert in this adaptive area even in
their 20’s (these are individuals that should be targeted by SOF
recruitment). For many people, however, negative self-centration
will persist as a theme throughout their life course. The prognosis for these individuals as SOF soldiers, especially as leaders, is
very poor because they will not be able to achieve the balance
between inward- vs. outward-directed Focus that is demanded by
the ASM if people are to move to the higher levels of effective
People functional skill culminating in leadership.

Leadership

will be beyond their reach, now and always, because they will
lack the adaptive skills needed to resource it.
An example from the SOF context should help to illustrate
the operation and importance of inward- vs. outward-directed
Focus within the ASM. In this following example, the locus of
involvement of the SOF soldier is physical and not primarily
interpersonal.

As the SOF soldier moves toward the mission

objective in the rugged mountainous terrain in Afghanistan, he
must constantly maintain an inward-directed Focus by monitoring his energy level and state of physical readiness. If he does not
do this, and so becomes exhausted from physical exertion, mission
success will be severely compromised even before the objective
is reached.

However, the soldier also must be vigilant in

maintaining an outward-directed Focus on conditions in the
external environment: the gradient of the ascent path up the
mountain, the load and balance of equipment on his back, the
possible appearance of enemy combatants, and so on. The point
is that inward- and outward-directed foci are not independent or
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mutually exclusive in any way. Both must be maintained at a high
level of attention and preparedness. One depends on the other: It
is the constant seamless movement back and forth between the
foci – the reconciliation of the tensions that naturally occur
between internally- and externally-directed Focus that results in
excellent performance and mission success. The soldier cannot
engage in one to the exception of the other, but must allocate a
due amount of attention and effort to each while creatively and
effortfully utilizing the tensions that are thereby created to
produce unique and highly adaptive solutions to emerging opportunities, problems and challenges during the mission. To take an
example:

The soldier, closely monitoring his internal energy

reserves, realizes that he is reaching the point where his contribution to the mission will soon become doubtful. He informs the
other team members (an action requiring outward-directed Focus)
of the difficulty and together the team identifies an alternate
route to the objective that is less physically exhausting and more
economical in using the soldiers’ efforts.

Without the careful

balancing and integration of inward- and outward-directed
Focus, individual adaptability to changing circumstances of the
physical environment cannot be achieved. The SOF mission may
fail as a result.
The third ASM component is agentic versus accommodative
Purpose. People can respond to situations in either an agentic
(i.e., striving and achieving in the work situations) or accommodative (i.e., being open to the experience of others as well as to
the immediacy of prevailing environmental conditions) manner.18
The concept of agentic (expressiveness) versus accommodative
(instrumental) Purpose is also the basis for androgyny theory,
which states that people can take a predominantly agentic stance
in their relations with others, or an accommodative stance.
Agentic people strive and achieve in the work situation, while
accommodative people are open to the experience of others as
well as to the immediacy of prevailing environmental conditions.
Some people take neither an agentic nor accommodative, but an
androgynous role, which will be either agentic or accommodative
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in behaviour as required by the situational circumstances.19
Again, the adaptability issue is one of balance between
oppositional tendencies of agency and accommodation. Both are
needed, but in the right measure for the given circumstances.
Opportunities are uniquely capitalized on, and problems
creatively solved, when the inherent tensions between agency and
accommodation are tackled and reconciled by the SOF soldier as
demanded by the specific circumstances of the mission.
Let us again consider the example of the SOF soldier who is
trekking, loaded with gear and weapons, with his team on mission
through the mountains of Afghanistan. He has informed his
comrades of his deteriorating physical condition.

An adaptive

response by the team leader and his team members will be a
complex mixture of agency and accommodation. On the agentic
side, the mission must continue, but to insist on the present path
through the mountains without accommodating the feedback of
the wearied soldier will be an overly-rigid response that probably
will result in mission failure. Each of the team members will have
to contribute to a solution that is realistic to the facts of the
situation. To return to an earlier theme, the team members will
have to direct effort inward to resist the temptation to blame or
belittle the tired solder while at the same time directing attention
outward to the physical (i.e., geographical) realities of the
situation. The optimal solution will lead to mission success while
also maintaining the trust and esprit de corps of the team. As the
mission evolves, the mix of agency and accommodation that is
required will shift on an ongoing basis but, regardless of the
relative emphasis on one versus the other, the achievement of
mission success will depend on the dynamic, careful, and effortful
balancing and reconciliation of these oppositional tendencies.
Although it appears intuitive that adaptive skills would be a
critical attribute of a SOF leader, there is little published research
on the subject at this point. This is not surprising in that most
research on SOF units is usually classified as secret. One paper
however, reported on the development of a 3 1/2-day adaptive
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thinking course for US SF Leaders.20 The authors defined adaptability as effective change in response to an altered situation, and
designed a training program based on a model of adaptability
developed by Pulakos and colleagues.21 The program was designed
to train SF Leaders in four aspects of adaptability: Mental (i.e.,
critical thinking, problem solving, and decision making),
Interpersonal (i.e., dealing with changing social demands of a
situation), Physical (i.e., performing changing physical tasks), and
Leading adaptable teams (i.e., communication and leadership in a
changing environment). The ASM presented here contains similar
components to Pulakos et al. (notably the Physical/ Things,
Mental/ Data, and Interpersonal/ People aspects) under the locus
component, but also it adds additional depth to understanding
the dynamic operation of adaptive skill by incorporating the
additional components of inward versus outward Focus and
agentic versus accommodative Purpose.
In another model, Paulhaus and Martin developed the concept of
functional flexibility as a form of adaptive skills, and argued that
the more flexible individual is the one who is capable of showing
a wider range of situation-appropriate behavioural responses that
are both positive and negative in nature.22 The authors developed
the Battery of Interpersonal Capabilities (BIC) to assess functional flexibility. The measure assesses 16 different realms that were
adopted from a psychological taxonomy of trait-descriptive terms
postulated by Wiggins in the early 1970s.23

These capabilities

include; Ambitious, Dominant, Arrogant, Calculating, Cold,
Quarrelsome, Aloof, Introverted, Lazy, Submissive, Unassuming,
Ingenuous, Warm, Agreeable, Gregarious, Extraverted. The scale
asks respondents a number of questions about their ability
to adjust their behaviour based on situational demands. For
example, in assessing dominance (i.e., the ability to be commanding or forceful when required) items include:
1.

How capable are you of being dominant when the
situation requires it?
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2.

How difficult is it for you to be dominant when the
situation requires it?

3.

How anxious would you feel about being dominant when
the situation requires it?

4.

How often do you avoid situations where you need to be
dominant?

The major shortcoming of this research is that it describes
adaptability in terms of individual difference characteristics
similar to personality traits. Cronshaw on the other hand defines
adaptability as a joint function of the transaction between person
and environment.24

He states that adaptabilities can only be

properly understood if we know the context (i.e., specific
operational parameters and conditions) to which the person is
asked to adapt.

Knowledge of the individual’s adaptability in

terms of very general personality “traits” or generalized competencies abstracted from, but ultimately outside of, the gritty
realities of SOF soldier (as is done in the other adaptability
research described above) are limited as tools for increasing the
adaptability and effectiveness of SOF soldiers.
We believe that the greatest advantage of the ASM over the more
conventional theories postulated by Pulakos and colleagues and
by Paulhaus and Martin is the ability of the ASM to describe the
dynamic adaptive processes of people as they transact with
changing, but specific, environmental circumstances to achieve
important goals. The ASM provides a theoretically grounded, but
experientially validated, means to understand how adaptability is
developed as people transact with different environments as a
normal part of human development.

It emphasizes the fact that

adaptive skills are foundational to the acquisition and use of
all other skills that are used in the expression of leadership,
regardless of the expected role (e.g., SOF soldier) and special
circumstances (e.g., assaulter on a mission in the Middle East).
Further, the ASM reflects the dynamism of adaptive skill
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acquisition and use in a way that temporally static models such as
those of Pulakos and colleagues, and Paulhaus & Martin cannot.
It extends this dynamic approach to understanding the evolution
of adaptive and functional skill throughout the individual’s life
course. The model also achieves the right balance of generality
(in terms of adaptive and functional skill) and specificity (in
terms of particular environmental circumstances) needed to best
understand the source and nature of a CF member’s contributions
to the overall objectives of his or her unit and organization.

The Relationship of Adaptive Skills to Transformational
Leadership
Research into the ideal military officer selection has centered on
constructs described in transformational leadership. It therefore
will be informative to review the concept of transformational
leadership as it is applied in the military, and to explicitly link
it to the adaptive skill model proposed in this chapter.

The

construct of transformational leadership was initially developed
by Burns in the 1970s, and was based on his qualitative analysis
of various political leaders.25

The essence of transformational

leadership, as articulated by Burns, is to transform followers
into leaders. In the development of the model, Burns described
leadership styles in terms of a transformational and transactional relationship between the leader and follower, and considered
these two leadership styles as quite distinct from each other.
Advocates of transformational leadership often view transformational leadership as being preferable as a means of influencing
followers in all circumstances, a view that (as a universal rule)
is contradicted by the adaptive skills model.
Transformational leaders address the followers’ motives by
encouraging them to consider the moral and ethical consequences
of their actions and goals, above and beyond satisfying their
self-interest. Generally speaking, the “… transformational leader
emphasizes what you can do for your country; [while on the other
hand] the transactional leader, [places emphasis] on what your
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country can do for you”. 26 Transformational leaders inspire
others with their own vision, with the goal of getting others
to support their mission.27 As one example, cadets at the US
Virginia Military Academy described good military leaders as
those having strong self confidence, the ability to articulate one’s
ideas (charisma), and providing models to be emulated by others
(inspiration), concern for the well being of others (individual
consideration), and keeping others well informed (intellectual
stimulation).28 The transformational leader is thought to serve as
a role model for perseverance and self-sacrifice, and by doing
so, has a strong and positive influence over followers’ personal
values.29 Followers feel trust and respect toward the leader, and
are motivated to do more than originally expected of them. 30 We
will explore this theme of trust further in the next section, in
connection with the adaptive skill question.
The CF has recently endorsed transformational leadership as a
highly regarded and commendable approach for leaders. “As used
in the CF, transformational leadership is rooted in the value
systems of the Canadian military ethos …. [and is] especially
valuable in an environment of multiple adaptive challenges and
where trust and dedication of others are critical to success.”. 31
Indeed, as stated in Leadership in the Canadian Forces: Doctrine
“… behaviours associated with transformational leadership
(exemplary personal commitment to duty, motivating and
enabling others through ideas and deals, individualized consideration of others) are highly congruent with CF institutional values
[i.e., Duty, Loyalty, Integrity and Courage], and ought to be
cultivated in training and consistently in line units and staff
organizations.”32 When exceptionally high levels of adaptive skill
are used to resource the pre-eminent People skill of leadership,
the result, in some respects and in some situations at least, will
resemble transformational leadership.
We noted earlier the belief by many that transformational leadership is the preferable leadership style in all situations. Some top
experts contest this view. In the 1960s, Bass reported that no
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matter where you put some people they will emerge as leaders;
however, their preferred leadership style (for example, transactional vs. transformational) very often depends on the situation.33
Moreover, Stogdill, in the 1970s, argued that the attributes and
skills required of a good leader are largely determined by the
demands of the situation in which he/she is to function as a
leader.34 For example, when a group is in a hostile environment,
using intellectual stimulation to inspire subordinates may not be
the most appropriate leadership approach. In fact, subordinates
expect the leaders to be more assertive, directive and decisive
in crisis situations. In a study conducted on leadership in crisis
versus non-crisis situations, in crisis situations, effective leaders
(as rated by subordinates) displayed more forceful leadership
approaches such as expert power (e.g. knowledge-based), formal
power (e.g. position based) and upward influence (eg. ability to
influence superiors) and less open consultation (e.g. soliciting
feedback from subordinates). Conversely, in non-crisis situations,
effective leaders used more open consultation and less forceful
leadership behaviors.35
Military troops often find themselves in an unstable, complex and
changing environment, where the goal of the mission can be
ambiguous. Recent research highlighting the importance of strong
leadership in this context postulates the concept of In Extremis
Leadership, which is defined as giving purpose, motivation and
direction to followers when there is eminent physical danger and
where followers believe that leader behaviour will influence their
physical well-being or survival. 36 Tom Kolditz, a US Army
Colonel and leadership researcher, describes the In Extremis leadership pattern as being characterized by inherent motivation
(i.e., the danger of the situation energizes those who are in it),
learning orientation (i.e., potential hostility of the situation
places a premium on leaders scanning the environment and
learning very rapidly), shared risk (i.e., willingness to share
the same, or more risk as followers), and common lifestyle
(i.e., accepting and embracing a lifestyle that is common to their
followers as an expression of values, which becomes part of the
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credibility of the leader). According to Kolditz, when operating In
Extremis, transactional leaders are ineffective, and instead a
value-based form of transformational leadership emerges and
becomes part of the operating style in this situation.
We believe that Kolditz, although he appears convincing in his
assertions that transactional leadership is counterproductive in In
Extremis situations, makes the same fundamental logical error as
those he is criticizing. That is, Kolditz sets out to define the normative leadership pattern that is best in all situations (albeit he
limits his discussion to all In Extremis leadership situations). The
adaptive skill model again shows that the attempt to identify a
leadership taxonomy to cover all possible circumstances, even
when limited to In Extremis situations, is doomed to failure. Any
such “law” of human behavior is subject to disconfirmation by a
single exception at a single time, and such disconfirmation, cannot be long in coming when Kolditz’s predictions are applied to
SOF soldiers on mission. To summarize our basic points and to
gain further clarity about the differences between transformational leadership and the adaptive skills model, we make the following two points to close out this section of the chapter:
(1) The ASM does not ask leaders to choose between transformational and transactional styles of leadership. Either may be appropriate, depending on the circumstances facing the leader and
followers. Even coercive leadership (which is strongly discouraged
by many transformational leadership advocates) may be appropriate under some circumstances in SOF operations. The ASM stresses that leader adaptability requires that the fullest possible range
of constructively assertive responses be available to the leader as
behavioral repertoires across the full possible range of SOF
contexts.

Whether these desired actions are referred to as

transformational leadership or something else is a labeling exercise
that is largely the concern of researchers, not of operational
commanders. To preemptively (and presumptuously) stereotype a
soldier as a transformational leader or a transactional leader or as
having a particular personality of whatever type is not a useful
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strategy for the Canadian military.

What matters is whether a

soldier can lead and take the necessary actions when circumstances
of a given kind (and many different kinds) arise. Putting a psychological label (e.g., transformational vs. transactional) on a leader
may harm more than help in eliciting the kind of actions and
behavior the CF is looking for in a given circumstance.
(2) Burns, the original advocate of transformational leadership,
advocated that followers can and should be transformed into
leaders. The ASM interjects at this point with a (perhaps cruel)
reality check along with a strong caution. Even if we assume that
transformational leadership is what we want out of all leaders all
the time (a highly doubtful argument in its own right), the ASM
points to the extreme complexity of the adaptive skills needed to
resource leadership, transformational or otherwise. The upshot is
that no guarantees exist that all, or even most, people can be so
“transformed” into effective leaders because they will lack the
skill scaffolding, especially that of adaptive skill, which is needed to resource this so-called “transformation”. In fact, true leadership is probably a rare commodity, achieved by relatively few
individuals even under the most favorable conditions of life and
occupational experience. It will be rare to find, and difficult to
train from scratch, individuals who can constructively assert
the full range of adaptive skills required for leadership across all
possible SOF operational involvements. The promise and
optimism of current leadership theories and measurements need
to be tempered with the reality of leadership as a skill that is
exceedingly difficult to acquire and master.

The Relationship of Leader Adaptive Skills to Trust in the
Leader and Perceptions of Leader Credibility
Research cited in the previous section suggested that followers
have greater trust in transformational leaders. However, it has
not been established that transformational leadership is preferred
in all situations faced by SOF leaders. That is to say, it remains
to be demonstrated that transformational leadership will result in
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higher trust in the leader and stronger perceptions of leader credibility in all SOF situations. On the other hand, there is a strong
argument to be made (subject to research test and verification)
that the SOF leaders who constructively assert the situationally
relevant adaptive skills with respect will be consistently viewed as
more credible and trustworthy by their followers. The core argument here is one of competence as exhibited on task and in the
moment. The maximally adaptive SOF leader is the one who best
contributes to the success of a given mission and contributes maximally to bringing the team members back to base alive. There can
be no basis of leader trust and credibility that is more compelling
than the competence of the SOF leader when on mission.

Assessing Leader Adaptive Skills on the Individual level:
The Performance-Oriented Interview
The matter of values is explicitly linked to leadership in the
latest CF policy, as stated in the Leadership in the Canadian
Forces: Conceptual Foundations. These values are embodied in
the actions that CF members undertake when they are being
constructively assertive toward the achievement of mission
success. In turn, these actions – both as directed inward toward the
self and outward toward others and the external environment –
can be identified and captured through a straightforward process
called skills modeling.

Bringing together a group of several

individuals who are highly experienced and capable in their
CF roles can contribute to the development of a skills model. A
facilitator assists these individuals in writing a series of skills
models to capture the adaptive skills required for mission success
across the broadest range of contexts those personnel will operate
within.

An example of a skills model is given in Figure 4.

This model was developed for a non-CF position that requires
high levels of leadership.
The skills model in Figure 4 consists of two main components:
(1) The context statement comes at the problem of adaptive skill
from the perspective of the environment (in other words, what
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type of environmental demands does the person have to adjust
to?); and (2) The actions the person undertakes under three different degrees of mission success.

An examination of the skills

model in Figure 4 shows actions carried out by the individual at
different levels of mission success.

At the highest levels of

adaptive skill (level 5), the individual is constructively assertive
with respect to all the relevant elements of their environment,
whether that environment is internal or external, demanding
of an agentic or accommodative personal style, or requiring
a physical, mental, or interpersonal response. Constructive assertion is the optimal response in the given context or set of circumstances. It is the very best that can be done. It is, to use Quinn’s
terms, the right balance of oppositional forces managed and
brought to bear at the right time and in the right measure. It is
organizational effectiveness embodied and made flesh in the
performance of the individual.

CONTEXT STATEMENT:
This quality is manifest in any interaction with stakeholders who have resources,
information, and power that could impact the short-term and/or long-term operation
of the company. The specific goal is to keep stakeholders (Board of Directors, clients,
company staff) committed to and increase buy-in to the vision and mission of
the company.

Leader Actions Required Under Three Levels of Individual/ Organizational Effectiveness:
Outstanding Effectiveness
• Understands and is sensitive to the motivations, preferences, needs, and concerns of
individual stakeholders (e.g., checking stakeholder perceptions)
• Proactively seeks and identifies the relevant stakeholders, stakeholder entities, and
key individuals through examination of historical records, documents, and by asking
appropriate questions
• Has the ability to identify the differential levels of stakeholder power
• Has the ability to identify the needs and preferences of stakeholders
• Recognizes when to make short-term compromise in favor of long-term relationship
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• Skillfully utilizes the governance mechanism to secure significant agreement of
stakeholders (e.g., ensuring successful political capital through building a reputable
and consistent track record with each shareholder entity)
• Has the ability to build personal trusting relationships with relevant entities by
meeting with (through informal or casual encounters) key individuals in order to
better understand the pressures, constraints, needs, interests, and roles.
• Has the ability to create and take advantage of opportunities for informal
interactions in order to validate and corroborate perceptions and opinions with
knowledgeable persons
• Anticipates and prepares strategies to effectively deal with political games
• Manages own emotional state effectively including when tired, stressed, or in conflict
• Remains focused on the current issue without making reference or being influenced
by previous or unresolved issues
• Carefully considers political issues before responding (e.g., has confidence to tell
stakeholder time is required before response and/or removes self from emotional
situation in order to make a decision if necessary)

Acceptable Effectiveness
• Aware of stakeholder and political environment, but is less able to discern subtle
motivations (e.g., can recognize obvious political stakeholder issues and concerns)
• Recognizes the political implications of decisions, but occasionally prioritizes operational needs over political concerns due to logistical constraints and vice versa
• Does not anticipate or prevent political issues; therefore, occasionally must resolve them
• Understands the need for relationships and builds contacts with important
stakeholder entities, but may favour some relationships over others
• Does not pursue informal opportunities to build relationships
• Manages emotional state under ideal conditions; however, may momentarily lose
composure or appear upset in very stressful or high conflict situations, able to regain
control quickly
• Intends to achieve political goals, but may overemphasize one or more stakeholder
groups or aspects of the governance mechanism, even when reliance on additional
stakeholders would make it easier to achieve goals
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• Able to deal with political maneuvers or gains as they occur, but may not anticipate
or have an advance strategy for doing so
• May not immediately recognize political nuances but will make efforts to identify and
manage them once he/she becomes aware

Very Poor Effectiveness
• Is naive about political motivations or issues (e.g., inability to recognize key
stakeholders)
• Is easily manipulated
• Assumes everyone is supportive and acting in their best interest or vice versa
• Unable to read motivational cues of stakeholders and/or consistently ignores cues
• Takes the path of least resistance (passive) and avoids potential for conflict
• Responds in an angry or vengeful manner
• Engages in political game playing
• Manages personal negative emotional state poorly, especially when the stakeholder is
also in a poor emotional state
• Is easily distracted from the current issue
• Does not possess internal political road map to identify the unfolding of political
issues
• Misses key turning points in processes
• Negatively reacts to problem issues when they arise
• Plays one stakeholder against another (i.e., manipulation)
• Either fails to recognize mistakes or recognizes mistakes, yet neglects problem solving after a major political mishap
• Maintains acrimonious, or toxic, long-term relationships with stakeholder(s)

FIGURE 4 - Skills Model for the Adaptive Skill of Political Acumen for Senior
Leadership Position in a Canadian Company
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Operational Implications of the ASM for the CF
Adaptive skills develop over very long periods of time and are
only minimally impacted by short-term training and development
efforts. Let us consider the example of the SOF leader during an
operational mission in a combat zone. Interpersonal communications with other team members in this situation will need to be
terse, direct, and specific with little opportunity for the niceties of
social intercourse common in the everyday world of business and
management, or even in garrison life.

In other words, the

adaptive skill of interpersonal communication in that setting will
be People in locus, outward-directed in Focus, and highly agentic
in Purpose. A person who is habitually accustomed to, and most
comfortable with, polite and conflict-avoidant communication
will be very poorly suited to the SOF combat role. In the highly
stressful In Extremis situation of combat, the individual will tend
to revert back to his or her habitual behavioral patterns. This
is the nature of adaptive skill – These are highly ingrained
tendencies acquired through the sum total of life experience that
can be suppressed or overridden only to a limited extent through
temporary expedients such as skills training. A training program
in “assertive communication style” or the like will put a temporary gloss over an ineffectual communication style that will give
the appearance of effective functioning as long as the situation is
not too stressful or dangerous. But the training will fall away all
too easily in situations of extreme adaptive demand, and the result
may be catastrophic for mission success and the welfare of the
mission team. The upshot of this understanding of adaptive skill
is that the premium must always be placed on the identification
and selection of individuals with the right adaptive skills into the
role and the adaptive potential to move into still more complex
roles.

The individual must be able to constructively assert with

respect to adaptive skill within the full range of possible
situations he or she will face as an SOF leader. Especially during
combat, reactivity to the aspect of the situation, be it physical,
informational, or social, is not an option. SOF leaders must be
100% reliable in constructively asserting the needed adaptabili-

105

Dimensions.qxd

10/4/07

10:23 AM

Page 106

CHAPTER 4
ties at high levels of functional complexity and under highly
demanding environmental circumstances. This is a very tall order
to fill.
The CF should place a premium on the identification and
selection of the SOF leaders who have the right profile of
adaptive skills for the likely situations they will encounter in such
a demanding role. Standardized selection tests, although a useful
starting point to assessing functional skills (especially those
related to use of Data, e.g., cognitive ability tests), will be of very
limited use in assessing adaptive skills. A considerable amount of
time and effort will be required to assess adaptive skills through
more “qualitative” means, especially rigorous and extensive
interviewing. Cronshaw and colleagues present examples of this
type of interview process for assessing adaptive skill.37 With the
right people in place, the CF can then make provision for further
training and development that will further challenge and enhance
the highly effective adaptive skills that the SOF leader already
has in place from a lifetime of previous practice and experience.
Overreaching in the matter of adaptive skills likely will yield
disastrous results for SOF soldiers as well as seriously damage the
success and reputation of the CF.

Conclusion
We began this chapter with a quotation from a well-known
leadership researcher, Dr. Gary Yukl, who lamented the state of a
field in which several thousand studies have been conducted
on leadership effectiveness with many contradictory and inconclusive results.
Having opined thusly, these researchers then plough ahead with
business as usual.

Is the goal to be able to say in fifty years

that we now have in hand tens of thousands of additional contradictory and inconclusive studies about leadership? This chapter
suggests a different path forward on leadership in the military,
one that is fundamentally grounded in theory and experience,
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rather than in research design, quantitative methodology, and
statistics. Leadership is inseparable from the efforts of growing
and developing human beings to adapt their changing circumstances in a positive and constructively assertive way on behalf
of themselves, others, and the world as a whole. The means of
studying leadership should be just as adaptable and multifarious
as the leadership phenomenon itself. Because leadership is of a
piece with life itself, its essentials are no more or less difficult or
esoteric to study and understand than any other area of human
inquiry and endeavor (with the possible exception of Wagnerian
opera). However, the study of it must begin and end in the human
condition, in the raw stuff of everyday experience, from whence
leadership evolves and culminates in a life journey of the talented and lucky few. Leadership is always there to seen, understood,
and appreciated in the moment - nothing about leadership is
hidden (at least in principle) from the astute, curious, and
informed individual. If the reader takes home this single message,
then our chapter will have served a useful purpose and might offer
an alternative and more productive way to study leadership, and
apply the results of leadership research, in the military.
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CHAPTER 5
Command of Coalition Operations in a
Multicultural Environment:
A Canadian Naval Niche?
The Case Study of Operation Apollo

Richard H. Gimblett

For the better part of two years – from December 2001 until the
end of October 2003 – senior Canadian naval officers exercised the
unique responsibility of commanding a multinational coalition
fleet gathered in the Arabian Sea for the initial stages of what has
become an on-going war against terrorism. Operation Enduring
Freedom (OEF, the American codename for the struggle) continues, but Operation Apollo (as this phase was known in Canada) is
over, and it is useful to begin assessing the “lessons learned”.
It may never be possible to determine the military effectiveness
of the operation: none of the coalition ships under Canadian
protection were attacked, while the Coalition fleets apprehended
fewer than a half-dozen suspected members of Al-Qaeda. Was it
because of the known effectiveness of the Coalition forces that the
terrorists never attempted to attack or to escape by sea? Did the
fleeing terrorists manage to elude detection, or were they just
never there in any appreciable numbers?

Answers to these

questions require access to highly classified intelligence material,
making them beyond the ability of this paper to pursue.
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For a public audience, there is an added dimension to this inability to quantify results: it encourages a tendency to overlook the
broader import of the operation. The Canadian naval success in
Operation Apollo has gone generally un-remarked and remains
poorly understood even amongst credible defence analysts. If the
impact of such benign neglect was only the minor damage done to
professional pride, it could easily be dismissed; however, when
partial or incomplete analysis (even when undertaken with no
malicious intent) is used as the basis for determining long-term
defence policy, an informed and accurate analysis becomes
absolutely crucial.1
Quite apart from the standard operational assessments, however,
it is possible to determine other “lessons learned”.

Operation

Apollo stands as a remarkable achievement in quite another
respect: the fact that for an extended period Canadian naval
commanders exercised a most efficient coordination of the at-sea
employment of a range of surface, air and sub-surface forces from
a disparate collection of navies – some of them not typical “allies”
and a great many from very different cultural backgrounds (in the
military as well as political and social senses). The apex was the
designation of a Canadian commodore as Commander Task Force
151 (CTF 151) from February through June 2003, including
the complex period covering separate American-led action
resulting in the overthrow of Saddam Hussein – Operation Iraqi
Freedom (OIF).
At one level, it is possible to categorize this command role as just
another amongst similar coalition activities over the years, and
indeed through the course of Operation Enduring Freedom. After
all, a Royal Australian Navy (RAN) commodore exercised
command of multinational forces in the Northern Persian Gulf in
the early days of OEF, as part of the continuing enforcement of
United Nations sanctions against Saddam Hussein’s regime.2
Later, at the same time that CTF 151 was established, another
coalition task force (CTF 150) operated in the Horn of Africa
region commanded in rotation by continental European Union
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allies.

However, the scope of the Australian command did not

extend so broadly as CTF 151, while CTF 150 was not as effective
in closing off regional traffic; neither command enjoyed the same
level of “seamless connectivity” with the United States Navy
(USN) as did the Canadian.

Interestingly, neither of the other

senior Coalition partners – Britain and France – exercised a
multinational command.3
Something clearly was different in the Canadian performance of
multinational coalition command. Closer analysis suggests that it
was undertaken in a fashion that is “quintessentially Canadian”.4
Indeed, one recent study points to Operation Apollo as “the
realization of what can be termed a ‘Canadian [naval] command
style.’ ” 5 Essentially, as a medium power navy with limited
resources, the Canadian Navy has sought “command parity” with
its larger allies (the US and Great Britain) so as to ensure its
operational independence from them; but as an essentially smallship navy with limited power projection capabilities, it has had to
compensate through technical and tactical innovation, much of
which results from a unique level of interoperability with the
USN. At the same time, what can be styled the “values” behind
Canada’s increasing multicultural diversity, and what seems to
be a national pre-disposition for multilateralism, have been internalized by the senior commanders of the service making them
uniquely sensitive to the fostering of coalition operations. The
authors of that study concluded:
One could argue that Canada’s national culture with its
traditions

of

bilingualism

and

multiculturalism;

Canada’s military culture with its history of alliance and
UN operations; and Canadian naval culture based
on operational and command competence, enlightened
leadership and management techniques, and a judicious
exploitation of available technology make the Canadian
Navy’s command style a model for coalition operations.
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Subsequent research developing certain aspects of this “command
style” theme as part of an examination of “networked capabilities” points to a conclusion “reinforcing the validity of an
approach that balances the human and technological factors…
[in] developing… network-enabled systems and procedures.”
It specifically refers to the success of Operation Apollo in arriving
at that conclusion:6
Fundamentally, human-centred networks are the basis of
the Canadian naval command style: primarily in the
pre-disposition to engage the widest variety of coalition
members in task force composition, and then to ensure
their effective participation in any operations.
Canadian command of the multinational naval coalition in the
Arabian Sea was not pre-ordained. Rather, it was the logical culmination of a variety of factors over a long period of gestation.
Certain elements of these can be discerned as coalescing in recent
years, but it was not until Operation Apollo that they were all to
combine to noteworthy effect.
This paper will undertake a deeper exploration of the nature of
the Canadian Navy’s “coalition command” role. It will argue that
a useful model for understanding it is the unifying framework
of the “environment-technology-culture triad,” where the three
factors of environment (the sea), technology (a major control
mechanism for exercising command), and culture (service,
organizational, and national) are taken to be the most important
factors that impact naval command styles. 7 It will follow with a
detailed discussion of each of those factors in the Canadian
context, allowing for the fact that there is some iterative overlap
amongst them. The paper will conclude that the case study of
Operation Apollo demonstrates how, in this era abounding with
arguments that the Canadian Forces must specialize in areas
of strategic effect,8

these factors have combined in a special

permutation that makes coalition naval command a “niche” role
for which our Navy is ideally suited.
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Environment
A number of factors work to determine the precise fleet mix of the
Canadian Navy, but its general structure is largely the result of
the physical environment in which it must operate. The Navy is
required to patrol a vast offshore estate on two separate coasts
(the Atlantic and the Pacific), with operational responsibility for
a third (the Arctic), and none of the regular operating areas close
to either of the two principle ports (Halifax and Esquimalt). The
combination of distances and the most challenging spectrum of
sea conditions in the world demands a basic fleet composition of
vessels with long range to deploy and patrol for a useful period
between fuelling, and with good sea keeping ability to provide
a stable platform from which to operate with reasonable
effectiveness. The further budgetary demands for economy have
driven the compromise solution to adopt the frigate as the basic
hull type best satisfying those purposes: to prove the point, the
smaller corvettes of the Second World War are generally accepted
as having been relatively ineffectual, while the St. Laurent-class
“destroyers” that constituted the bulk of the fleet through the
Cold War are now recognized to have actually been “frigates” in
all but name; only lately have frigates such as the Halifax-class
topped over 5000 tonnes, mostly due to the requirements of crew
comfort (habitability).9 The specialized function of command and
control demands a larger vessel (such as the true destroyer type)
with more internal space for the additional communications
equipment and task group staff needed to deliver the capability.
Finally, to round out the mix, an underway fleet replenishment
capability assures operational independence and the ability for a
force to remain at sea for extended periods. The end result is a
fleet capable of oceanic ranges and possessing a balanced trinity
of general-purpose warfighting capabilities: command and
control (C2, as presently epitomized in the DDG-280 class
of destroyers); operational depth (frigates, submarines and
attached aircraft, both helicopter and fixed-wing); and integral
sustainment (an operational support ship). The consequence of
meeting these national requirements just for domestic defence,
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therefore, is that the Canadian Navy is also remarkably suited
to overseas deployments.
The adaptability of such a fleet mix – and the implications for
coalition command – were first impressively demonstrated in the
Persian Gulf War of 1990-91, when the Canadian Navy found its
operating environment literally turned on end, from a focus on
Cold War North Atlantic anti-submarine operations to tropical
inshore anti-air and anti-surface operations in a new era of
uncertainty. The transition was effected relatively easily in part
due to the technical and cultural points that will be discussed
below. In large measure, however, it was because the long Cold
War patrols and exercises to the far reaches of the Atlantic
and Pacific oceans had made the Navy entirely comfortable in
deploying over long distances for prolonged periods with minimal
external support. Since then, over the course of the 1990s and
now into the 21 st century, the South West Asia theatre of
operations has become naturalized as a second home for the
Canadian Navy: between the frigate deployments with USN
carrier battle groups through the 1990s and the effort of
Operation Apollo, practically every major surface vessel has seen
service in the region, and it is rare to find a sailor who has not
been there at least once (and many on several occasions); these
latter ranks include a significant proportion of current senior
naval commanders.
The Navy’s operating environments over the past half-century,
primarily through Cold War operations and exercises with our
allies, but more recently through growing involvement in peace
support operations, have seen extended deployments around the
Pacific Rim (from MARPAC – Maritime Forces Pacific – on the
west coast), into European and Caribbean waters with North
Atlantic Treaty Organization (NATO; from MARLANT – Maritime
Forces Atlantic – on the east coast), and around South America
(from both coasts).

A not-unrelated consequence is that the

Canadian Navy has established direct relations and close
operational ties with practically every navy (and in their own
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home waters) over which it would exercise coalition command
in more recent years: in the first Gulf War (Operation Friction,
1990-91); off Haiti (Operation Forward Action, 1993-94); in the
Adriatic (in command of the Standing Naval Force Atlantic,
SNFL, 1993-94 and 1999-2000); off East Timor (Operation
Toucan, 1999-2000); and the second Gulf War (Operation Apollo,
2001-03).10

Technology
The greatest driving factor in the realm of technology has been
the Navy’s quest for “communications interoperability” (sometimes referred to as “connectivity”) with the USN. In a uni-polar
geopolitical context where interoperability with the USN is the
goal to which all navies aspire, it usually goes unnoticed that
the Canadian Navy has enjoyed this for a long period and at a
privileged level not possible for any other allies, due to Congressimposed constraints on the sharing of US technology that has
been mitigated only to facilitate the shared responsibility for the
defence of North America. For most of its existence, this “very
special CAN-US relationship” was culturally driven, going back
to the drafting of the Basic Defence Plan in 1940 in preparation
for defence against an apparently triumphant Nazi Germany
in the Second World War, and its continuation into the postwar
period for defence against an attack by the Soviet Union.
Through the Cold War, the relationship tended to be construed as
an exclusively air force role, in the form of NORAD (the North
American Aerospace Defence Command), but there was always an
important naval dimension, demonstrated most visibly when the
Canadian Navy sailed during the Cuban Missile Crisis in October
1962 to its assigned stations in accordance with established plans
and procedures. For the most part, however, operations between
the two navies tended to be coordinated at a higher level with
little direct interaction amongst ships at the tactical level.
In the 1980s, however, the changing Canadian naval operating
environment added impetus to our involvement in what would
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prove to be a revolutionary technological change that has become
the focus of interoperability, the advent of what is known as
“network-enabled operations” or NEOps. The development of the
Canadian Patrol Frigate program, and more specifically the
introduction of new passive towed array sonar (TAS) sensor
technology that promised detection ranges in the order of
hundreds of miles, allowed open-ocean Anti-Submarine Warfare
(ASW) to be waged most effectively with widely dispersed formations. On a basic technical-procedural level, the exchange of
contact information required over-the-horizon communications
beyond the capability of the standard line-of-sight ultra-high
frequency (UHF) Link-11 tactical datalink (inter-ship computerto-computer communications), but the alternative longer-range
HF link was not only too unreliable for high data-rate flows but
also too easily intercepted by enemy direction finding. The
solution developed by the USN was satellite communications
(SATCOM), at UHF and higher frequencies (all beamed into space
and returned on a narrow undetectable line-of-sight “footprint”).
An additional improvement came from the fact that the Canadian
version of the TAS processor was demonstrating significantly
greater detection ranges over the USN version, leading American
commanders to invite TAS-fitted Canadian ships to participate in
the strategic ASW prosecution of Soviet ballistic missile nuclear
submarines off the shores of North America.

Initially, this

involved the older steam destroyers experimentally fitted with
TAS in anticipation of production of the Canadian Patrol Frigates
(CPFs), but it soon led to the establishment of Canadian exchange
officer positions on the staffs of both the USN Pacific and
Atlantic fleet commanders.

Additionally, this role required

connectivity between Canadian and USN ships at a much higher
level than had ever existed, even through the tactical datalinks,
resulting in the fitting initially of the JOTS (Joint Operational
Tactical System) digital display and eventually its web-based
successor, GCCS-M (Global Command and Control System,
Maritime), for the exchange of detailed positioning information.11
The stipulation of SATCOM and JOTS/GCCS-M as standard fits
on the CPF was soon broadened for it to be included as part of the
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TRUMP (Tribal Update and Modernization Program) package
aimed in part at transforming the aging Iroquois-class destroyers
into proper command and control flagships. Fundamentally, this
meant not only privileged Canadian access to these revolutionary
communications developments, but also that every ship in the
fleet was a potential command and control platform (this came to
include also the replenishment vessels, which were outfitted as
alternate command ships for overseas deployments).
Brought together, these technical developments had significant
implications for the nature of command in the Canadian Navy.
Previous notions of command and control optimized for close-in
ASW no longer were appropriate. At the ship level, individual
commanders discovered a new independence, requiring greater
emphasis

on

their

initiative

and

technical

competence.

Operational level commanders found their tactical horizons
broadened significantly beyond the immediacy of close-in convoy
escort to responsibility over ranges literally oceanic in breadth.
At about the same time, the USN was finding the management of
modern naval warfare increasingly complicated, and began to
promote the concept of sub-dividing the responsibility of the
overall “Composite Warfare Commander” among “Subordinate
Warfare Commanders” for each of the anti-air, anti-submarine,
anti-surface and strike duties, who would “command by
negation” within the scope of the principle commander’s general
guidance (that is, juniors are authorized to operate within a
pre-planned broad scope of action unless over-ridden by senior
commanders).12 By the late-1980s, with their new technical antisubmarine and command and control capabilities, Canadian task
group commanders increasingly found themselves assigned the
major warfare responsibility of ASW Commander in NATO and
allied exercises.13

During the first Gulf War, when US Navy

commanders looked for a subordinate warfare commander
to oversee the Coalition Logistics Force (CLF), they turned naturally to the Canadian Task Group Commander – who became the
only non-US officer to hold such a high warfare coordinator’s
position in that conflict.14
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The 1990s witnessed the accelerated pace of the technical aspects
of networking as it is understood today, with the incorporation of
personal computers and the development of a classified internet
on which web-based formats have become the norm.

The

Canadian Navy again enjoyed privileged access to USN developments, including witnessing the introduction by the Commander
Task Force 12 (CTF 12, the Pacific theatre ASW commander based
in Pearl Harbor) in the mid-1990s of the “WeCAN” (Web-Centric
Anti-Submarine Warfare Net) as a real-time theatre and tactical
level information sharing capability for Under-Sea Warfare
collaborative planning and execution. This eventually served as
the model for the lower classified COWAN (Coalition Wide Area
Network) employed in Rim of the Pacific (RIMPAC) exercises,
of which Canada was a major participant.

From about the

mid-1990s, the Canadian Navy began deploying its new frigates to
the Persian Gulf to assist in the enforcement of United Nations
sanctions against Iraq. By special agreement between the head
of the Canadian Navy (the Commander of Maritime Command,
then-Vice-Admiral Lynn Mason) and the US Chief of Naval
Operations (Admiral Mike Boorda), these ships were fully
“integrated” into their respective carrier battle groups.15 This
higher level than mere tactical coordination required the
Canadian ships to have full communications connectivity, including access to the more complex and classified SIPRNET system
(the Secret Internet Protocol Router Network, a US Department
of Defence managed system to allow the sharing of classifed
information among military personnel, with multiple levels of
access). The concept proved a great success, and over the course
of several years, the bulk of Canadian Navy ships thus came to be
fitted with the hardware and crews familiarized with network
concepts.

Future Canadian commanders gained additional

exposure to the developing concept of “network-centric warfare”
(NCW) through participation in the high level annual USN Global
War Games, after Admiral Arthur Cebrowski, the leading
proponent of the concept, became president of the Naval War
College in 1998.16
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In the wake of the Al-Qaeda attacks on the United States on 11
September 2001, Canada deployed a task group to support the
global war on terrorism (Operation Enduring Freedom / Apollo).
The Canadian Navy was the first major non-American force to
arrive in-theatre, and quickly found itself charged with the
significant undertaking of exercising overall command of
other Coalition naval forces as they arrived in the Arabian Sea
(four Canadian commodores served in succession over the
eighteen-month period from November 2001 through June 2003).
The appointment as Warfare Commander for the Arabian Sea
theatre of operations, CTF 151 was arguably the first true exercise
of operational-level command by a senior Canadian officer since
the Second World War.
It could not have been accomplished as successfully or as professionally as it transpired but for the employment of networked
operations.

The full range of network-enabled capabilities in

Operation Apollo comprised: the “secret” level COWAN, with its
cross-linked web pages, e-mail and “Sametime Chat” features;
MCOIN III (the most recent web-based version of the Maritime
Command Operational Information Network, a classified national wide area network similar to the American SIPRNET, with
COWAN residing on it); and the Link-16 and Link-11 tactical
datalinks, as well as GCCS-M to maintain the “recognized
maritime picture”. The level of Canadian communications interoperability with the USN was unparalleled; in the words of
Commodore Eric Lerhe, “The Task Group Commander embarked
in a Canadian destroyer enjoyed a level of C3I (Command,
Control, Communications and Intelligence) unmatched outside of
a USN cruiser.”17 As will be discussed below, they put it to even
better effect, by working hard to expand the technology net to
include those outside of it.

Indeed, the Canadian Navy has

recognized its “force multiplier” potential by acting in a
“Gateway C4ISR” (C4ISR = Command Control Communications
Computers Intelligence Surveillance Reconnaissance) capacity
between the USN and less well-equipped coalition members.18
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The challenge remains the ability to maintain the pace being
set by the USN.

As observed by a senior Canadian naval

officer, “Technological solutions are being developed to overcome
these obstacles, however a restrictive information sharing culture
in the US is proving to be as difficult as the technical one. Until
these problems are resolved, the Canadian Navy’s necessary vision
of seamless technological procedural interoperability with the
USN will remain highly problematic.”19
Yet another dimension of the growing technology gap between the
USN and prospective coalition partners is providing additional
rationale for the Canadian role in command of coalition forces.
Increasingly, the transformation of the United States Navy is
focused upon the acquisition of larger and more technologically
advanced power projection warships that are beyond the capacity
of most medium-sized navies, such as nuclear powered aircraft
carriers, Aegis cruisers and destroyers, and nuclear attack
submarines (even the smaller “Littoral Combat Ship” is likely to
prove prohibitively expensive for others to acquire in sufficient
numbers to warrant employment according to its concept of
operations); meanwhile, the bulk of the older ships being retired
by the USN are the frigates and smaller destroyers that perform
the myriad fleetwork tasks of scouting and interdiction farther
afield from the carrier battle groups. This fleetwork gap, therefore, is tending to be filled by other coalition partners, the
majority of their medium-sized navies being composed largely of
frigate-type vessels. As discussed in the “environment” section
above, that also has been the traditional structure of Canada’s
navy, giving us a good understanding of the range of mid-level
tasks inherent in those types of operations; what with our unique
level of communications interoperability with the USN, that
situates us ideally to command coalition fleetwork operations.
Indeed, in private conversation, USN admirals will candidly
admit that the Canadian Navy manages the frigate navies of other
nations better than they could hope to. 20 The reasons for that will
be developed in the following section.
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As discussed in the environment section, one consequence of
Canadian naval operations spanning the globe is that practically
every member of the various coalitions in which we have
participated was a known quantity well in advance of actual
operations.

This naval “reach” is in direct correlation to the

number of multilateral organizations to which Canada belongs,
chief among them being NATO, the Commonwealth, La
Francophonie, the OAS (Organization of American States), APEC
(the Association for Asia-Pacific Economic Cooperation), and of
course the United Nations. In short, the Canadian multilateralist
instinct that is presumed to exist primarily at the political level
is equally at play at the military level.
The bigger allies (the United States, Britain and France) also are
broadly represented in these forums, but Canada has never been
in a competitive power relationship with any of the other junior
countries – in other words, to put it bluntly, our participation
comes without the “imperial baggage”, making our command role
less problematic for many of them. The “coalition of the willing”
that gathered in the Arabian Sea in late 2001 and through 2002 at
various times included (in rough order of appearance) British,
French, German, Dutch, Greek, Italian, Spanish, Australian,
Japanese and New Zealand forces (the list comprised 21 nations
in total21) – a multinational mélange far more complex in its
makeup than its ostensibly “western” appearance might indicate.
Simple matters of realpolitik meant that very few of them could
have worked comfortably under the direct command of any of the
others, especially as competing national objectives came to the
fore into 2003 in the debate over what action to take against
Saddam Hussein’s Iraq.

As will be discussed below, Canadian

naval command presented a non-threatening compromise option
that arguably was critical for maintaining the integrity of the
coalition.
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The reasons why our naval leadership should be acceptable
are several, and go deeper than any purely political attempts at
objectivity. Indeed, they spring from a national military makeup
that reflects cultural origins in common with the political. In the
case of the Canadian Navy, there is very good evidence to suggest
the realization of the old adage, that the military should reflect
the values of the nation which it serves. Just as the Navy has
broadened its French-English representation beyond the old
stereotype of the RCN as a bastion of Anglo-Saxon prejudice, so
too in recent years it has come to include evolving post-Charter
social norms and the multicultural diversity of many new
immigrant communities. It is not a perfect proportional representation – the low number of visible minorities serving in the Navy
attest to this (even if they are no lower than the other services)22
– but recent operational experience demonstrates that modern
naval commanders have internalized the values associated with
our multicultural makeup: an ease of working with others who
are different, and a desire to foster inclusiveness. This statement
from a Canadian government web site, responding to its own
question “What is Multiculturalism?”, applies with only minor
variations to the approach of Canadian naval commanders in
the Arabian Sea, if the terms “all citizens” and “Canadians” are
replaced with “Coalition members”:23
Canadian multiculturalism is fundamental to our belief
that all citizens are equal. Multiculturalism ensures that
all citizens can keep their identities, can take pride in
their ancestry and have a sense of belonging. Acceptance
gives Canadians a feeling of security and self-confidence,
making them more open to, and accepting of, diverse
cultures.

The Canadian experience has shown that

multiculturalism encourages racial and ethnic harmony
and cross-cultural understanding, and discourages
ghettoization, hatred, discrimination and violence.
Through

multiculturalism,

Canada

recognizes

the

potential of all Canadians, encouraging them to integrate
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into their society and take an active part in its social,
cultural, economic and political affairs.
Another dimension to the spirit behind this desire for inclusiveness is motivated by the place Canada sees for itself in the world.
But the willingness of others to defer to Canadian command is
granted not just to satisfy our desire; it comes also in recognition
of our competence to act in that capacity. The notion of middle
power functionalism is falling out of favour amongst political
science theorists, but in the real world of practical military
application it remains very much an animating impulse. Over the
years, it has been witnessed in our own quest for “command
parity” with the navies of our bigger allies, originally the Royal
Navy and more lately the USN, to ensure our operational and
hence political independence from them. Command parity was
first realized during the Second World War with the establishment
of the Canadian Northwest Atlantic area, the only theatre of war
ever to be commanded by a Canadian, in recognition of the vital
role being played by the RCN in the Battle of the Atlantic. The
subsequent experience of the Korean War, during which Canadian
ships were divided amongst American and British task groups,
convinced Canadian commanders that however operationally
sound such measures were the political impact of the deployments
had been diminished; thereafter it has been “practically an article
of faith” for Canadian naval commanders that warships on operational deployments should be kept together as a recognizable
national naval task group.24

Being able to offer a viable task

group to an exercise or operation – complete in all the constituent
elements of command and control, sufficient units to ensure
operational depth to accomplish a variety of fleetwork tasks, and
integral sustainment – consequently legitimized the expansion of
our national groups to bring within their control the vessels of
other nations that were either surplus to their requirements (as
with the USN) or which could not support such an independent
group (most smaller European powers with a regional focus).
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Where the benefit to less capable nations should be obvious, what
is truly significant in this respect is the willingness of the USN to
assign their warships to act under Canadian command in recent
operations. This recognition is a demonstration of the confidence
and trust that they extend only sparingly to other national services in peacetime exercises, and is practically unprecedented in an
active combat zone.

Indeed, it was underscored from the very

beginning of Operation Apollo, which saw the Canadian task
group assigned responsibility immediately upon arrival in theatre
in November 2001 for the close protection of the US Marine
amphibious ready groups operating off the coast of Pakistan. To
assist in that task, and others that developed from it, the USN
generally also assigned at least one Aegis-class destroyer and one
or two other frigates to act under Canadian command.25
Bringing the matter back full circle, there is something about
Canadian naval culture that drives our commanders to take more
particular care to seeing to the needs of coalition partners in the
interest of obtaining their most effective operational employment.
Bigger allies tend either towards the expectation that contributors to an operation will do so in full compliance with previously
agreed commitments as required to undertake the mission, or
towards discounting forces with obvious technological handicaps
as little more than an obstruction to the efficient conduct of
the mission; such tendencies miss the range of nuances between
coalition partners having very different political objectives, and
their very real desire to participate meaningfully despite
acknowledged capability shortcomings.

The very different

Canadian approach again probably stems from our own desire to
be recognized and appreciated by our senior partners.

Within

NATO, the Canadian Navy has always strived to “punch above its
weight”.

Even in the 1980s, when the aging fleet of steam

destroyers was the butt of media disdain as “the rust bucket
fleet”, Canadian commanders endeavoured to make our ships
meaningful participants (within their capacity) in NATO exercises, and Canadian staff officers were especially influential within
the NATO command structure, with for example a vice-admiral

128

Dimensions.qxd

10/4/07

10:23 AM

Page 129

CHAPTER 5
serving as Chief of Staff to SACLANT (the Supreme Allied
Commander Atlantic) coordinating the staff efforts of that headquarters, many members of which were Canadian exchange officers. That disproportionate dominance in SACLANT was borne
as much from the desire to participate as from the professional
competence that earned such positioning, and it contributed
to significant developments, such as the CONMAROPS (Concept
of Maritime Operations) that was to shape NATO naval
developments through the 1980s.26
This has been reflected in recent operations by our own
commanders paying special attention to the technical capabilities
and limitations (caps & lims) of coalition members, to ensure their
best operational employment, while also taking account of their
political direction and aspirations. The examples are legion, but
two will suffice to demonstrate that this is not an isolated phenomenon.

In the first Gulf War, the Canadian task group

commander had among the multinational members of the
Combined Logistics Force under his command a Danish warship
with very restrictive ROE (rules of engagement) that prevented its
captain from aggressively patrolling his assigned sector to take
pre-emptive action against potential threats; recognizing this, the
Canadian commander purposely stationed the Dane up-threat,
so that it might legitimately invoke its “inherent right of selfdefence” to protect the supply ships he was escorting further
down-threat.27 Another example in the more recent Arabian Sea
operations involved all Canadian commanders going to great
lengths to include the Japanese Maritime Self Defence Forces
(JMSDF) operating in the area. The JMSDF was the only other
nation to undertake the deployment of a potent task group
similar in composition to our own (typically comprising one of
their newer-generation Aegis-class destroyers, an older destroyer
or frigate, and a supply ship), but their employment was guided
by the significant constitutional restriction of not being able to
engage directly in combat operations. As such, each of the
Canadian commodores in turn made frequent personal visits to
their Japanese counterparts and invited them to the Canadian
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flagship to share information and discuss procedures, always
mindful not to compromise the national direction to which the
Japanese commanders were responsible. From all accounts, it was
an arrangement that was mutually and professionally beneficial:
although their constitutional imperatives were never compromised, on many occasions the JMSDF provided information that
was critical to compilation of the recognized maritime picture. 28
This cultural disposition practiced by Canadian naval commanders is captured nicely in the observation that, “Overall, the
maintenance of a deep-seated foundation of professional values
inherited from the Royal Navy (RN), with an overlay of Canadian
social values, and to a lesser extent Canadian naval experiences,
has resulted in an operational culture that is distinctively
Canadian.”29

The true measure of how deeply this national

propensity for multilateralism and the notion of middle power
functionalism has been inculcated in the Canadian Navy is that
our naval commanders appear to understand political objectives
of coalition naval operations better than our elected governments.
This was evident in the first Gulf war, when the Canadian theatre
commander, then-Commodore Ken Summers, realised that our
national headquarters should be located in Bahrain (from where
the USN was directing the UN-mandated sanctions effort)
as opposed to Riyadh (from where US Central Command was
directing the more controversial coercive action against Iraq); the
result was that our task group was more effectively positioned to
participate in the Coalition embargo effort. This thinking again
animated the approach to Operation Apollo, which saw the Navy
able to convince the government that a bold naval deployment
(both in terms of the maintenance of a fairly sizable force, and of
the range of missions it was authorized to perform) was the best
means of achieving the delicate balancing act that Prime Minister
Chretien was attempting to perform in keeping his distance from
the Bush administration while contributing effectively to our
more general security.

In both cases, the naval role ensured

Canadian military participation in a Coalition context, serving
as a counterweight to US dominance; and command of those

130

Dimensions.qxd

10/4/07

10:23 AM

Page 131

CHAPTER 5
operations was the ideal expression of the government’s geopolitical objectives, while the effective exercise of that command
worked ultimately to the operational and strategic benefit of all.

Environment-Technology-Culture in Operation Apollo
The various elements of the environment-technology-culture triad
came together to great effect for the Canadian Navy with the
dispatch of a naval task group to the Arabian Sea in the fall of
2001. The ability to deploy a significant combat force capable of
working with the USN immediately upon arrival in theatre
demonstrated the inherent adaptability of the fleet stemming
from its domestic environmental conditions.

Along with the

gateway C4ISR technical capabilities resident in the task group’s
flagship, the obvious professional competence of the Canadian
sailors and their commanders in a variety of warfare skills, and a
cultural pre-disposition to act in concert with others, a succession
of Canadian commanders very quickly earned and maintained a
command role over other coalition forces as they came and went.
The ability to sustain that command for the better part of
two years, as the operation evolved through different phases,
including the enormous strains of conflicting national sentiments
over operations in Iraq, is testament to the notion that command
of coalition forces is a role for which the Canadian Navy is
ideally suited.
The exercise of that command was raised to a particularly high
level through the constant interplay of various environmental,
technological and cultural factors.

The ranges of the area of

Canadian responsibility, spanning from the longitude of the IndoPakistani border in the eastern reaches of the Arabian Sea, well
south of the Arabian Peninsula to the Horn of Africa, and then
north into the Persian Gulf, presented enormous challenges to
the command and control of the operations. The key to success
was effective employment of networked links with the USN,
for which the prerequisites were access to the American communications channels and possession of SATCOM to ensure reliable
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connectivity.

For a variety of reasons, Canadian commanders

enjoyed the highest entry levels to both of those prerequisites: on
one hand, USN commanders are constrained from sharing access
too widely even with other close allies; on the other hand, other
forces were unable to invest fully in the expensive proposition of
obtaining the required hardware and maintaining the several
associated satellite channels on a continuous basis. To extend the
connectivity throughout the task force, the Canadian task group
commanders undertook a variety of initiatives to gain as many
other coalition members as possible to adopt COWAN (the
Coalition Wide Area Network), if only on a limited basis.
Eventually a modest short-range network was established for the
non-SATCOM fitted coalition members, through the mediums of
High Frequency (HF) Battle Force E-mail (BFEM) and Link-11
tactical datalink (TADIL).
Although such efforts as maintenance of the networks were
necessary for effective tactical mission performance, they served
also to reinforce a feeling of inclusiveness amongst other coalition
partners.

The strategic benefits arose when the US embarked

upon the invasion of Iraq and very few other member governments were willing to go along with them. The existence of CTF
151 facilitated the continued engagement in the war against
terrorism of those coalition members, presenting a clear
separation of activities between the overt warfighting of
Operation Iraqi Freedom and the picture compilation and
maritime interdiction of the on-going Operation Enduring
Freedom.

It is possible to postulate that, without a Canadian

naval commander able to exercise such a command, coalition
solidarity would have been fractured, delivering at least a moral
victory to the enemy.
If only for that, Operation Apollo warrants more detailed
examination, as setting the standard for future coalition naval
operations.

More specifically, the coalition command role

exercised by the Navy was a great success, and a useful model for
understanding its nature is the unifying framework of the
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environment-technology-culture triad.

Because the geography

of our environment will not change (the possibilities of global
warming notwithstanding), future Canadian fleets will continue
to incorporate a balanced set of capabilities in vessels able to
deploy over long distances for sustained periods.

The shared

responsibility with the US for the defence of North America will
continue to require our investment in such technology as
networked capabilities for maintaining effective command and
control with the USN, in what is likely to remain a privileged if
not unique relationship, positioning us to continue acting as
a gateway C4ISR between the USN and other navies.

It is to

be expected that our national cultural predisposition for multilateralism will continue to be translated through the professional
competence of our senior naval officers into their ability to take
command of the forces of other nations in a collegial fashion to
obtain the most mutually beneficial operational employment.
Because each of these factors involves some quality that is
uniquely Canadian, and their future combination as in Operation
Apollo is entirely possible, it is not unreasonable to argue that
command of multinational coalition forces is something for which
the Canadian Navy is uniquely qualified.
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CHAPTER 6
The Prominence of Military Intervention
to Support Human Rights in Report
of the International Commission
on Intervention and State Sovereignty:
The Responsibility to Protect

Steve Nolan

The United Nations’ International Commission on Intervention
and State Sovereignty (ICISS) has developed the Responsibility to
Protect doctrine, which codifies the belief that human rights
supersede sovereignty rights. Proposed and supported largely by
the efforts of the Canadian government, Responsibility to Protect
deals with the broad spectrum of the global human security
environment. The main thrust of the report is that each sovereign
nation is charged with the responsibility of protecting the
fundamental human rights of its citizens. A failure to protect
these rights gives impetus for the international community to
intervene and correct the injustice. The focus of the report on
prevention, scaled intervention with military intervention as a
last resort, and finally a re-building phase, would leave one
believing that this policy will lead to a more stable world. A
careful analysis of this policy shows that this is not necessarily
the case. The main tenet of the section dealing with intervention
is a list of guiding principles for potential military interventions.
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The concepts of determining when an intervention is justified,
authorization of the mission and scope of the intervention are all
laid out. Although it is clearly stated in Responsibility to Protect
that military intervention is the last option to be considered,
adopting this policy may mean that this option will be used
in ever increasing frequency. There are three key reasons for
suspecting that if the United Nations (UN) or Canada implements
the recommendations of Responsibility to Protect, military
interventions will increase, vice the stated intent of only using
them as a last resort. First, historical precedents of how sovereign
nations interact with each other in a self-interested way have
created friction. If ‘responsibility to protect’ weakens the current
system of non-intervention and the sovereign rights of nations,
then more friction, not less, will occur. Second, the prescriptive
flaws in the policy; specifically the lack of available, efficient and
acceptable preventive mechanisms, as well as the onerous
approval process for these types of non-military interventions,
will lead to situations where downward spiralling human
security concerns cannot be stopped because of slow administration and ineffectual reactions from the international community
and its governing bodies. In turn, this will devolve into a situation
where only military intervention can ameliorate humanitarian
concerns. The occurrence of more military interventions, and the
strains on the international system of sovereignty, would mean
greater international instability that may affect the human
security environment. Third, there is a need in these cases for a
complete regime change in order for the cessation and prevention
of further humanitarian abuses. Although Responsibility to
Protect states that only a minimum amount of intervention will be
attempted to correct the humanitarian transgressions, the fact of
the matter is that if a nation has forfeited its sovereignty because
it has not adhered to the UN humanitarian standards, and is
subsequently subject to a military intervention, then that country
will require a completely new governance structure. Taking these
factors in to account, it is clear that Canadian foreign policy,
which supports military intervention on the basis of stopping
human rights abuses through the Responsibility to Protect
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doctrine, skews the issue of military intervention from a force of
last resort to a force of choice. This chapter seeks to analyze the
Canadian policy within the context of the Responsibility to
Protect, examine the historical precedents leading to this
position, and determine the policy implications for Canada as it
furthers the Responsibility to Protect doctrine throughout the
international community.

Historical Precedent, Sovereignty, and Human Rights –
Prediction
It is important to understand the tension between Responsibility
to Protect and how it affects the sovereignty of nations.
Essentially, Responsibility to Protect can be seen as a natural
evolution

in

international

relations

and

has

significant

historical support in both policy and convention. The idea of
international governance in the field of human rights is by no
means new. Thomas Gillespie established a timeline that includes
the treaty of Westphalia as a supporting document for addressing
the human security agenda. This treaty is a document used
to uphold the concept of a non-interventionist sovereignty of
nations. He writes:
The Treaty of Westphalia which established the nationstate system that continues today undertook ‘to protect
specific groups within states from inhuman treatment’
further

demonstrating

the

reach

of

international

standards into domestic jurisdiction prior to 1945 was
the abolition of the slave trade by nineteenth century
treaties, the prescription for the treatment of war related
human suffering by the Geneva Convention of 1864 and
other such agreements.1
The idea that human rights can be legislated across borders by
international convention has historical precedence. This tradition
is further revealed by the operation of the UN:
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The UN system has generated more than fifty formal
human rights statements is evidence of a general belief in
human rights principles among its membership.2
Although the international community has long held a belief that
human rights should be protected, it has often relied on individual states to self-regulate their behaviour.
Intervening in the internal affairs of another sovereign state for
the sole purpose of ameliorating a human rights injustice is a
relatively new concept.

Jack Donnelly, a noted author on the

subject, defined the concept as follows:
Humanitarian intervention can be defined as intervention (in the narrow sense of coercive interference in the
internal affairs of another state) in order to remedy mass
and flagrant violations of the basic human rights of
foreign nationals by their government.3
The Responsibility to Protect puts forth the idea that the
predictive analysis abilities of the international community need
to be improved, expanded and widely employed in order to
identify threats to human security as early as possible. This is
easily stated, but would become problematic in practice for
several reasons. First, the countries conducting the prediction and
analysis have to carry out these actions in a selfless manner.
Second, the international community would have to deem the
analysis, and consequent recommendation for an intervention, as
correct and bereft of any economic or political benefit to the
nation conducting the analysis and requesting the intervention.
Lastly, the country that is potentially being analyzed would have
to allow this action to occur in the first place. This initial act of a
sovereign nation giving up some degree of its sovereignty to allow
predictive analysis or inspection is not likely to occur in many
cases. Even the ICISS report acknowledges this as a hurdle
to its proposal:
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States are becoming reluctant to accept any internationally endorsed preventative measures at all – even of the
softest and supportive kind. Their fear is that any “internationalization” of the problem will result in further
external interference and begin down the slippery slope
to intervention.4
In order for Responsibility to Protect to be adopted by the UN or
Canada, the predictive portion of the doctrine needs to be worked
out. The ability of the international community to identify and
analyze the existence of weapons that pose a threat to humanity
is a good example of just how weak and malleable the predictive
and analytical aspect of international relations really are.
The current international mood, and the general opposition to
intervention because of the United States’ invasion and occupation of Iraq, will remain a hurdle for Responsibility to Protect
doctrine and the likelihood of being implemented by the UN. The
prediction section of the Responsibility to Protect report remains
the weakest portion. A greater examination of the predictive
abilities, and Responsibility to Protect’s reliance on them, needs
to be completed. The lack of credible international predictive
abilities will continue to be a challenge to the success of
Responsibility to Protect.

The Prescriptive Flaws of Responsibility to Protect –
Intervention
The ICISS report concentrates the majority of its focus on proposing preventative measures designed to stop human rights abuses
by garnering international awareness, followed by support for a
spectrum of preventative measures including, in extreme cases,
military intervention. A recurring theme throughout the report,
which is used to highlight the need for Responsibility to Protect,
is the genocide in Rwanda. The call for effective response by the
international community gained real momentum because of this
incident. It was seen that:
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The United Nations Security Council knew that officials
connected to the government in Rwanda were planning
genocide, and credible strategies were present to prevent
or at least to greatly mitigate the genocide that followed.
However, the Security Council refused to take the necessary action. That was a failure of international will.5
The Responsibility to Protect uses this example to develop a
model on how the international community should act towards
countries that have, or are appended to have, a grave human
rights situation within its borders. The committee determined a
broad spectrum of intervention:
The full continuum of conflict prevention tools includes
positive inducements, such as development assistance to
promote good governance, human rights, and the rule
of law, mediation, and the use of good offices and
diplomatic envoys, but also encompasses more robust
forms of diplomacy including enforcement measures such
as sanctions. In extreme cases, prevention can also
involve the preventative deployment of military assets/
troops to mitigate or staunch an ongoing crisis.6
These types of missions are seen to be preventative measures
designed to avert a possible conscious-shocking event or series of
events. The Responsibility to Protect doctrine sees prevention
as the primary effort. Even though Responsibility to Protect
goes into detail about how prevention must be the focus of the
international community and how a military intervention can
only be used as a last resort, the majority of doctrine comprises
a set of principles for military intervention. The amount of
attention the document pays to military intervention belies its
stated intent of concentrating on prediction and non-military
intervention. The real focus of the report is on the use of a
military intervention to stop extreme cases of human rights
abuses. Understandably, military interventions – be they for
humanitarian or economic reasons – are the pre-eminent topic
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of international relations. Therefore, the main thrust of
Responsibility to Protect can be seen in the four principles for
military intervention: just cause threshold; the precautionary
principles; the concept of the right authority; and finally the
operational principles, all of which define how military missions
should be conducted.
The just cause threshold is what appears to be the primary
decision-making consideration for the use of military force in a
humanitarian mission. It explains the boundaries of what types
of actions constitute crimes that would warrant a military intervention to be considered. It states:
…there must be serious and irreparable harm occurring
to human beings, or imminently likely to occur, of the
following kind: large scale loss of life, actual or
apprehended, with genocidal intent or not, which is the
product either of deliberate state action, or state neglect
or inability to act, or a failed state situation; or large
scale ethnic cleansing, actual or apprehended, whether
carried out by killing, forced expulsion, acts of terror
or rape.7
Although no one would argue with the portion descriptive of a
large-scale loss of life, some may be concerned with the section
that includes the state’s inability to act. If a state suffered a
large-scale loss of life even though there was no genocidal intent,
and the state was unable to respond to the aftermath of the crisis,
the state would be open to an intervention by a predatory
neighbour or regional group. In a related vein, the use of the term
‘apprehended’ gives a lot of room for interpretation. It is in
line with the attempt to prevent these crimes, but it could be
subverted by any number of international or non-state actors to
bring about a change of government or the like. Although these
scenarios are seemingly far fetched, they are used to illustrate
that Responsibility to Protect would perhaps inhibit the
international system of law. Responsibility to Protect may make
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the world of international relations even more difficult. The
intent of Responsibility to Protect is to reduce human
suffering across the globe. If it creates more instances of chaos
and strife by breaking down the norms of international law, and
giving some justification to the predatory actions of certain
states, then it may find itself doing more harm than good despite
the best intentions of the policy.
Responsibility to Protect recommends military interventions
because a state’s inability to act or because of an appended threat.
This expanded list of qualifying scenarios may lead to an increase
in military interventions. Canadian Defence policy outlined in the
1994 White Paper on Defence indicates that Canada will support
military intervention into “failed states” although the type of
support is kept vague. The policy uses the term “humanitarian”
generally only disaster-type missions, and offers up medical and
engineering resources for short-term humanitarian efforts.
However, it does give an indication that the CF could be deployed
for missions that:
address genuine threats to international peace and
security

(as for example in the Gulf or the Former

Yugoslavia) or emerging humanitarian tragedies (such as
the situations in Somalia and Rwanda).8
Canada’s military policy has been supportive of the preventative
aspects of Responsibility to Protect, and because of the enlarged
list of possible missions – including humanitarian intervention –
has seen its number of deployments increase significantly since
this policy was adopted in 1994. The increase in military interventions carried out by the CF in the last ten years is an indication
that if the UN adopts Responsibility to Protect, the number and
scope of military interventions may increase.
Responsibility to Protect has developed four precautionary
principles used to caution decision makers when an intervention
is being considered: the right intention; last resort; proportional
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means; and reasonable prospects. The right intention states that
the military intervention must be completely about humanitarian
rights and have no benefits – economic, political, or otherwise – to
the intervening force. It goes on to state that a multilateral operation that is supported by regional opinion is the best way to
assure that the intervention adheres to the principle of “right
intention.” Ironically, this then would support a regional organization, such as NATO, authorizing and conducting the intervention. This is contrary to what the Responsibility to Protect states
in a subsequent section that deals with the authority to approve
such missions. These competing sub-sections add room for debate,
adding possible delays to the approval process and possibly
allowing the concept to be subverted for national interests.
The final principle, the principle of “proportional means”,
explains how the military force must be the minimum size
necessary to achieve a reversal in the human rights transgression
it was sent to correct. The scale of the force and the length of the
intervention are again open to debate. An analysis of the
Responsibility to Protect report shows that any country that
requires an intervention has failed in its responsibilities to its citizens, and is therefore a “failed state.”

This extension could

broaden the definition of failed state and require that any
military intervention stop at nothing less than a complete regime
change. Moreover, this interpretation would lead to larger and
longer deployments of military forces:
When military forces are employed they are trained and
equipped to support regional peace and security in ways
that do not escalate violence and distrust and without
resorting to attempts a militarily forced global engineering that ignores the transformative social, economic, and
political conditions that are essential to durable peace
and security.9
Forcing or engineering change may represent the Achilles heel
of the intervention for human rights policy. Even the best
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re-construction policy or plan does not account for the huge
cultural and normative changes, which are required for an
enduring peace and for the entrenchment of the human rights that
initiated the intervention and are now trying to be protected.
The precautionary principle, entitled “reasonable prospects”
outlines

a

seemingly

obvious

concept

that

the

military

intervention should first have a reasonable chance of success, and
that the intervention should not cause consequences greater than
the intervention is trying to stop. If there will be a greater use of
military forces with larger forces deployed for regime change and
re-building, the caveat of reasonable prospects may mean that in
the future only the easy missions will be attempted. Conversely,
this may mean that the really dire cases can be discounted as not
falling within the “reasonable prospects” envelope, and thus
never receive the international community’s attention at all.
Alluded to earlier, the “right authority” principle, proposes
an approval process for potential military interventions. This
principle states:
There is no better or more appropriate body than the
United Nations Security Council to authorize military
intervention for human protection purposes. The task is
not to find alternatives to the Security Council as a
source of authority, but to make the Security Council
work better than it has.10
Even though it appears to support the UN process, the policy
really spells out a recipe for reform, and goes so far as to say that
if the UN Security Council does not support a proposed action to
relieve human suffering then, “concerned states may not rule out
other means to meet the gravity and urgency of that situation.” 11
The tacit approval of how states are justified in acting without the
consent of the United Nations Security Council is problematic for
two reasons. First, it relates to progressive nature of interventions
encouraged by the Responsibility to Protect. Measures undertaken
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by the international community evolve towards a military
intervention, generally starting with much lesser measures, such
as monetary inducements, sanctions, and escalating towards the
threat of military intervention. This progression may take a
significant amount of time. That amount of time, combined with
the arduous approval process of the UN acknowledged by the
Responsibility to Protect doctrine, would give one the perception
that by the time a conscious-shocking event, such as genocide or
ethnic cleansing is believed to be imminent, the UN-approved
response time would be so long into the event that by the time it
actually occurs, military intervention will be the most likely,
and perhaps the only option remaining for the international
community. The Canadian Defence Policy is surprisingly
supportive of this, and in a very prescient way, has supported this
policy for quite some time. The 1994 White Paper states that the
military could be deployed for:
the protection of civilian populations and refugees,
national reconstruction, upholding international law and
opposing aggression. Nevertheless, Canada will remain
prepared to contribute forces to such operations, whether
they are authorized by the UN, or as part of the efforts of
regional organizations such as NATO or the CSCE.12
A

second

problem

encountered

when

adhering

to

the

Responsibility to Protect doctrine is that no time is stipulated
between the requests to the UN and when a nation or group can
act on its own. In cases of humanitarian intervention, a mere
appeal to the UN on day one and then an armed intervention on
day two can occur with the injunction that ‘lives were at stake’ as
the rationale. This is another instance of how this doctrine’s noble
principles can be subverted. The problem is not that this policy
can be subverted, as it is recognized that all policies can be the
core issue it is that it opens the justification of military actions for
debate, yet again, based on age-old arguments of self-interest
versus peace and order in international relations. The fact that
Responsibility to Protect does not address this aspect may make it
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no better than the current system of international order. However,
it is likely that Responsibility to Protect will severely weaken the
current, albeit limited, system of international order centred on
the UN, and replace it with a system where regional groupings,
nations and even non-state actors can theoretically justify any of
their actions using the policy.
The approval process for an intervention is so lengthy and
complex that once a potentially conscience-shocking event is
identified the time available for prevention is limited, and thus an
intervention will be the most likely course of action. Conversely,
the extended approval timelines in situations such as this may
relegate the international community to a more punitive role
using the international court, vice a preventative role using
predictive and less-than military interventions, in order to further
the cause of human security: “When the international community
has decided to intervene its efforts have been too late, its mandate
insufficient, and its resources and commitment lacking”. 13
Another potentially contentious aspect of “right authority” is
that it gives implicit authority for regional and sub-regional
organizations to act on their own if the Security Council “rejects
a proposal or fails to deal with it in a reasonable time, alternative
options are action within area of jurisdiction… under Chapter VII
of the Charter.”14 This policy opens the debate about regional
actors, territoriality, regional jurisdiction and its similarity to
colonialism.
The Responsibility to Protect doctrine favours a human security
agenda over the traditionally held views of sovereignty laid out in
the UN Charter. The concept of a hierarchical precedence for
which countries can enjoy sovereignty is not new. Mohammed
Ayoob puts forth the idea that if the structures of sovereignty are
not equally spread throughout all nations then it may lead to anarchy, or at best, unmitigated hegemony. Specifically, he cites the
historical example of Europe in the post Westphalian era as a period when sovereignty was only enjoyed by the stronger European
nations. Sovereignty was essentially given out to those countries
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that were of a like-mind; all other countries were not considered
sovereign and this allowed for the proliferation of colonialism.
This system of selective sovereignty or “standard of civilisation”:
… was the prevailing political policy in Europe until the
end of the 19th century and was based on the concept that
only those countries that had reached a certain standard
of civilised behaviour had the right to attain sovereign
status.15
Obviously, this raises the question of a return to colonial times.
Responsibility to Protect has the potential to divide the world into
zones of sovereign and un-sovereign nations, based entirely on the
western ideal of human rights. Perhaps the only way to avoid
repeating history is to ensure that the governing authority
for enforcing human rights rests solely with a recognizable international authority. Regional actors and alliances may pose the
greatest threat to the effectiveness of this system.
Noted Canadian author and member of the ICISS panel responsible for the Responsibility to Protect report, Michael Ignatieff, sees
this return to imperialism as a necessary step in international
relations to affect some change to the way the human security
agenda is handled:
This suggests that a liberal interventionist foreign policy
may be a contradiction in terms: principle commits us to
intervene and yet forbids the imperial ruthlessness
required to make intervention succeed.16
These views suggest a return to imperialism, where ‘peace, order,
and good government’ policies of the sovereign country ruled the
non-sovereign nations with a firm self-interest.
Although the aspects of Responsibility to Protect that are open to
interpretation, such as the state’s inability to act, how a potential
humanitarian transgression can be appended, and the like, are not
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necessarily strong arguments for not accepting Responsibility to
Protect, they do have a cumulative affect in that they raise more
questions than answers in international law.
One of the key problems with Responsibility to Protect is that it
allows regional actors to justify military interventions. The list of
causes that can be used to justify a military intervention would
encompass more scenarios and would in turn lead to more
missions. This fact, coupled with the implicit return to imperialism and the need to lengthen military interventions and expand
them to include regime change, would give grave concern to the
international community if Responsibility to Protect were to be
adopted by the UN.

The Means Justify the End – Re-building
In the post intervention country, there will be a need to implement
a system of governance to replace the governance structure that
allowed the human rights violations in the first place. This
theoretically will lead to greater global stability. Along with the
cultural problems that re-building a nation entails there also
exists the problem of whether or not the coalition or regional
actor that is conducting the re-building is doing so free of
economic, military, or political gain. The reality is that nations
will act in their self-interest, and that will always bring questions
about the justification of the intervention in the first place,
especially if it means greater economic gains from re-building
contracts or trade agreements. Countries will only engage in an
intervention if there is some gain for them in the long run, more
specifically: “…the threshold of pain for states undertaking
humanitarian intervention in which their national interests
are not substantially involved will be low”.17 Analysis of the rebuilding section of Responsibility to Protect indicates that the
only interventions to occur are not ones based on humanitarian
need, but ones that satisfy another country’s greed. Countries that
offer no economic or political gain for the intervener are not
likely to gain the necessary support to allow full Responsibility to
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Protect intervention and re-building efforts. Responsibility to
Protect states that it does not aim to conduct regime change but
to aim its policies specifically at the human rights problems.
This view is somewhat shortsighted because: “… in the past intervention for humanitarian purposes was targeted at a specific
behaviour, the new objective… must be to replace the offending
regime”.18 This is what is truly meant when it is said that a
country loses it right to sovereignty when it engages in human
rights abuses. Re-building cannot be completed unless it ensures
a future stable environment where human rights are protected,
unless it removes the governance structure that was responsible
for the human rights transgressions or was unable to prevent the
aforementioned crimes. Again, this means a larger military force,
a greater commitment by the international community in terms of
resources, and an increase in time for these interventions in order
to affect some aspect of required regime change.
The final chapter of the report that is dedicated to military intervention gives a prescription on how military interventions should
be conducted, the types of missions they should be given, and the
operational constraints that should be placed upon them. One of
the key principles that the Responsibility to Protect report tries
to put forth is that: “…the objective being the protection of a population, not the defeat of the state”.19 As shown earlier, this objective is contradictory to many of the other key aspects of the
Responsibility to Protect. Countries that warrant a human rights
intervention have essentially given up their right to be treated as
a sovereign nation. Under the program prescribed for these countries, every effort would have been attempted to prevent crimes
against humanity before long-term military intervention or
regime change would occur. This is seen in Canadian Defence policy that describes missions that are not limited in scope but have
far reaching effects. Missions that are not solely about military
objectives, but concern themselves with the macro view of supporting real change, allow for future stability. The 1994 White
Paper on Defence describes these missions and states that: “They
must not become ends in themselves; they must be part of a
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comprehensive strategy to secure long term, realistic, and
achievable solutions”.20

Again, it is seen that the somewhat

idealistic intentions of Responsibility to Protect cannot be physically replicated in the real world without some definite changes.
The implicit need for regime change once an intervention has
begun is one example of this.
Another example comes from the apparently conciliatory and
idealistic notion that Responsibility to Protect has altered the
international dialogue on human rights, by suggesting that the
paradigm be changed from the right to intervene to the
Responsibility to Protect. This shift is intended to place the onus
on counties to ensure they adhere to the international standard of
human rights or else they may lose their sovereignty. Previously,
the discussion was about whether or not outside coalitions
or regional actors had the right to intervene in a sovereign country’s domestic affairs. This left some room for discussion in the
international community.21

An unintended consequence of this

paradigm shift towards responsibility is that the Responsibility to
Protect is also placed elsewhere. When it is a Responsibility
to Protect, the international community would be required to
intervene – in some way – each and every time. Obviously, this
supports the point that Responsibility to Protect will increase the
overall number of interventions.
The re-building policy put forth by Responsibility to Protect is
essentially a sound concept for moving towards a more stable
world, where human rights is brought to the forefront of how to
achieve global security. It does, however, suffer some failings
when the policy is analyzed. First, the fact that countries will be
seen to be acting in a self-serving way, regardless of their true
motivations, will give cause for suspicion and approval problems
when an intervention is proposed. Second, there will be a need for
a complete regime change once an intervention is undertaken.
Finally, there is a subtle shift in the applicability of Responsibility
to Protect not only in domestic but international affairs as well.
All of these concerns are limiting factors for the successful
implementation of Responsibility to Protect.
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Conclusion
In the field of international politics, there exists a growing belief
that certain states have the responsibility to intervene in order to
stop governments from inflicting harm on their citizens. The
belief that the defence of basic human rights is, in and of itself,
reason enough to broach the sovereignty of nations. This ideal
although, commendable and apparently a self-evident truth
amongst many in western democracies, is contrary to current
international laws and conventions that uphold the global order.
Historically, intervention to ameliorate human rights transgression is not new. Responsibility to Protect seeks to avoid an
increase in interventions by stressing that the international
community must develop better predictive abilities, allowing
corrective action to be initiated sooner. This policy would be very
difficult to implement. The current predictive capabilities are
weak, and there is no impetus for the international community to
dedicate any more resources towards these capabilities. Further,
countries targeted for predictive assets and inspection would
not likely allow their sovereignty to be breached let alone the
international community’s lack of resolve to breach a country’s
sovereignty on the suspicion of impropriety.
Once a human rights transgression is detected, Responsibility to
Protect offers a prescription for their prevention. Implementing
Responsibility to Protect will most likely cause more discord in
international relations than it seeks to correct. In fact,
Responsibility to Protect allows regional actors to intervene if it
is felt that the UN is not acting fast enough. As the number of
scenarios that warrant interventions increases, there is a greater
possibility that more interventions will occur. Finally, the implicit return to an imperialist type of occupation, one that initially
sets out to alleviate human suffering, but then is required to
set up governance structures and assist the targeted country in
developing and supporting itself, will mean an extension of
military intervention and occupation, and an obvious expansion
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of

the

original

mandate.

These

prescriptive

aspects

of

Responsibility to Protect need to be expanded upon prior to
implementation.
The subtle change to the Responsibility to Protect would seemingly be a step forward, however, the reality is that not only is the
Responsibility to Protect applied domestically, but it is also
applied internationally. If the international community is responsible to protect human rights globally, then this can only result in
a dramatic increase in military interventions and a further strain
on international order.
Taking these factors in to account, it is clear that Canadian
foreign policy, which supports military intervention on the basis
of stopping human rights abuses through the Responsibility to
Protect doctrine, skews the issue of military intervention from a
force of last resort to a force of choice.

Although it does not

resolve the tension in international politics between the cardinal
principle of non-interference and the concern for human rights,
Responsibility to Protect is closer to solving the polemics of
the debate. It currently does not give a clear solution to the
problem but does present a way forward that should guide the
international community towards a system of international law
based more on morality than on territory.

Endnotes
1

Thomas R. Gillespie, “Unwanted Responsibility” Peace &

Change, 8 (3, Jul 1993): 225.
2

Ibid., 232.

3

Jack Donnelly, “Human Rights, Humanitarian Intervention and

American Foreign Policy: Law, Morality, and Politics” Journal of
International Affairs, 37 (2, Winter 1984): 311.
4

Report of the International Commission on Intervention and State

Sovereignty (ICISS). The Responsibility to Protect (Ottawa: International
Development Research Centre, 2001). Chapter 3, Section 34.
5

154

Ibid., Chapter 1, Section 1.

Dimensions.qxd

10/4/07

10:23 AM

Page 155

CHAPTER 6
6

Foreign

Affairs

Canada.

“Canadian

Non-Paper

on

The

Responsibility to Protect and the Evolution of the United Nations’
Peace and Security Mandate: Submission to the UN High Level Panel
on Threats, Challenge and Change” (Ottawa, April 2004) p. 8
[Online] Available from http://www.dfait-maeci.gc.ca/foreign_policy/
un_reform-en.asp).
7

ICISS Report. Chapter 4, Section 19.

8

Department of National Defence. 1994 White Paper on Defence .

(Ottawa, 1994) Chapter 6 [Online], Available from http://www.forces.gc.ca/
site/Minister/eng/94wpaper/white_paper_94_e.html
9

Ernie Regher, “Canadian Defence Policy Framework” Plough-

shares Monitor, (Spring 2004), 2.
10

ICISS Report. Chapter 8, Section 2.

11

Canadian Non-paper, 2004: 7.

12

1994 White Paper on Defence. Chapter 6.

13

Lloyd Axworthy, Human Rights. Vital Speeches of the Day,

07/15/2000, 66 (19): 580.
14

Canadian Non-paper, 2004: 8

15

Mohammed Ayoob, “Humanitarian Intervention and State

Sovereignty”, International Journal of Human Rights. 6 (1, Spring
2002): 83
16

Michael Ignatieff, The Warrior’s Honour. (Toronto: Penguin,

1998): 98
17

Ayoob, 2002: 83

18

Gillespie, 1993: 219

19

ICISS Report. Chapter 8, Section 8.

20

1994 White Paper on Defence, Chapter 6.

21

Donnelly, 1984: 315.

155

Dimensions.qxd

10/4/07

10:23 AM

Page 156

Dimensions.qxd

10/4/07

10:23 AM

Page 157

CHAPTER 7

CHAPTER 7
Leadership in Low-Intensity Conflicts:
The Example of the Israel Defence Forces

Sergio Catignani

This chapter examines the leadership challenges that military
organizations face when conducting low-intensity conflict (LIC)
operations. Without falling into the trap of trying to define in
minute

detail

what

LIC

is,

given

the

fact

that

such

a term is contested both by academics and by security professionals, this chapter contends that the term low-intensity conflict
covers a wide gamut of scenarios. These include insurgency and
counter-insurgency, terrorism and counter-terrorism, and peace
enforcement, all of which are situated on the higher end of the
spectrum of low-intensity violence, whereas peacekeeping,
humanitarian aid, and disaster relief operations are located on the
lower end of the spectrum of low-intensity violence. The salient
point about low-intensity conflicts is that they fall short of
all-out, high-intensity war.
Given the fact that the Israeli Defence Forces (IDF) has been
involved extensively in relatively similar low-intensity conflict
scenarios envisaged above, this chapter uses this case study
in order to highlight the leadership challenges that military
organisations face whilst conducting low-intensity conflict
operations.

The IDF case study will be used because, in the

author’s opinion, the IDF has been able to cope overall very well
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with the difficulties, dilemmas and uncertainties stemming from
the ongoing low-intensity conflict with Palestinian insurgents
since the late-1980s due to its well-developed and exceptional
junior officer leadership cadre.
Despite the fact that, for example, the USA, Canada, Nigeria,
Pakistan and many other states have participated mainly in peace
enforcement and peacekeeping operations where their neutrality
was well-defined and, for the most part, maintained – after all,
they were not one of the belligerent factions – the IDF’s experiences during the first Intifada (1987-1993) and current Al-Aqsa
Intifada (2000-Present) conflicts as a modern conventional military organisation directly involved as a belligerent in low-intensity warfare are still pertinent to other military organisations.
This is particularly the case when looking at the similarities that
the current situations in Afghanistan and Iraq present. Such relevance is due to the fact that the ethical dilemmas, operational
uncertainty, and the strategic effect of tactical operations carried
out by junior commanders and soldiers, inter alia, are the same
issues that military personnel from other states deal and have
dealt with during their LIC operations abroad.1
Hence, the similarity of issues experienced by disparate forces
involved in low-intensity conflicts around the world and by the
IDF in the West Bank and Gaza Strip together with the IDF’s
effective response to the Al-Aqsa Intifada, in particular due to
its reliance on the initiative and resourcefulness of the IDF’s
outstanding junior command leadership, makes the choice of the
IDF as a case study relevant to other military organisations. This
is especially the case when many security experts and officers
agree that one of the most important contributing factors of a
successful outcome in low-intensity conflicts is the development
of forward-thinking, flexible, charismatic leaders who are
able to instil in their unit members the right motivation to get
the particular mission accomplished even if the militarystrategic rationale for such a mission is not clear-cut.2

In this

respect, military leadership can be defined as “the art of direct
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and indirect influence and the skill of creating the conditions for
organisational success to accomplish missions effectively”.3
Before looking at the particular way the military leadership of
junior commanders is developed within the IDF and how such a
leadership method is successful in creating leaders capable of
dealing with the ambiguities of the low-intensity conflict theatre
of operation, the chapter broaches the specific characteristics,
issues and predicaments that low-intensity conflicts in the postCold War era pose to military organisations in general, and to
small-unit commanders and soldiers in particular.

The Complexities of Low-Intensity Conflicts

A State of Ambiguity
During the Cold War, and in the IDF’s case during the pre-Intifada
years, military organisations prepared their combat forces
primarily for high-intensity warfare, which, despite its contextspecific problems, entailed nonetheless quite straightforward
objectives from the strategic down to the tactical levels of warfare
as both the nature (e.g., easily identifiable military personnel
and materiel), doctrine (e.g., high-intensity, conventional and
symmetrical warfare) and strategic objective (e.g., from the
destruction of armed forces to the occupation and control of land)
of their own armed forces and that of their enemies were
well-known and to a certain extent stable throughout this whole
period.

Such clarity is not readily present in contemporary

low-intensity conflicts. For example, when comparing his patrol
experiences with the IDF, one Israeli paratrooper stated, “You
know it’s not so clear-cut. I did patrols on the Syrian border, I did
patrols over the Lebanese border; it’s much easier to digest. It’s
not the same thing as policing activities you do in the territories”.

4

The question, indeed, of what determines victory is quite a salient
one in the context of low-intensity conflicts. Whereas in
high-intensity conflicts the defeat of a clearly defined enemy
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determines victory, today in low-intensity conflicts lowering the
level of violence determines a mission’s accomplishment. In other
words, to what level of violence must peacekeeping, peaceenforcement or counter-insurgency forces reduce before their
mission is deemed successful?
The use of any force in low-intensity conflict scenarios to reduce
the level of violence may sometimes prove to be very problematic,
if not, counter-productive.

For example, retaliatory actions in

particular may have the opposite effect of deterring further
attacks or civil disturbances and, consequently, of reducing the
level of violence.

This is due to the fact that the force of the

military operation and the damage that it may cause – no matter
how much caution is exercised whilst conducting such an
operation – work on the “sensitivities of the enemy in a manner
opposite to its intention and heightens the circle of violence”.5
Notwithstanding the IDF’s involvement since the early 1950s in
‘batash’ – that is, ‘current security operations’ – such as the interception of guerrilla and terrorist combatants during border
patrols, retaliatory operations and cross-border punitive strikes, 6
the IDF’s main pre-occupation until very recently has been the
threat of high-intensity warfare from the states bordering it and,
thus, its focus both in terms of order of battle and training of military staff has been geared towards conventional, high-intensity
conflict.7,8

In fact, the IDF’s current Gaza Brigade Commander,

Brigadier-General Aviv Kohavi, stated in early 2003 that in the
IDF’s case, at the start of the Al-Aqsa Intifada in September 2000
“there were no relevant doctrine and techniques for LIC combat
in urban populated areas”.9

Armies all over the world, particu-

larly, those belonging to NATO states, have also been caught
unprepared for LIC missions due to their continued focus over the
last decade on conventional warfare.
In fact, with the end of the Cold War and the rise of low-intensity conflicts as the main conduct of warfare the challenges that
conventional armies have faced over the last fifteen years as a
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result have been manifold and rather more complicated. In this
new era of low-intensity conflicts, the distinction between
“’front’ and ‘rear’ and ‘war’ and ‘peace’” has definitely become
more blurred. 10 Consequently, the conventional differences
between ‘combatant’ and ‘non-combatant,’ between ‘battleground’ and ‘civilian quarters’ have also become confused.

Legitimacy
Moreover, given the equivocal nature of low-intensity conflict
threats to the core national interests of the specific state or states
intervening in a conflict, the legitimacy of the use or threat of
military force in order to stabilise and impose order over a
particular theatre of operations has become paramount not only
from a legal point of view,11 but also from an ethical standpoint.12
More than ever before, leaders involved in contemporary
low-intensity conflicts have to deal with the moral misgivings
that may arise amongst both their soldiers and themselves. Thus,
such leaders have found themselves continually trying “to build
an internal credibility for their operations” and “to constantly
respond to a sensitive civilian environment … in order to
construct an external legitimacy for their actions”.13 In fact, LIC
missions

necessitate

management”

14

an

improved

stress

on

“meaning

for deployed armed forces in terms of internalis-

ing the purposes and mission of a particular operation due to the
missions’ inherent ambiguities.

It is the task of the leader to

provide such ‘meaning’ to his subordinates. According to
attributional theory,15 in fact, when confronted with ambiguous
situations, individuals ascribe to leaders the understanding of
what needs to be achieved, the course of action to take, of how
and what to prioritise; “briefly, the ability to ‘make sense of
things’ in chaotic environments”.16
During the War in Lebanon, IDF psychologists conducted a major
survey and found that “when legitimacy of war [and by extension,
low-intensity conflicts] declines, as it did in soldiers fighting in
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Lebanon, overall morale can remain high if soldiers maintain
trust in their commanders”.17

Past Israeli studies have shown

that the unit members’ trust in their commander is based on the
commander’s “professional capability, his credibility as a source
of information and the amount of care and attention that he pays
to his men”.18 Such trust has also played a large part in maintaining soldiers’ motivation high during the current Al-Aqsa Intifada.
The question of legitimacy when using military force in lowintensity conflicts is particularly crucial not only for internationally mandated military intervention, but also for low-intensity
conflicts conducted on the basis of self-defence as in the Israeli
case.

Israel, in fact, is one of the belligerent parties of the

Al-Aqsa Intifada and has participated in clearly aggressive armed
skirmishes with well-equipped and well-trained Palestinian
combatants since early 2001.19

Yet even at the higher end of the

spectrum of such low-intensity violence, the IDF Head of
Doctrine for the Ground Forces Command, Colonel Roye Elcabets,
plainly stated that, “we know that the legitimacy of our struggle
is a major thing and every act of any soldier might on occasion
harm the battle of the narrative”.20
One would think, in fact, that the principle of self-defence would
be adequate to justify the use of force in Israel’s specific case. For
clashes such as low-intensity conflicts – which are objectively not
perceived as being existential threats despite Prime Minister Ariel
Sharon’s and other top IDF officers’ remarks to the contrary – the
issue of the narrative of the conflict becomes an important aspect
for legitimising and creating a consensus on the use of force and
in defining the strategic intent of any force used.21 Consequently,
it seems that even in the Israeli case, where the level of violence is
especially high and the target of such violence are clearly Israeli
civilians and military units, “this lack of consensus leads … to
an inherent controversy on the question of defining strategic
objectives” and that “the lack of clarity regarding the greater
objectives makes it harder to clarify the means for achieving
them”.22
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The Media
The growing involvement of the media in military operations as
well as the media’s increased effectiveness in diffusing information in real-time regarding a particular armed forces’ handling
of a specific military operation have also posed serious challenges
to the operational effectiveness of such armed forces. Notwithstanding the fact that the greater presence of the media in the
military operational theatre has made the soldier on the ground
more accountable and, thus, less prone to carry out abusive or
illegal behaviour, the ambiguous nature of certain images may
lead to the misinterpretation of the soldier’s or the unit’s
legitimate conduct during his or their mission.

For example, one

sergeant from the Nahal Infantry Brigade voiced his concerns
regarding the way the media had portrayed IDF operations he had
participated in during Operation ‘Defensive Shield’ in April 2002:
They were firing at soldiers coming down one of the
alleyways. How do you explain to someone that the only
way that you can take out a heavy machinegun – which is
armour-piercing – is that you have to call in a helicopter
and it has to be a pinpoint strike at that building? So
you hit that top floor.

Just the top floor is damaged

and the people on the middle floor are fine. But a
cameraman comes and shows that building. And suddenly it’s a destroyed building and you are accused of having
killed people.23
Indeed, the issue of the legitimacy of the use of force has become
very relevant as the media can easily weaken such legitimacy by
exposing operational blunders or even abuses carried out by their
armed forces and, thus, influence heavily international and
domestic public opinion. The exposition of such operational
errors and abuses has also become easier to monitor, as local civilians increasingly have been able to acquire relatively inexpensive
video and digital recorders and use them to their advantage.
When commenting on the Palestinians’ ability to use the media in
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order to strengthen their cause for national self-determination
in the international arena, one IDF infantry reserve company
commander stated,
This is the thing that the Palestinians know how to
do 10,000 times better than us. I remember when they
started the second Intifada, the first thing they did was
all the households bought small video cameras. In every
house you can find a camera and they took pictures all
the time. In this field we lost, we lost big time, big time.24
Thus, the need by forces on the ground to avoid tactical mistakes,
which may have extraordinary strategic consequences25 due to
pervasive media coverage and due to the overall greater political
and diplomatic stakes involved in low-intensity conflicts – which
can be subject to greater political interference from the
government sanctioning the use of the military in a particular
mission in the first place – will sometimes stop them from
actually carrying out or, at least, modifying the most suitable
military operation.
This would mostly be due to the fear of operational failure that
would get highlighted on the media almost immediately whether
or not that operational mistake would come in the guise of
suffering own casualties, inflicting civilian casualties, causing
collateral damage, demonstrating ‘excessive force’ and so on. In
fact, “the presence of the news media is a primary reason for the
increasing link between tactics and strategy”.26

Such a linkage

has become so strong that it has led armed forces like the IDF to
factor in the media when planning missions at the operational and
tactical levels. Thus, at a symposium held in mid-2002 on the IDF
and the press, then Chief of Staff designate Moshe Ya’alon stated:
The media is indeed a strategic consideration both in
preparing for battle and during and after battle. It must
be a consideration within the military from the chief
of staff to the last soldier….
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operations for after dark so they cannot be photographed
easily…. Such considerations are already second nature
to us .27

Civilian Omnipresence
Furthermore, the responsibilities involved in peacekeeping,
peace-enforcement and even in counter-insurgency operations
within heavily-populated civilian urban arenas tend to be much
more complicated than ‘conventional’ military tasks due to
the large presence of civilians in the armed forces’ theatre of
operations. Tasks, such as humanitarian aid distribution, cooperation/coordination with non-governmental organisations (NGOs)
and international organisations may prove difficult for military
organisations to deal with given major differences in each party’s
ethos, objectives and attitudes to the crisis. Major-General Amos
Gilad, former Coordinator of Government Activities in the
Territories, underlined the IDF’s difficulty in distributing humanitarian aid due to the Palestinian terrorist organisations’
opportunism:
It is very difficult to solve this contradiction between
terror, on one side, and humanitarian assistance on the
other. For example, to ease the daily life of Palestinians
we must open the roads between cities but the moment
we do that we are hit with terrorist attacks.28
In the Israeli case, for example, the extensive presence of Israeli
and international human rights organisations, such as B’Tselem,
Machsom Watch (set up specifically to monitor abuses at IDF
checkpoints), Amnesty International, Human Rights Watch and
the United Nations Relief and Works Agency for Palestine
Refugees as well as the presence of pro-Palestinian solidarity
activist organisations, such as the Palestine Solidarity Committee
and the International Solidarity Movement, have on numerous
occasions caused significant tensions and occasional clashes
between the armed forces and unarmed local activists.
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In addition, the constant contact with the – possibly hostile – local
civilian population, which may turn against such forces very
abruptly or find itself in the cross-fire should a fire-fight burst
out, may prove to be for the soldier carrying out policing duties
too equivocal to cope with effectively. The conventional soldier
who is trained, in effect, to be a warrior, but who finds him/herself carrying out constabulary, ‘public relations’ and/or negotiation and mediation tasks may struggle to adapt to such sensitive
duties without the correct psychological and professional skills
that they entail. One IDF paratrooper voiced stoically his frustration regarding his expectations of what his military duties would
entail by saying, “I did not join the Paratroopers to check
passports, but again, if that is what they need me to do, then that
is what I am going to do”.29

Interoperability and Rules of Engagement
Moreover, the disparate armed forces and units that are used in
low-intensity operations have also challenged the ability for such
forces to both coordinate and cooperate with civil and military
functions across service branches.

Even in combat scenarios,

which various inter-service units have trained and prepared for
in order to carry out joint operations as well as to increase
their forces’ interoperability, there has been some difficulty coordinating different units because of the very different terrain,
physical and social structure of the urban domain. Thus, a
common language and standard of operation need to be
implemented for contemporary unconventional low-intensity
conflicts in order to reduce the uncertainty that the forces on the
ground may face. Consequently, the IDF has, over the last three
years in particular, set up joint operational planning groups and
facilitated joint learning in order to better equip its forces
involved in civilian areas of operation by creating, “common
insights, a common language and by enforcing understanding and
coordination”.30
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Moreover, the fact that rules of engagement (ROE) in LICs tend to
be on occasion unclear, severely restrictive or changed quite often
on the basis of ever-changing political expediency frustrates
military units on the ground that have to face the reality of
violence even in the most peaceful of scenarios. In an interview,
Sergeant-Major Yossi underlined this reality by affirming that
when facing armed violence from Palestinian insurgents guarded
by ‘human shields,’ “I felt that we were not allowed to do enough.
I felt restricted. I wanted to shoot more. The Palestinians were
not afraid of us and we could do nothing”.31
One Israeli soldier aptly explained how difficult it is to sometimes
follow clear operational guidelines at IDF checkpoints due to
‘humanitarian cases’ and the personal unease/misgivings their
enforcement brings about:
The orders are very clear about what you are and are not
allowed to do, but it’s also very hard for them, because a
sergeant at a roadblock has fifteen moral dilemmas a day,
even more. [For example,] if someone has a strange ID
card, are you going to wait for an answer and set them
aside for four hours or are you going to let this person
through?

32

Decentralisation of Command
Another challenge that military organisations have been facing
during LICs has been the greater dispersion of forces due to the
nature of the theatre of operations as well as the tasks inherent in
such operations. In fact, military forces involved in LICs have
had to operate increasingly in the urban arena, which limit the
command, control, communication and intelligence (C3&I) capabilities of the higher echelon command structure (albeit, efforts
by the U.S. Army and the IDF at establishing a digital 3C&I integrated network have been ongoing).33
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Notwithstanding the fact that the greater sensitivity and cost of
operations in LICs entails the natural reaction for higher echelon
commanders to control units on the ground34 in order to avoid
unintended strategic outcomes by the so-called “strategic corporal”,35 “the very nature of these operations precludes effective
centralisation of decision-making”.36

The IDF Chief of Staff,

Lieutenant-General Moshe Ya’alon reiterated this reality at the
IDF’s LIC in 2004:
Traditionally, the level of major tactical decision-making
and leadership in combat was that of brigade and
battalion commanders, at times company commanders.
In contrast, due to the decentralised characteristics of
LIC combat, battle commands during a mission are made
by commanders at team, squad and platoon levels.37
Thus, leaders as well as their subordinates within the lower ranks,
from squad to company level, which are situated on the ground
need to have the ability to correctly assess the second-order
and third-order effects of their tactical decisions.

Leaders, in

addition, need the capability to clarify the rationale for their
unit’s mission to their subordinates, in view of such second- and
third-order potential effects. “Units, without any explanation or
understanding of why they are there and why there are doing this,
will have no chance in accomplishing the mission.”38

This is

particularly the case when soldiers on the ground cannot
recognise any major national interest to be defended by carrying
out a particular mission such as in peacekeeping and peaceenforcement scenarios.39

The Role of the Leader in Low-Intensity Operations

Mission Command
In order to effectively deal with the numerous complexities and
ambiguity of contemporary low-intensity operations, armed
forces need to develop leaders who are able to adapt to fluid
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situations that entail ethical and professional flexibility, and
leadership by example. The IDF has had a very strong tradition
of developing leaders who have been able to take the initiative
and adapt effectively to the circumstances with which they and
their units have been confronted without great interference from
higher-echelon commanders.
This, however, was not the case during the first Intifada, given the
fact that the IDF had never dealt with a massive civilian uprising
before. The IDF’s inexperience and the political maelstrom that
enveloped it led the IDF leadership to overextend its control of
military operations in the Territories, but without really knowing
how to deal with the situation on the ground. Even so, the operational mishaps were blamed on the actual soldiers carrying out
their commanders’ orders. This lack of backing and trust as well
as the consequent interference from the IDF upper echelons ultimately cost the IDF a lot during the first Intifada years as the lack
of initiative, or ‘rosh katan' (i.e., “small head”) syndrome became
rife. The harsh lesson of needing to provide support to soldiers on
the ground, even if personally or politically costly, was learned
and applied during the current Intifada: “In this Intifada, our
[superior] commanders give us backup, they support us, they trust
us, not like it was in the first Intifada, because in the first Intifada
nobody knew what was happening; it was chaos.40
In any case, the IDF has coped significantly well, providing
‘meaning’ and purpose to its units involved on the ground due to
its traditional ‘mission command’ ethos, which was developed by
the Palmach (a pre-state elite striking force), Units 101 and 202
(retaliatory special forces units developed by Ariel Sharon in the
1950s) and which over time was adopted by the rest of the ground
forces. Mission command is essentially “a decentralised style of
command relying on initiative, the acceptance of responsibility
and mutual trust….

The underlying requirement [for mission

command] is the fundamental responsibility to act, or in certain
circumstances to decide not to act, within the framework of the
commander’s intent.”41
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Mission command relies on mutual understanding in that
subordinates need to have a lucid insight into their commander’s
intent so that when situations, which have never been envisaged
or trained for before deployment, arise in the field, his
subordinates are able to carry out the task without necessitating
further guidance from their commanding officer or aborting
the mission altogether.

Ultimately, it is the task of the leader

to clearly establish what constitutes mission success. This is
particularly important in the case of LICs at the lower end of the
spectrum of violence, as it is often in such settings that troops
find it difficult to comprehend what it actually is.
Mission command also depends on the delegation of responsibility from a superior to his subordinates when making crucial
decisions during an operation. Without such delegation of responsibility, continuous interference by the commander in the execution of the particular mission in order to reduce the risk
of making an operational error may damage his subordinates’
self-confidence and, consequently, may stifle his subordinates’
initiative.

Responsibility, likewise, “increases when soldiers

believe they have personal control over their mission performance
… rather than simply following orders”.42 Obviously, a leader
can only allow such delegation if he has been able to equip his
subordinates with the appropriate tools to obtain the mission’s
objective. Hence when commenting on such delegation and the
need to trust his subordinates, Lieutenant-Colonel Ilan Malka
explained:
We trust them more, we give them more space to think,
more actions and decisions to take on their own. We just
give them the principles and the reason [for the
particular mission]. You know your people, you know your
commander, they think like you do. You tell them what to
do, but not how to do it. The how is up to them.43
Finally, mission command entails the acceptance of risk.
Mistakes will happen and unless they are due to gross negligence,
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commanders should allow for them and not punish their
subordinates for acting on their leader’s intent, despite the risks
involved in taking such an intrepid course of action.

Without

allowing for mistakes and the risk and acceptance of making
mistakes there can be no improvement as “a necessary condition
for learning is an atmosphere of openness to change, patience
towards mistakes, encouragement of initiative and passing on the
responsibility to the operational forces”.44
Moreover, making sure that their soldiers receive the “proper
training for LIC missions” and see “a clear connection between
the mission and [their] soldier’s professional development” 45 will
augment their motivation to serve and their propensity to take on
the greater responsibility and risks that such service demands in
LIC scenarios.
Consequently, armed forces, which expect to conduct operations
other than war, must show that they value the training and
preparations for LIC operations if they are to convince their
troops that such missions are just as strategically important and
esteemed as high-intensity conflict missions are within their
organisation. In other words, allocating enough time to prepare
troops for LICs and providing them with the tools and aptitudes
to deal with the complexity and ambiguity involved will convince
and help them accept their new role as not only warriors, but also
as peace enforcers.

Personal Leadership
Furthermore, mission command is based on the fact that leaders
require their soldiers to internalise the values of the unit in
particular and of the army in general; it also requires that leaders
impart to their soldiers a high awareness and identification with
the mission. In order to teach and propagate the organisation’s
values and the mission’s objectives, leaders are to lead by
example as well as be able to influence their subordinates on
a personal and group level.
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Hence, the leader’s main source of influence and power is
“‘referent power’, which depends on his relationships with
platoon members, his image as a ‘fighter,’ and personal qualities
such as initiative, courage and independence”. 46

This form

of power is exercised normally by ‘transformational’ or ‘charismatic’ leaders who, according to Etzioni 1961, are able “to
exercise diffuse and intensive influence over the normative and
ideological orientations of others”.47
transformational leaders

48

That is, charismatic or

are leaders who can best provide

‘meaning’ to subordinates in highly ambiguous LIC scenarios.
Such leadership is exercised more effectively in small units
(i.e., at most up to battalion level, but usually at company and
platoon levels) as it is an interpersonal process and works
effectively in units that have high cohesiveness. Leadership as an
interpersonal process within the IDF has been facilitated by
the fact that the social and professional distance between
commanders and their subordinates is purposefully minimised.
Difference in rank is not emphasised, because operational
experience and know-how are deemed more important than
status. The small, if non-existent, age difference between small
unit leaders and their shared experiences helps, furthermore,
frank and open discussion between commander and subordinates,
which enables him more easily to persuade and influence his
subordinates.
Furthermore, leadership, at this level is usually defined as ‘direct
leadership’, and is where soldiers and their units fulfil tasks in
support of “higher level objectives”.49 Indeed, “it is not the large
unit that provides belonging and meaning, but a small number of
individuals”.50 A high level of cohesiveness also enables the leader
to impose

“strong normative control of the behaviour of unit

members and, hence, a high level of unit discipline,” which are
required in politically and ethically sensitive low-intensity conflict operations.51 This leads to more effective control and oversight as it is exercised by the commanders on the ground who are
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directly involved in the situation rather than by the upper command echelons in the rear.
In order for the unit leaders to exercise such referent power, a
strong level of mutual trust must have been developed between
such leaders and their unit members as the “nurturing of trust
enhances the power of a leader.”52 According to the head of training for the Givati Infantry Brigade, “trust is very, very important
in leadership. It gives the commander the good feeling that what
he has decided, that will be”53 and such trust has been shown in
various surveys to depend “upon the commander’s professional
capability, his credibility as a source of information and the amount
of care and attention that he pays to his men.”54 According to one
reserve company commander of the IDF Paratroopers Brigade:
A good commander is very proficient in what he does;
from small arms to tactics, he has to know his stuff
[i.e., professional capability].

He is able to analyse a

situation very quickly. He is not afraid to take control
and responsibility in situations where the higher level
commanders are f*cking up [i.e., credibility].

A good

commander has to walk a really fine line between getting
the job done and getting his men home alive [i.e., care of
subordinates].55

Leadership Development
Within the IDF efforts at creating professional, competent,
credible and caring leaders, whether commissioned or noncommissioned officers, has been very successful due to the unique
way the IDF fosters its leaders. Officers and NCOs are actually
not commissioned, but come up through the ranks and are
selected for officer or NCO training around 15 months after
having enlisted. “Following the example of the Palmach and the
Haganah … the best soldier on the team will become the team
leader and the best among the team leaders will become an
officer.”56

The IDF, in addition, has relied especially on the
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leadership of its commissioned officers as it does not have a
long-term NCO cadre in the traditional sense.

The platoon

commander usually carries out traditional NCO functions, such as
training and maintaining discipline and troop preparedness, the
provision of moral support, etc. Moreover, all officers come up
through the ranks and, thus, do not only have combat and
operational experience by the time they become second
lieutenants, but also understand very well their subordinates’
needs and experiences given the fact that they too started off and
served as soldiers and NCOs within the same platoon before
attending the IDF’s School of Officers. 57
Due to the fact that commissioned officers and NCOs usually
return to the platoon in which they served previously as soldiers,
their bonds with former unit members are very close. Their
previous experiences with the same unit allows them to command
it more easily in that they already know and understand the way
their subordinates work, how they think, and what motivates
them at the end of the day. This has permitted the IDF leadership
cadre to better adapt to changing realities on the ground given
their direct involvement in recent LIC operations.

Adapting to LIC Scenarios
And yet, the IDF has had to implement dramatic changes to its
training regimen in order to prepare its leaders and soldiers to
deal with moral and operational dilemmas they have faced over
recent years in the Gaza Strip and West Bank, particularly due to
the fact that quite a few instances of abuses and cases of
excessive force were reported since the first Intifada.58
The IDF School of Military Law, for example, has set up an
ethical code of conduct, which sets out 11 major rules of
behaviour. The code is taught to both regular and reservist ground
units through courses, which provide extensive role-playing
exercises that deal with the typical dilemmas a soldiers or post
commander will confront whilst on duty at a checkpoint.59 Tackling
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ethical problems has been the main focus of the IDF over the last
few years as it is precisely ambiguity in LICs that leads to cases of
excessive force or abuse. Colonel Elcabets states, in fact, that:
There has been quite an impressive advancement in
this area. In the officer course we have just developed
principles on how to lead in complex situations. We have
also developed a lot of lessons and examples of bad and
good behaviour.

They are dealt with in moral and

professional terms.60
The IDF School of Leadership also holds residential workshops
for combat units who would like to discuss their moral misgivings
in a sheltered environment between operational deployments.
Such discussions reduce the tensions and stress that build up
during their missions in the Territories.

The head of the IDF

School of Leadership, Lieutenant-Colonel Timna Shmueli,
explains the crucial role that such sessions play in the professional development of combat units:
I think that our main role is to help them, to facilitate
them. We convince commanders to take a break, to sit
with the soldiers and talk about all the issues that during
the war they cannot talk about. Because if you sit here
for three days and think about it and analyse it, how you
make your mission and let the soldiers speak out their
dilemmas, their conflicts and so on, most of the time, they
have the solution.61
Although, the IDF has focused heavily in the past on the
professional and tactical competency of its small-unit leaders,
clearly dealing with the two Intifadas has lead to a realisation
that the commander’s ability to deal creatively with ambiguous
situations in low-intensity conflicts is important. One IDF field
psychologist emphasised this point by stating,
You have to deal with civilians and your actions are
really not a function of how well you deal with your
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weapon or how good your tactical thinking is.

It is

mostly understanding complex situations and being able
to see two steps ahead, thinking innovatively and
creatively.62
In fact, in low-intensity conflicts soldiers must make quick
judgment calls that cannot be drilled into them through
traditional training methods. “To maximise military effectiveness
[in terms of achieving the mission], leaders must empower soldiers
to make morally informed decisions”. 63

According to a former

instructor of the IDF combat squad leaders’ course:
The whole moral code, moral conduct, is something that
is inserted into training programmes from day one. As a
young soldier we talked about it and we had lessons for
it and as a commander I passed it onto my soldiers. 64

Conclusion
In conclusion, the IDF’s efforts over the last few years to reduce
the level of violence in the Gaza Strip and West Bank have been
successful, albeit complicated given the operational and moral
complexities involved in LICs.65

Despite the greater level of

violence involved, the IDF was used in this paper as a clear
example of what traditionally conventional armed forces come up
against when operating in operations that fall substantially short
of high-intensity warfare.
After having seen the difficulties and ambiguities that armed
forces face in this new era of low-intensity warfare, the paper
focused on what leadership qualities and abilities are needed in
order to conduct operations effectively on the ground through
small units that, given the decentralisation of command inherent
in LICs, require forward-thinking, strategically-astute leaders
who are able to provide ‘meaning’ to their subordinates in order
to motivate them to serve – not always as a combatant, but often
in a constabulary role – in very ambiguous scenarios.
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The IDF’s traditional stress on the ‘mission command’ ethos and
emphasis on charismatic leadership based on close interpersonal
relationships and leadership by example, have enabled it to
develop leaders capable of providing sense and meaning out of the
missions they and their subordinates have been involved in
during its low-intensity conflict with the Palestinians over the
last few years.

The IDF has, furthermore, developed specific

training courses and workshops that are centred on solving the
human and ethical dilemmas that LIC operations present as it
is quite aware that preparing their leaders and soldiers
for LIC warfare, particularly in terms of its human and ethical
aspects, will enhance their overall abilities, self-confidence and,
ultimately, motivation to serve.
Far from being perfect or from having resolved the conflict
altogether, the IDF’s conduct, particularly at the lower levels
of command, has stabilised a conflict that is not only very politically sensitive, but also morally ambiguous. The fact that IDF
soldiers and their leaders are able to carry out their mission with
professionalism and zeal despite such difficult circumstances
attests to the reality that small-unit leadership in the IDF plays
a great part in maintaining high levels of motivation and
professionalism and in pursuing mission success after all.
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Mission Command and Bitsuism
in the Israeli Defence Forces:
Are They Complementary or Contradictory in
Today’s Counter-Insurgency Campaign?
Sergio Catignani and Eitan Shamir

This chapter looks at whether or not the Israeli Defence Forces
(IDF) have been able to integrate and apply the operational principle of mission command to its doctrine and style of command
since its establishment. It examines in particular if command has
been employed effectively by the IDF during its involvement in
the low-intensity conflict scenarios of the first and Al Aqsa
Intifadas. By taking into account the IDF’s major cultural ethos
of bitsuism (performance-oriented initiative), the chapter will
consider if its organizational culture of hyper-activism within
combat command echelons has either strengthened or weakened
the ability to fully apply the principle of mission command when
fighting wars or conducting low-intensity operations.
An analysis is provided, first by exploring what mission
command and bitsuism mean, and what the required elements for
mission command to be successful in a military organisation are.
This is followed by an overview of how mission command and
bitsuism developed in the IDF and how the cultural tradition of
bitsuism affected the proper operationalisation of mission
command within the Israeli army.
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What is Mission Command?
Mission command, or as it known under its original German
name, Auftragstaktik, is a command philosophy that demands and
enables decisions and action in every echelon of command where
there is an intimate knowledge of the battlefield situation. It calls
for subordinates to exploit opportunities by empowering them to
use their initiative and judgment as long as their decisions serve
the higher intention communicated to them prior to the
mission by their superiors. It is based on the belief in the ability
of an individual to act creatively in order to solve a problem
without having to resort to a higher authority.1
Mission command aims to avoid the drawbacks of centralized
systems, which normally suffer a lack of flexibility and
responsiveness.

It also helps avoid the usual shortcomings of

decentralized systems, that is, the lack of coordination and
control. Through the use of the higher intent as a coordination
mechanism, it goes beyond simple decision delegation and
empowers subordinates; it provides a flexible framework that
allows the exploitation of opportunities while maintaining the
overall purpose of a military operation. A key element for the
success of this approach is the articulation and communication of
the commander’s intent. It is an approach designed to deal with
complex

systems,

large

amounts

of

information

and

an

ever-changing environment. It is not simple to understand or to
carry out and its implementation might run contrary to basic
existing organizational cultures.
Mission Command shares a few basic underlying assumptions on
the nature of warfare and human behaviour:2
•

What Clausewitz identified as fog of war, friction and
uncertainty will forever be an integral part of warfare.

•

Commanders are leaders of complex systems; their
mission is to understand how complex systems work
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through the idea of the higher intent and, thus, be able to
optimise sub-units to produce the best result to support
the system as a whole.
•

Time is a critical factor in low tactical levels: The
commanders must act within a very short time frame.
Thus, decision-making cycles are quick. There is no point
in waiting for instruction from higher levels of command.

•

Span of control is limited.

The best commander has a

limited capacity for information processing, therefore, it
is necessary for him to share the burden with his trusted
subordinates.
•

Better motivation and commitment is gained through
active participation and an individual sense of putting
into practice one’s own ideas and plans.

The modern approach of mission command was adopted from the
original German concept of Auftragstaktik , which was developed
within the German military.3 In the German Auftragstaktik, a
commander would specify to his subordinates what had to be
accomplished, but not how to do it. More than just giving a
mission to a subordinate and allowing him the latitude to execute
it, it was the superior’s duty to specify the objective, resources and
constraints within which the subordinate had to accomplish the
mission.
In the framework of Auftragstaktik, the commander’s responsibility was to provide all resources required to carry out the mission,
while the successful outcome of the mission itself became the subordinate’s responsibility and dependent on his skills, creativity,
and commitment to the overall mission objective. In this context,
lack of initiative was regarded as a fundamental error that was
worse than taking a wrong decision. Thus, Auftragstaktik is not
merely a technique of issuing orders, but a type of leadership that
is “inextricably linked to a certain image of men as soldiers”, that
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is, not of robots but of thinking human beings capable of making
independent judgments.4 The exercise of Auftragstaktik is considered to be a major contributing factor to the Prussian-German
Army’s high military effectiveness and tactical excellence.5
Mission Command gained prominence in the West from the
mid-1980s, following its adoption in the United States (US) AirLand doctrine, which was designed as a response to Soviet
conventional superiority. In the US army, it was officially
recommended in FM (Field Manual) 100-5 in 1986 as part of the
manoeuvre Land-AirLand battle doctrine. It was adopted also in the
German Army through Regulations 100/100, and eventually it was
adopted as official NATO doctrine in the 1990s.6 In the late 1980s, the
IDF also adopted mission command as part of its doctrine.

Cultural Preconditions for Mission Command
Mission command is a process that is based most of all on
cognitive understanding between commander and subordinate
and is translated into decisions and behaviours on the basis of
such mutual understanding. As such, it has to be embedded in the
military culture of the military organization, which according to
James Wilson, can be defined as a “persistent, patterned way of
thinking about the central tasks of and human relationships
within an organization” and how such thinking is reflected in
human behaviour.7
There is general agreement in the literature regarding the
cultural elements necessary for mission command to be successful. David Schmidtchen finds that mission command requires the
following characteristics: “mutual trust” and “…respect between
commanders and subordinates” as well as “…understanding,
acceptance of responsibility and acceptance of risk”. Mutual trust
is achieved through “developing leaders with self-confidence who
would not hesitate to exercise their initiative.”

Schmidtchen

rightly argues that implementing mission command can foster
creativity and innovation, yet this argument can be also turned
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around: mission command is largely dependent upon a culture
that encourages creativity and innovation. Therefore, the question of cause and effect remains unsolved. 8
Ad Vogelaar and Eric-Hans Kramer contend that mission
command is based on “autonomy of action, clarity of objectives,
adequacy of means to accomplish the mission and mutual trust”9.
Similarly, Walter von Lossow emphasizes “uniformity of thinking
and reliability of action”, which he argues can only be established
through a long common goal-oriented education and training
process.10

Antulio Echevarria identifies the German military

culture that enabled Auftragstaktik. This culture included such
characteristics as strong emphasis on “initiative, aggressiveness
and subordinate freedom of action” under the assumption that
subordinates will act responsibly. Another important requirement
is good judgment. Such judgment is viewed as being driven by
the military profession and can be achieved through training
and education. The assumption is that education leads to professionalism and trust between subordinates and commanders.11
John Silva has also emphasized the importance of “simple
commonly operational concepts”.12
These characteristics reflect the challenge posed by mission
command to maintain a balance between the freedom to act
versus some kind of behavioural control in order to avoid chaos.
The key mechanism, therefore, is a common understanding of
the higher intent.

Higher intent, in turn, provides a rational

framework that requires effective communication and ongoing
dialogue between different organizational echelons.

Compre-

hension of the higher intent is dependent upon a broad base of
shared education and experiences. This should culminate,
ultimately, in professional trust and mutual understanding, and
ultimately enables commanders into providing subordinates with
the necessary freedom of action to carry their mission independently. On the other hand, subordinates need to be motivated and
capable of taking the initiative, while both commanders and
subordinates alike should be willing to accept the risk of failure.
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Cultural norms that support and reward behaviours that reflect
the following values: professionalism, education, risk taking,
initiative, feedback and learning are, therefore, crucial for
mission command success.

The IDF’s Organizational Culture of Bitsuism
Bitsuism is derived from the Hebrew verb Levazea, which means
simply ‘to do’. A person who is a ‘bitsuist’ (a performer) is a doer
who is capable of carrying out and completing many tasks
swiftly and successfully.
A dominant aspect in the IDF’s military culture is Bitsuism. This
cultural feature emerged as a result of Israel’s fragile strategic
situation and as a result of a doctrine that emphasized qualities
such as aggressiveness, initiative and a high operational tempo.
Throughout its history, even when not engaged in full wars,
the IDF has been consistently fighting and acting in numerous ‘current security’ operations, that is, low-intensity operations. Unlike
many other armies around the world, it has never enjoyed long periods of calm when it could purely concentrate on force development
and training. As a result, IDF commanders developed the habit of
focusing on “the concentration of effort on pressing day-to-day
problems” whereby commanders are not really “troubled by the war
to come”, but find themselves instead in a position where they want
to be everywhere, to decide everything, to invest the maximum in
whatever engages them.13

The continuous need to carry out a

growing number of operational missions – often at the expense of
training and other activities – made the actual ability to carry them
out a dominant organizational value in the IDF.14 Gradually, this
value became detached occasionally from objective environmental
pressures, thus, leading to the execution of some missions that in
reality were not necessary. Carrying out many missions became a
dominant value in itself, and if missions were not the result of external threats, the unit itself, often initiated them. One battalion
commander, for example, stated that in 2003 alone, he planned and
executed 240 missions throughout the year.15 Moreover, an IDF field
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psychologist admitted in an interview: “When I got my education in
officers course, the most central value that you are educated on
is ‘complete your task’”. There is nothing more important than
completing your task. Now this is one of the ten principles of war:
maintenance of mission. However, the full commandment is
maintenance of the mission in light of the higher objective, but
Israel tends to forget the second half.16
At a first glance, it seems that the bitsuist value, which corresponds with initiative and risk-taking, is exactly what is needed
for mission command to be realized. However, mission command
is the function of a delicate balance of ingredients. If one is taken
out, the whole system may fall apart. The opposite side of
initiative in the mission command equation is the capacity to
learn, plan, reflect and adapt creatively.

The intellectual

capacity to decide whether or not to abort, change or continue a
specific mission within the larger context under ever-changing
circumstances is a critical capability subordinates and commanders alike must posses. Shimon Naveh argues that Soviet military
theory differentiates between initiative, which is required of
tactical commanders and creativity, which is required of
operational commanders. Creativity is, in fact, required in order
to “assemble the numerous tactical events into a coherent
contingency, leading to the achievement of the aim”.17
True to the German tradition, the IDF in its heyday of
conventional manoeuvre warfare regarded a lack of initiative,
which could have resulted in ‘sitting and waiting’, as worse than
taking the initiative and making the wrong decision. A former
head of the IDF officer candidate school (Bad-Ehad) stated, in
fact, that, ”An officer in general is a term that is related to
performance…an officer is a person who makes things happen”. 18
However, as we shall see below, due to the very different nature of
contemporary low intensity conflict (LIC) the bitsuist ethos is
reducing the IDF’s capability to exercise mission command effectively. Moreover, the bitsuist tendency has had serious effects on
the strategic outcome of mere tactical operations.
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Mission Command and Bitsuism in the IDF – Historical
Overview
Between 1948 and 1973, quite a few military historians and analysts described the IDF as the one military that was able to
demonstrate continuously the same legacy of combat excellence
as that of the Wehrmacht. Julian Thompson, a British brigade
commander during the Falklands War wrote: “The IDF came to be
regarded as the most effective fighting force in the world; paradoxically its closest rival in fighting power in the Twentieth
Century is the Wehrmacht”.19 While historian Robert Citino has
noted that the “IDF has shown that it became the mobile force par
excellence, and irony of ironies, the heir to the German
Wehrmacht”.20

Nevertheless, despite similarities in their strate-

gic position and operational conduct, the origins and traditions of
the IDF are based on different premises than those of the
Wehrmacht in some key areas.
The origins of the IDF were drawn from two separate traditions;
both can be traced to the period prior to its formal establishment.
The first source was the Palmach (‘strike companies’), which were
the elite units of the Haganah, the underground Jewish defence
force prior to the establishment of the state of Israel that later
became the IDF. The second source was the British professional
tradition, which Jewish officers who served with British armed
forces during World War II brought with them to the IDF. The
special blend of these two traditions resulted in an approach in
which military problems were approached in an intellectual and
open way.

Pre-operation orders were open to debate where

rank was regarded as less important than the experience and
innovative problem-solving of any member of the IDF. Moreover,
discipline was based more on obedience based on internalized
values than on external coercion and formal rank.21
During the War of Independence, key principles of the IDF
emerged: the principles of decentralized command and maintenance of the objective.22 These principles left the planning details
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of an operation to lower-level commanders so long as such
commanders were deemed able to reach the mission’s objective,
that is, uphold maintenance of the objective.22 This enabled the
commanders to take the risks necessary for bold and aggressive
operations without having to sacrifice creativity and unconventional actions. The role model for such a commander was Yigal
Allon, who led some of the key operations in the War of
Independence23 brilliantly. Dayan was another legendary figure,
although his actions were geared more towards demonstrating
initiative and risk-taking rather than creativity, imagination and
outsmart planning.24
In the early 1950s, Moshe Dayan became Chief of Staff of the IDF.
During his years in office, he made a considerable impression
through his charisma and uncompromising fighting spirit. During
the very early 1950s, the IDF poorly performed a series of reprisal
raids. Not only did IDF perform inadequately on missions, but in
some cases they also retreated to their bases before even trying to
complete them.25

Dayan’s reaction was to re-establish certain

values, most importantly that of ‘maintenance of objective’.
Dayan was to set the standard for future military operations when
he stated that no officer was to suspend an attack on penalty of
dismissal unless his unit suffered a casualty rate in excess of fifty
percent. 26 He demanded the abandonment of the ‘indirect
approach’ in favour of aggressive frontal attacks.27
Dayan’s next move was to establish Unit 101 under the leadership
of Ariel Sharon. This unit was to set a standard for the rest of the
IDF through their daring raids.

They succeeded in boosting

morale and in considerably improving the combat standards
of the IDF.28

When Sharon’s Unit 101 went beyond – and some-

times against – the goals set out by his superiors, Dayan’s
preference for aggressiveness and initiative on the battlefield
made sure that Sharon’s unit was left off the hook even in cases of
excessive force. For example, following a raid that had caused
substantial collateral damage, Dayan defended Sharon’s unit
by stating: “Depending upon the instance, I prefer excessive
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initiative and action, even if it involves some mistakes here and
there, to the passivity of ‘sit and do nothing’ and covering yourself with paper and seven authorizations for an operation before
its execution”.29 From 1953 to 1956, units under Sharon’s command conducted more than 70 reprisal operations. The majority
of those missions undertaken were originally suggested by Sharon
himself, despite the fact that he was only a battalion commander
at the time.
During the 1956 Suez War, Sharon conducted an unauthorized
operation into the Mitla Pass; this move resulted in a major
military blunder. Dayan, nevertheless, did not criticize Sharon
and defended him by stating again: “I regard the problem as grave
when a unit fails to fulfil its battle task, not when it goes beyond
the bounds of duty”. 30 This reaction was consistent with
another unauthorized operation during the same campaign by the
Seventh Brigade. Dayan famously responded by affirming that it
was “better [to] be engaged in restraining the noble stallion than
in prodding the reluctant mule”.31
The Suez campaign was not conducted on the basis of detailed
plans; the forces were unleashed by Dayan to fight their way
independently in the general direction of the Suez Canal. The plan
was sacrificed in favour of the element of surprise and there was
no attempt to coordinate forces.32 The aim was not to annihilate
the enemy, but rather “bring about its collapse”33 In many ways,
the problems of the Sinai campaign were caused by Dayan’s
decision to give units on the field too much leeway and, thus,
cause too little control and coordination; this decision was a
reflection of Dayan’s style of command.34

These deficiencies,

however, were improved in the 1967 Six Day War.
Haim Laskov, who succeeded Dayan as chief of staff, was a former
British officer who made an important contribution to balance
bitsuism and the practice of mission command in the IDF.35
Furthermore, Yitzhak Rabin who became the Chief Of Staff (COS)
after Laskov’s successor, Zvi Tsur, continued this approach and
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developed the officer corps’ professionalism.36 It was Rabin who,
as head of the IDF training division, revised and brought together the IDF doctrine into a unified structure, bringing all the
disparate training and doctrinal methods into one coherent whole.
This enabled a common professional language, which is very
important for mission command to succeed.37 Rabin continuously
emphasized the need for quick decision making and the ability
to simultaneously plan and issue orders while on the move, a necessary capability for manoeuvre warfare and mission command.38
When war broke out in 1967, in contrast to Dayan’s command
method used in 1956, Rabin chose to stay in his Tel Aviv HQ and
issue orders to the units in the front. At the time, the IDF
exercised a much better balance between detailed planning and
improvisation, independence and control; operational plans were
devised on the move and were changed according to opportunities
as they presented themselves.39 Only the first day of the campaign
in the Sinai was planned, while the remaining three relied on the
pure improvisation of battlefield commanders.40
Following the decisive victory of 1967, the basic strategic
situation of the IDF altered dramatically. The new borders made
it more difficult to use internal lines of communication.

The

newly found strategic depth also gave the IDF the opportunity to
rely on a purely defensive strategic doctrine. 41 The War of
Attrition that broke out shortly after the Six Day War, found the
IDF concentrating on routine current security operations along its
extended borders. These operations consisted of unimaginative
routine duties, such as long patrols and the manning of static
observation posts. At the time, the commando and paratrooper
units, however, did perform a string of daring special operations,
but contrary to conventional manoeuvre warfare, these operations
emphasized detailed and time-consuming planning based on
accurate intelligence. They, therefore, contradicted by nature the
open-ended Clausewitzian perception of the battlefield filled
with friction, the fog of war and uncertainty.42 Another source of
problem was that the self-confidence of the IDF and feeling of

195

Dimensions.qxd

10/4/07

10:23 AM

Page 196

CHAPTER 8
superiority over the Arab forces following its decisive victory
in 1967 led it to neglect continuously the need to continue the
development of a combined arms strategy. It stuck, instead, to an
all tank doctrine – what one historian called ‘tankomania’.43
Following the Egyptian crossing of the Suez Canal at the outset of
the 1973 Yom Kippur War, the IDF in effect carried out a counterattack on 8 October with two divisions on the basis of its newly
revised doctrine. This resulted in one of the worst disasters of the
IDF fighting history.44

The attack was repulsed with a cost of

high casualty rates and it did not achieve any of its set objectives.
Despite the obvious failure in doctrine and high command, the
IDF was saved by the sacrifice, initiative and maintenance of
objective by small unit commanders, who fought stubbornly in
order to defend their precarious battlefield positions. 45 Towards
the end of the war, the reserves (mostly veterans of Six Day War)
were able to adapt to the battlefield situation and demonstrated
some brilliant manoeuvres, such as the crossing of the Suez
Canal.46
However, some of the more important lessons of the war, specifically those relating to failures in the IDF command culture, were
never learned.47

Following the traumatic experience of being

outnumbered during the initial stages of the Yom Kippur War the
IDF engaged in a massive build up.48 Technology and numbers
were to compensate for the shortcomings exposed in the war. As a
result, the IDF became a complex bureaucratic machine with
over-inflated staff and support units, in stark contrast to the agile
lean organization it had been before the war. 49
The outcomes of these trends were demonstrated in the 1982
‘Peace for Galilee’ campaign in Lebanon. The IDF enjoyed complete superiority quantitatively and qualitatively and acted
according to a plan that was devised and rehearsed months before
the operation had begun. Except for the Israeli Air Force, which
had performed brilliantly, the ground forces had mediocre
achievements, as units repeatedly failed to meet their respective
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objectives.50 Part of the mixed performance can be explained by
the political controversy surrounding the aims of the war and by
the sensitivity towards casualties in a war that was not seen as
being one of ‘ein briera’ (‘no choice’). However, according to some
IDF analysts, these reasons were also used by the IDF leadership
as an excuse for the lack of professionalism among senior
commanders at the brigade, divisions and corps level who failed
to understand, communicate and delegate their intent to lower
echelon commanders.51

Mission Command and Bitsuism in the LIC Environment
Since the Lebanon War in 1982, the IDF has continuously experienced LIC scenarios.

The IDF faced guerrilla type warfare in

Lebanon, where it proved slow to adapt. It then experienced the
Intifada, a large-scale civil uprising, between 1987 and 1993. This
new type of conflict had caught the IDF by total surprise in terms
of its knowledge and ability to deal with such a complex situation. Operating within the civilian quarters of the West Bank and
Gaza Strip was particularly problematic for the IDF in that the
potential for causing collateral, injuring innocent civilians and
being subject to continuous media scrutiny increased exponentially. Moreover, the highly political nature of the LIC of the two
Intifadas also challenged all of the IDF’s command echelons
to understand that the conflict could not be won solely through
military means and that even low-level tactical command
decisions could bring about (often negative) strategic results.
Given the mass involvement of the Palestinian civilian population
in relatively non-violent demonstrations and riots, which at most
entailed barricades, rock-throwing and the sporadic use of
Molotov cocktail bombs and of light firearms (towards the latter
years of the uprising), the IDF was not able to cope effectively.
The IDF’s tradition of fighting major conventional warfare and
conducting special forces operations became irrelevant as it found
itself embroiled in having to chase and arrest rock-throwing
youths, to force the opening and closure of Palestinian shops and
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businesses on strike, and to enforce closures and curfews through
the establishment of stationary checkpoints scattered all over the
Territories, amongst other things.
Almost overnight, the IDF had turned into a police force whose
objective was to control the lives of dissenting civilians instead of
defeating a real enemy threat. The constant IDF contact with the
civilian population obviously led to friction and cases of abuse,
as well as dehumanization. Most of these cases were triggered
by

the

IDF

soldiers’

and

commanders’

confusion

and

frustration regarding the IDF rules of engagement (ROE) as well
as the overall strategic objective required of them during their
missions in the Territories.
Many soldiers and commanders on the ground, in fact, felt
abandoned to their own devices and judgment. No clear rules of
engagement were enunciated. Moreover, those that were referred
to were changed repeatedly. This was particularly the case when
soldiers on the ground committed operational blunders.

These

errors frequently produced negative strategic outcomes in that
they were reported in the media, were scrutinised heavily by
domestic and international opinion, and often galvanised rather
than limited Palestinian, domestic and international opposition of
the continued control of the Territories by Israel.
Given the IDF’s desire to portray that it was continuing to uphold
the ‘tohar haneshek’ (‘purity of arms’) principle, the IDF
Advocate General was not averse to investigate and, indeed,
indict IDF troops accused of abusing local Palestinians during
their policing operations.

The indictments, however, had quite

a detrimental effect on the morale of IDF soldiers and local
commanders. Rather than rectifying their behaviour, the fear of
being prosecuted for carrying out orders that lacked clear rules of
engagement created the ‘rosh katan’ (‘small head’) phenomenon.
Soldiers and low-level commanders, in fact, very often decided to
opt out of carrying out orders and missions that were seen as
being risky of a legal point of view. One soldier recounted his
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experiences regarding other soldiers’ fears of avoiding carrying
out orders:
‘There were people saying, “Why the hell should I shoot
right now? I can get into a lot of trouble, so I won’t shoot.
They [stone throwers] would run away, nothing happened
and then I would be able to finish my shift and go back
to sleep or whatever’.52
The IDF became occupied in policing a type of operation which it
was not prepared or trained for. Conflicting instructions and a
lack of sense of clear guidance resulted in frustration that led
to instances of brutalization and sheer violence. 53

The most

important assets of the IDF, its prestige as a moral military and its
cohesiveness and trust among its troops were badly damaged. 54
It was also the time when the IDF had to learn to take into
account not only its immediate rival, but also other powerful
actors such as the media, NGO’s, international observers, Jewish
settlers, and public opinion.

Hence, the situation gave rise to

what Charles Krulak calls the ‘strategic corporal’ phenomenon
whereby mere low-ranking soldiers on the ground could, through
their tactical decisions, cause strategic outcomes. 55 Moreover,
changing civil-relations since the early 1980s within Israel led
to growing transparency of and open criticism towards IDF
commanders by the press and other public figures. It no longer
enjoyed the same aura and sacred immunity it had enjoyed until
then. Haim Heffer, a poet and famous veteran of the Palmach
wrote, “The IDF will not be the same IDF if in the wake of every
accident or mistake officers became so afraid of parents that they
begin to jeopardize their unit’s main characteristics: initiative;
the willingness to take risks; comradeship and ingenuity.”56
As seen above, in order for mission command to have success in
a military organization, it is the superior’s duty to specify the
objective, resources and constraints within which the subordinate
has to accomplish the mission. However, the Intifada showed that
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IDF objectives were not clearly defined (only a generic objective
of the need to ‘lower the level of violence’ was given to the IDF),
were subject to debate, and were hard to achieve from a military
point of view. The constraints were significant in that the ROE
were changed often according to political circumstances. This led
to growing instances of lack of initiative and distrust, given the
legal prosecution of individuals and units that had acted outside
the month’s, or even worse, the week’s ROE. Moreover, resources
were lacking in that both IDF equipment and its training regimen
were really only geared towards conventional high-intensity
conflict scenarios.

Re-establishing the Bitsuist Ethos and the Principle of
Mission Command in the LIC Scenario
During the 1990s, military analysts and historians within and
outside the IDF severely criticized its continuous deterioration. 57
Some of the critique was focused on two major areas: The IDF’s
lack of professionalism and the deterioration of a flexible, decentralized creative command process that so much typified the IDF
in its first three decades of existence. 58 It seemed like the IDF had
lost some of its fighting power, while at the same time, bitsuism
and mission command practices were losing ground. These
criticisms, in light of the US military’s impressive demonstration
of its AirLand battle doctrine during Operation ‘Desert Storm’,
challenged the IDF to reassess its command and operational
doctrine. The assessment that the Oslo process would lead to
another cycle of violence with the Palestinians reinforced the
sense of urgency and determination not to repeat past mistakes in
LIC scenarios.59
Since the 1990s, the IDF tried to re-emphasize maintenance of
objective and mission command within its combat and command
echelons. Firstly, it officially incorporated mission command into
its doctrine in 1993.60

Another important development was a

move towards professionalism.61 These efforts, together with the
re-equipping and training respectively of units with LIC-related
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materiel and tactics, were carried out due to the fact that the IDF
were well aware that the most probable conflict scenario regarding the Territories in the near future would be that of a terrorist
(since the early-1990s) and guerrilla (since the Hasmonean Tunnel
riots in September 1996) nature within the urban battlefield.
Efforts during the late 1990s to revive and strengthen the IDF
bitsuist ethos and tradition of mission command had mixed
results though, as has been seen during the current Al-Aqsa
Intifada, which erupted in September 2000 following Ariel
Sharon’s visit to the Temple Mount. The Al-Aqsa Intifada, as it
was coined internationally, was anything but an uprising similar
to the one conducted by the Palestinians between 1987 and 1993.
Apart from the first five weeks of its inception, the present
Intifada was characterised by the extensive use of guerrilla and
terror tactics by not only organizations such as Hamas and
Islamic Jihad, but also by the members of the Palestinian
Authority (PA) such as the Palestine Liberation Organization
(PLO) Fatah Tanzim. The Palestinian terror campaign against
civilian targets, particularly within the Green Line, was overwhelming and relentless as of December 2000.
The lethality and persistence of the Palestinian guerrilla and terror
campaign led many Israelis to perceive the conflict with the
Palestinians as a full-blown war and, more importantly, as an existential threat. The perception of being under siege and at war led
the political echelons to let loose the IDF in order to win the war on
terror. This was especially the case after the Passover Night suicide
terror attack at the Park Hotel in Netanya on 27 March 2002 when
30 civilians were killed and 140 injured.62 Thus, the IDF under the
leadership of Sharon, Mofaz and Ya’alon set out to “burn into the
Palestinian and Arab consciousness that terrorism and violence will
not defeat us [i.e., Israel]”.63 It also led to statements such as those
uttered by Chief of Staff Lieutenant-General Moshe Ya’alon who
avowed in August 2002 that, ‘the only solution is to achieve an
unequivocal victory over the Palestinians’ and that such a victory
would not come at a low price or immediately.64
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Although the current Intifada has been much more violent than
the previous one, involving guerrilla and terror attacks, the fact
that the IDF has again been in constant contact with the
Palestinian population – most of whom just wanted to get along
with their everyday lives – once again created friction, frustration
and quite a few cases of excessive force and collateral damage.
While special missions, such as search and arrest operations and
targeted assassinations, were thoroughly planned for and often
carried out by elite units that were disciplined enough to stick to
the missions’ objectives without exceeding mission orders, daily
routine security operations carried out by regular infantry and
other ground forces units (e.g., armour and artillery corps units)
often exceeded their mission objective. These resulted, consequently, in cases of excessive force and collateral damage.
The tendency for regular units to perform beyond their sanctioned
orders, which were clearly set out to achieve the IDF’s overall
mission objective of lowering the level of violence in the
Territories, was often due to the bitsuist influence on ground level
commanders stationed around and within the Territories of the
West Bank and Gaza Strip. Often, such commanders wanted to
show their superiors that their unit was contributing concretely to
the IDF war on terror. They were aware of the fact that their
unit’s reputation and prestige would be bolstered in the eyes
of their commanders and ‘rival’ units with their participation
in ‘special’ operations.

Often, commanders also sought extra

‘special’ missions in order to maintain or increase the morale of
their unit members.

Such tactics were, indeed, needed due to

the fact that the majority of regular and reserve ground forces
were involved mostly in batash operations such as patrols, mindnumbing checkpoint duties, enforcement of curfews and other
duties similarly carried out during the first Intifada.
Compared to the special operations that elite units, such as the
reconnaissance (Sayeret Golani, Givati, Nahal, Tzanchanim) and
special forces units (Sayeret Matkal, Egoz, Shaldag, Shayetet-13)
were conducting, these batash duties were quite tedious and
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uninspiring. Hence, the need for finding new missions and things
to do that simulated special operations became paramount for regular units in order to maintain their units’ combat motivation and
readiness. One company commander stated that “participation in
operations sweetens the pill … because in their absence, there is
a feeling of you’re not doing anything meaningful”.65

Another

reserve company commander of the infantry corps also explained:
If you go to a settlement and guard the settlement or if
you are guarding buses or kids or stuff like this, you can
do these things, yes, but then you have to do other
missions.

You have to create the sensation that some-

thing will happen all the time. Even if you don’t have the
information that a group of terrorists will come, you go to
them. You create tension and then you create a mission.66
Thus, regular units often conducted operations without the proper preparation and without the understanding that doing more
would actually escalate the conflict and bring about negative
strategic outcomes whenever their actions resulted in the harming
of innocent civilians or in the damaging of civilian infrastructures
that terror and guerrilla groups had used opportunistically for
their own protection.
Furthermore, the bitsuist tendency in combat personnel often led
units to carry out their orders with excessive ‘enthusiasm’ and
often in disregard to the actual consequences of their actions. For
example,

whenever

firearm

attacks

were

perpetrated

by

Palestinian guerrilla/terrorists from sheltered positions, such as
buildings or olive groves, the IDF would respectively raze and
uproot them in order to avoid similar incidents in the future.
However, the order to remove such sources of protection for
Palestinian gunmen would often involve the removal of areas
much larger than what was operationally justified or required.
The head of the Civil Administration in the West Bank, BrigadierGeneral Dov Tzadka recounted the frequent infringement by
soldiers on the ground of IDF ‘stripping policy’ orders in the

203

Dimensions.qxd

10/4/07

10:23 AM

Page 204

CHAPTER 8
Territories: “They are given explicit orders, but when I reach the
place, I find the forces in a state of hyperactivity. The soldiers
and the commanders get carried away”. 67
The IDF’s determination to win and perform successfully in its
area of operations also led often to extensive collateral damage
and civilian deaths.

This was particularly the case during the

IDF’s major offensive operations into the Palestinian terror and
guerrilla nerve centres. Operations ‘Defensive Shield’, ‘Rainbow’
and ‘Days of Penitence’ saw, in fact, many cases in which the IDF
used excessive force.68 Although the IDF was effective in eliminating guerrilla fighters and terrorists as well as destroying their
infrastructure

during

these

operations,

many

innocent

civilians were killed and civilian buildings were destroyed as a
result of such operations. Such destruction and death obviously
galvanised Palestinian opposition as well as international – and to
a certain degree domestic – condemnation.
The extensive use of targeted assassinations, even during times of
relative quiet, was also another symptom of the IDF’s culture of
bitsuism. Although the assassination of ‘ticking’ suicide bombers
was a necessary self-defence tactic, the timing and lethality of
such attacks often caused a strategic backlash on Israeli policy.
For example, during the hudna (‘ceasefire’) amongst Palestinian
factions, which significantly lowered the level of violence used in
early January 2002, the IDF assassinated Raed Karmi, a senior
member of the PLO’s Fatah faction. Rather than deterring further
attacks, the assassination led to further escalation in the conflict.69

Furthermore, other assassination attempts, particularly

those carried out by the Israeli Air Force, caused extensive
collateral damage. For example, an F-16 missile strike in July
2002 on Salah Shehade, a Hamas leader, resulted in the killing of
14 civilians, including nine children and an official – and
awkward – apology on the part of then IDF Chief of Operations,
Major-General Dan Harel.70 The assassination brought about strident international condemnation and domestic disapproval particularly through media channels.71
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Thus, by late 2003 Lieutenant-General Ya’alon, in fact, had come
publicly to the conclusion that, “in our tactical decisions, we are
operating contrary to our strategic interests”.72 Indeed, whereas
the bitsuist ethos had been fully applied within the LIC environment of the Territories, the necessary ingredients for the successful implementation of the mission command philosophy were still
lacking. The IDF, in fact, had shown time and again during the
current Intifada initiative, courage and aggressiveness. It clearly
struck a severe blow to the Palestinian terror and guerrilla
infrastructure through its targeted assassinations, the destruction
of weapons factories and suicide bomb-making workshops, the
mass arrest of terrorist suspects and terror organization activists.
It did so also through its small-scale special operations as well as
large-scale ‘invasions’ into the terrorist guerrilla fighter safe
havens of the PA-controlled areas, and through the construction
of the security fence.
On the other hand, the vital elements necessary for the
application of the mission command way of carrying out
operations and orders had yet again gone amiss.

The overall

mission objective handed down once again to the IDF by the
political echelons was generic and confusing. Winning the war in
a limited conflict situation could not be achieved by military
means alone. Yet, many within the upper echelons of the military
and politics believed that it could be attained. Thus, until Ariel
Sharon’s decision in December 2003 to implement the ‘Road Map’
peace plan through Israel’s unilateral disengagement from the
Gaza Strip and some areas of the West Bank, the IDF was left
to win a low-intensity war within the political, ethical and international constraints that LICs generally entail.

Consequently, the IDF’s rules of engagement issued down the
chain of command were once more subject to public debate and
scrutiny, as well as subject to change on a periodic basis.
However, whereas in the first Intifada confusion regarding ROE
frequently led to the avoidance of responsibility, initiative and
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the dereliction of duty by certain units, in the Al-Aqsa Intifada,
soldiers and low-level commanders often erred on the safe side
(given the more violent and dangerous nature of the conflict) by
exceeding them and, thus, by using excessive force.
The general notion of mission command, which calls for
commanders and soldiers to understand the higher order intent
and consequences of their actions, was often lacking. This frequently led to actions that escalated rather than limited the current Israeli-Palestinian conflict.

In other words, IDF tactical

actions in many instances had the opposite operational and
strategic effect of reducing the level of violence.
Nonetheless, the IDF did demonstrate some successful examples
of mission command during its major offensive within denselypopulated urban areas in Operation ‘Defensive Shield’. Having
experienced heavy casualties and failures in past urban
campaigns, such as in the battle for Jerusalem in 1967 or Suez
City in 1973, the IDF was wary of the option to attempt to seize
Palestinian towns and refugee camps. However, once the decision
was taken, the forces made preparations and fought largely in
adherence to mission command principles.
The Paratroop and Golani Brigades captured the dense centre of
the Nablus Kasbah, which at first had seemed almost impossible
to infiltrate. Whilst suffering only one fatality, the IDF killed 70
Palestinian gunmen and captured hundreds.

The paratroopers

penetrated the Kasbah from multiple directions, a manoe uvre that
caused confusion and chaos among the Palestinians.73 This highly complicated operation required high coordination and understanding of the mission’s overall operational concept and intent.
The forces were given great latitude for independent planning and
execution.

High synchronization was maintained through the

constant, clear and concise communication of intent among every
echelon of command. Commanders made sure that all units
understood the intent and operational concept of the mission,
through clear communication, prior to initiating any operations.74
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The same principles were used in other successful battles based
in Tulkarem and Ramallah. Maintenance of objective was
emphasized only after missions were independently planned and
discussed in light of the higher intent.75 Because of this, missions
went according to plan and did not deviate from the higher intent.
They also resulted in fewer civilian casualties than those suffered
during the mission conducted, for example, in Jenin.
Furthermore, although in current security operations and special
missions the opportunity for initiative and great freedom of
manoeuvre was given to lower-level commanders, this was not the
case in instances following major incidents in which Palestinians
had carried out some form of attack against IDF forces in the
Territories (e.g., snipe attack, detonation of explosive devices,
mortar or rocket attacks). During such ‘operational incidents’ in
a particular sector, senior commanders had a natural inclination
to intervene directly, consequently diminishing the authority and
responsibility of junior commanders on the ground. One company commander described the situation quite eloquently:
As soon as commanders come to the scene of the incident –
the brigade commander becomes a platoon commander, a
division commander becomes a company commander,
platoon and squad commanders get their orders straight
from the battalion and brigade commanders while
leapfrogging, and then the company commander has no
control over who his subordinates are.76

Learning while Doing
In any case, even during the current conflict the IDF tried to
rectify these weaknesses by learning its lessons and, consequently,
by trying to increase within its ranks the understanding and
application of mission command to the LIC scenario. The officers
advanced course program (POM) had already been redesigned,
and included many more hours of military studies in the form of
doctrine, general staff work and mission command. 77 An academy
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for field junior officers was established in 2000 and two research
institutes were created, dedicated to the study of the operational
and tactical level warfare. These institutes served as a platform
for field officers to detach themselves from the day-to-day reality
of continuous activity on the field. Within these institutes they
could take a pause, reflect and conceptualize their experiences as
well as develop theoretical principals to the dilemmas they had
face while on missions. It set out to establish an intellectually
friendly environment, which until then had been quite foreign to
IDF culture.78 In addition, in 2004, the Ground Forces Head
Quarter (MAZI) began a tradition of holding an annual international conference on the subject of LIC that discussed the IDF’s
major doctrinal, technological and operational innovations.
All these measures were taken as part of an attempt to balance the
typical IDF bitsuist officer, who for years had been educated on
the virtues of doing at the expense of reflecting and looking at the
higher order consequences of one’s actions before acting on them.
The LIC environment had certainly proved that such qualities are
necessary even more than in the conventional manoeuvre warfare.79

This attempt to change the IDF’s organisational culture

had succeeded to some extent and had a serious impact on officers’ view of leadership based on mission command principles. 80

Conclusion
This chapter has looked at how mission command and the organisational culture of bitsuism have interacted during the IDF’s
multifarious missions since its establishment in 1948. It did so by
explaining the concepts of mission command and bitsuism, and
then by showing how bitsuism influenced the ability of
commanders to conduct their mission according to the strategic
and operational aims of such missions. The chapter showed how,
since the first Intifada, the IDF tried to re-institute the mission
command principle and bitsuist cultural norm within its ranks
given the extreme complexity it had encountered during that period of conflict. Although the IDF has made significant reforms in
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order to encourage the full understanding and implementation of
mission command principles among its ranks and despite the fact
that certain missions have displayed positive evidence of
certain units’ adherence to such principles, the complexities
imposed by the LIC environment still challenge the IDF’s ability
to fully implement them on a daily basis.
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systemic thinking, knowledge in having to deal with the media in a
professional manner and the motivation of subordinates in complex
and undefined situations.
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CHAPTER 9
Setting Things Right:
Some Lessons From American Reform

Kenneth Allard

The word – “transformation” – is of course most closely associated with the incumbency of Donald Rumsfeld at the Pentagon,
where even before the events of September 11, 2001 (9/11) it had
become the new shorthand for military reform, eclipsing the
neologism of “the revolution in military affairs” or RMA with
surprising speed. Whether transformation or RMA, this experiment goes on even as we speak. Therefore, it is timely to examine
the question of how, in the midst of transformation, military
organizations might deal with the age-old problem of indiscipline
among military personnel. Some recent experiences of the United
States (US) Army provide some insight into this challenge.
Most discussions of transformation tend to focus on technology or
on how one might rearrange traditional military structures. But
there are ample reasons to focus on the more fundamental issue of
how these things actually affect the behavior of soldiers in
the field. The first is the continuing problem of adapting the institutions of the nation-state to the growing list of trans-national
problems and trans-national actors. Many of the lessons learned
about peacekeeping and nation building during the last decades
of the 20th century came from the example of the Canadian
Forces, a humanitarian adaptation of military power with a
continuing relevance that some in my country might have found
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surprising. One of the only rays of hope in the biblical tragedy of
the Asian tsunami of 2004 came from the rapid and efficient dispatch of naval, air and amphibious rescue teams to survivors on
all sides of that continent. Yet United Nations (UN) aid officials
tell us that tragedy persists as well on the African continent, with
deaths from ethnic and religious strife – in the Congo alone –
amounting to the equivalent of “one tsunami every six months.” 1
Even the well-intentioned are not immune to becoming part of the
problem, as incidents of exploitation and even abuse have been
reported in various UN peacekeeping contingents sent to that
region.
Such incidents are a timely reminder why a fresh look at potential
sources of indiscipline is always a wise move. Trans-national
problems are constantly generating new military missions – and
new missions have a paradoxical way of forcing a return to basics.
We are, after all, Western armies: Western values are part of our
common military culture and are imprinted within us like DNA.
As that most provocative of military historians, Victor Davis
Hanson, reminds us: the Western fighting man is above all else a
free man. While this means that “Western armies…are often
unruly,” it also means they have a hidden advantage that makes
all the difference:
…freedom of action…pays dividends in battle. Soldiers
and sailors improvise and act spontaneously… Their
energies are not diverted to hiding failure in fear of
execution. Free men fight openly with the trust that later
inquiry and audit by their peers will sort out the cowards
from the brave.2
Precisely because free speech and open debate are the essence of
this politico-military tradition, Hanson points out that they are
also integral to the collective wisdom that is the cornerstone of
command itself.
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My reason for introducing our topic in this way is that Hanson
prompts us to remember just how powerful the idea of freedom
really is. The armies drawing upon that ideal simply fight much
better than those which do not; and in Carnage and Culture, he
surveys battlefield outcomes from Salamis to Midway that
compellingly illustrate this point. However, his final example is
one that brings painful recollections for any American soldier: the
Vietnamese “Tet Offensive” of 1968. It was certainly not the first
time the phrase, “won the battle but lost the war,” was an apt
summation: but it was in the aftermath of that defeat that the
American Army3 began its long dark night of the soul. Hanson
concludes his work with the observation that the Army began a
long period of “audit, scrutiny and self-critique” which was in the
highest Western military tradition – and his comment is true
enough.4 But as someone who was there, who served in that Army
as it was undergoing that long and painful self-examination, I can
think of no better example to commend to a study of the sources
of indiscipline.
Want to know how bad things were? Rick Atkinson, the eminent
Washington Post reporter and Pulitzer Prize-winning author,
characterized the Army after Vietnam as “an institution in
anguish….beset with the anarchy of drugs, racial strife and utter
indiscipline.”5 This was the Army I joined in West Germany as a
young intelligence officer in early 1972. Its problems were evident
from the first moment. For ten years, the Army in Europe had
been little more than a way station for officers and soldiers
en route to Vietnam. Units often had two or three commanders in
the course of a year – or even more if one of those officers was
unfortunate enough to be relieved for cause. Off-duty soldiers
with test-the-limits haircuts and sideburns returning drunk or
stoned from rock concerts often boarded the wrong trains back to
their camps – and were expelled a day or so later by bemused East
German border guards.
During my first tour as battalion staff duty officer, one of
our commanders was arrested for the attempted murder of a
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prostitute (he later claimed to be investigating whether she was
actually a spy with a really good cover story). During the second,
I was deployed in direct support of a military police unit
that went into one of our neighboring kasernes to break up a
“disturbance” that to my naïve eyes seemed indistinguishable
from simple mutiny. A military police Sergeant later explained
the underlying complexities: the basic tension was racial and
there were “issues” between the black and white soldiers that
sometimes flared up. Fortunately, there was also the moderating
influence of the drug dealers – the “good guys” who could speak
to both sides. That bizarre example was still on my mind eighteen
months later when the 1973 Arab-Israli War brought about a
sharp confrontation between the US and the Union of Soviet
Socialist Republics (USSR). In its aftermath, the superpowers
brought their respective armies in Europe to a full-fledged
nuclear alert. 6

American combat intelligence units were

exceedingly primitive back then: but as we dutifully headed out
to our tactical alert positions, I remember wondering how we
could possibly take on the multi-echeloned formations of
the Group of Soviet Forces Germany when our own units were
effectively at war with themselves.
That same thought must have occurred to other people as well,
because the 1973-1974 “winter of our discontent” turned out to be
our nadir. The gloomy characterization by Rick Atkinson referred
to above came in an address that he made to West Point Class of
1991 on the eve of their graduation and their commissioning into
an Army that had changed dramatically since 1973. Indeed: only
months before, that Army under Norman Schwarzkopf had
achieved a stunning feat of arms in the First Persian Gulf War, a
victory so brilliant that in retrospect it looked easy. Atkinson’s
response must still be remembered by those cadets, many of whom
are serving today in our Second Persian Gulf War:
There is a tendency now to believe that the victory in the
Persian Gulf War was easy and cheap…(But) the seeds of
this victory were planted more than twenty years ago in
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the jungles of Vietnam. The officers who were brigade,
division and corps commanders in this war commanded
platoons, companies and battalions in Vietnam. They
stayed the course after Vietnam…They remained true to
the profession of arms and set out to make things right,
to develop the doctrine, the training methods, the
standards of professionalism that evolved in the outstanding force which you will formally join tomorrow. In
this sense, the Persian Gulf War didn’t last for forty-two
days, it lasted for twenty years. And it was not easy.7
No it wasn’t. No turn-around worthy of the name ever is. But
some lessons from that experience might be useful in contemplating the challenges of maintaining the certainties of military
professionalism in a most uncertain era. The American Army’s
re-birth over almost twenty years was a sustained cycle of reforms
in which five distinct but closely related factors can be identified:
1.

Values: defined as those characteristics of a military
culture in which the organization or institution has great
emotional investments;

2.

Vision: the determination of future possibilities allowing
an organization to re-define, articulate and execute its
key missions (for the Army, often indistinguishable from
doctrine);

3.

Means: the combination of people, equipment and
technology required to execute vision and doctrine;

4.

Training: the systematic, repetitive refining of people,
equipment and technology into battle-ready capabilities;

5.

Leader Development: the first responsibility of leaders is
to create other leaders throughout the organization,
where their involvement, commitment and inspiration
constantly helps refine basic values - and begins the cycle
all over again.
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It should be emphasized that these things were: all parts of a
repetitive cycle that came to fruition only after operating for more
than two decades; that they were continuous and reinforcing
rather than strictly sequential; but that for present purposes, it
may be most useful to locate each element in its own historical
context.

Values
It is common in the world of business for values to be used interchangeably with “ethics.” Such is the moral and intellectual
confusion of our business school faculties that there are even serious questions raised about whether it is appropriate for them to
instruct future executives in the moral dimensions of leadership.
The irony of course is that this debate persists in the faculty clubs
even as legislatures imposing an ever-tightening web of regulation
after each new revelation of corporate irresponsibility. The fact is
that values are all about ambiguities and conflicts or else they are
not really values at all, but meaningless slogans.
While we sometimes fall into those same traps, military organizations are qualitatively different from our commercial counterparts
when it comes to values. In part this difference reflects closer
proximity to the harsh realities of life and death, something
that encourages the search for moral certainty in inherently
ambiguous situations. As a Vietnam-era draftee, I was introduced
to the laws of land warfare by a stern-faced Judge Advocate
General (JAG) who inveighed against the My Lai massacre and
explained our duty to disobey illegal orders. However, the end of
his class was promptly followed by more informal - but much
more pointed – instruction by combat-hardened drill sergeants,
who explained how things really worked in battle. My fellow
trainees shared my confusion: because there was some irreconcilable conflict between the values of survival and humanity. But
precisely because there was a conflict, these were values, not just
empty mottoes or slogans.
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That same class was repeated several more times before the Army
finally consented to transform this unlikely draftee into a
commissioned officer. Along the way, the realization gradually
dawned that values are essential parts of the moral and
intellectual compass of the organization and the soldier. Values
help the organization answer the fundamental question: who are
we? And for each of its members, they similarly frame the
question: who am I? Much later in my career, I was privileged to
join the West Point faculty, where there was no hesitation whatsoever about teaching values. In their purest form, those values
were articulated by General Douglas MacArthur in his farewell
address to the Corps of Cadets, “Duty, Honor, Country” – a classic of 20th century rhetoric and still required reading for Army
officers. More practically: the United States Military Academy
honor code provided a standard of everyday conduct that was
simple and absolute: “A cadet does not lie, cheat, steal or tolerate
those who do.”
With that heritage, imagine the profound sense of dislocation
when the Army finally came to realize how far it had wandered
from its moral underpinnings during the Vietnam War. Body
counts were only the most notorious symbols of problems
camouflaged as progress. Careerism manifested itself in “ticketpunching” (minimum-duration combat assignments) and grossly
inflated officer efficiency reports. In the insular institution of the
officer corps, it was impossible to confine the damage to Vietnam.
In Europe, the strain of supporting a decade of warfare in
another theater had produced shortages of personnel and
equipment that were becoming ever harder to conceal. It was
common for unit readiness reporting – the Army’s most basic
measurement of its fitness for war – to be subverted by bogus
transfers and other accounting subterfuges that allowed careerconscious commanders to perpetuate the fiction of “zero defects.”
Eventually the Army began to suspect that something was wrong
and, predictably, sent a team out from Washington to investigate.
An old friend was on that team and he gleefully recounted
the candid comment of a necessarily anonymous staff officer:
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“If you guys were really serious about straightening out the
readiness accounting nightmare, you oughta start by shooting
General _______ [the local corps commander].”
The first response of the Army leadership was simple and
instinctive resistance to the notion that it had a pervasive
institutional problem. But by 1973, General Creighton Abrams –
himself a World War II hero who became Army Chief of Staff after
leading the troops in Vietnam – began the long process of Army
reforms. Significantly, he began those reforms with a thorough
examination of Army values. A study he chartered to examine the
moral and ethical climate of the officer corps was the sum of most
fears: cynicism and dishonesty were widespread, with favoritism
and self-serving careerism constituting a general institutional
malaise. As a first response, regulations, institutional training
and command literature soon began reflecting a noticeable
re-emphasis on values like candor, commitment and courage.
These measures were accompanied by examples of “leaders taking
units back to values” during seminars, unit training and individual counseling. Officer efficiency reports began requiring
assessments of professional ethics, including integrity, selflessness and moral courage.8
It was certainly possible to be cynical about such injunctions –
but they were accompanied by several systematic “reductions in
force” in the early-to-mid 1970’s that often left confirmed cynics
on the outside of an increasingly Darwinian officer corps. Such
purges not only separate the wheat from the chaff: but they also
confirm the importance of values as essential touchstones in
determining what the organization really is – and who its people
really are. Nor do those lessons quickly fade away. Twenty
years later, one of Abrams’ successors as Army Chief of Staff
confronted similar turbulence as Army roles and missions again
shifted. His reflections:
Values give an organization a self-ordering quality, a
kind of organizational ballast, which provides direction
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and stability in periods of turmoil, stress and change.
They give both leaders and followers a basis for looking
more confidently beyond the issues of the day…Effective
leaders understand that core values rooted deeply within
the people who make up an organization are the essence
of its…culture and an enormous source of its strength. 9

Vision
Second only to the importance of Values – who are we? – is the
closely related question of Vision: where are we going? The
trauma of the Army’s first defeat was quickly followed by
another harsh realization: that while the service had been
exhausting itself in the jungles of Vietnam, its principal Soviet
adversary had stolen a march. The conventional balance of forces
in Europe had always rested on the qualitative edge of American
ground and air forces to offset the great quantitative edge always
ceded to the armies of the Warsaw Pact. But the October, 1973
clash between Israel and the Soviet-supplied forces of Syria and
Egypt was deeply unsettling. The Israelis had eventually emerged
from the war victorious – but only just. A decade of sustained
modernization had resulted in advances in armor, air defense,
electronic warfare and the first examples of precision guided
munitions that now made Soviet forces or their surrogates
more formidable than ever before. While Israeli training and
adaptation under fire had eventually reversed early losses to
the Arab armies, the new Soviet qualitative edge - added to
their long-standing numerical advantage - created disturbing
implications

for

the

defense

of

North

Atlantic

Treaty

Organization (NATO) territory.
Like the prospect of being hanged, the specter of a Soviet armored
juggernaut charging across West Germany’s Fulda Gap and
rapidly crossing the Rhine River was a nightmare that wonderfully concentrated the Army’s best minds. As he had with the
renascence of Army values, General Creighton Abrams acted
decisively to absorb the lessons of the Yom Kippur War. In the
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Army as in the Catholic Church, visions of the future – however
compelling – are little more than pipe dreams unless codified into
doctrine. Three generals with distinguished Vietnam command
records – William DePuy (the newly named head of the Army
Training and Doctrine Command, or TRADOC) Paul Gorman
and Donn Starry became the legendary triumvirate who kicked
off a doctrinal debate that lasted for most of the next ten years.
Starry – commander of the Army Armor Center – had seen the
aftermath of the epic Israeli-Syrian tank battle on the Golan
Heights while the wreckage still smoldered. While the Army
would wrestle with many important questions over the next
decade, there was no doubt about the recent war’s central insight.
Despite a history of losing most of its initial engagements, “The
Army would very likely have to fight and win the first battle of
the next war. That would have to be the departure point for the
Army’s new doctrine, and Starry and Depuy both knew that it
changed everything.”10
With the 1976 edition of its capstone manual, Operations or Field
Manual (FM) 100-5, the Army catalogued its initial reactions to
the Arab-Israeli War:
Arabs and Israelis were armed with the latest weapons,
and the conflict approached a level of destructiveness
once attributed only to nuclear arms…In clashes of
massed armor such as the world had not witnessed for
30 years, both sides sustained devastating losses,
approaching 50 percent in two weeks of combat.11
Not only was weaponry more destructive than ever before, but
with improvements in munitions and electronic reconnaissance,
there had also been unprecedented advances in range and
accuracy. In briefings, manuals, and throughout Army service
schools, a new principle was being taught, hammered out of
the revolution caused by this first wave of precision-guided
munitions: What can be seen can be hit. What can be hit can be
killed.
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The first trial balance of the new doctrine promptly stirred up old
controversies. At least since World War I, with the steady growth
in the numbers, calibers and lethality of artillery, a recurring
controversy has existed over whether firepower or maneuver
should be the battlefield strategy of choice. Those alternatives
now framed the growing debate over which competing vision of
the future gave the Army its best chance for winning that critical
first battle of the next war. At first glance, the new technological
developments seemed to favor the advocates of firepower: not
only would centralized command centers play a critical role
in allocating priorities for fire control and deep strikes, but
concentrating massed firepower seemed to be the surest way to
blunt the overwhelming Soviet edge in numbers. That philosophy
also suited the traditional preference for victory through
attrition, the inelegant but effective grinding-down of an opponent that had served the Army well since Grant faced Lee.
Attrition warfare was also linked to even larger assumptions.
Throughout most of the twentieth century, the industrial age had
driven mobilization policies that might take months or years
to put trained manpower and vast amounts of assembly-line
equipment “over there.” Once in place, however, the slow wheels
of attrition warfare had always ground America’s enemies
into dust.
The Vietnam and Yom Kippur Wars were powerful challenges to
that status quo: Vietnam represented the Army’s first strategic
defeat while the War of Atonement suggested that its preferred
models of industrial age warfare and mobilization were no longer
valid. “Long before the country could bring its industrial might to
bear on a future war in Europe, the American commander…was
likely to face a decision between being run off the continent
or escalating to the use of nuclear weapons.” 12 The “maneuver
critique” of FM 100-5 was not long in coming, its advocates
pointing out that the new doctrine was mechanistic, lacked
offensive spirit and under-emphasized the mobility of Army
weapon systems. Rather than simply concentrating firepower to
meet Soviet formations head-on, maneuver theorists argued that
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the attackers should be allowed to make shallow penetrations of
NATO’s defenses – even as friendly armored formations circled
into vulnerable Soviet rear areas.

Instead of organizing the

battlefield into progressively more lethal “kill zones,” maneuver
advocates offered a more dynamic view of territory – as something
to be gained or traded for tactical advantage.13
The debate transfixed the Army over the course of two more
re-publications of FM 100-5: but with the 1986 version of the
manual, a new synergy was in place between the concepts of
maneuver and attrition. Long-range firepower would be directed
toward deep strikes aimed at interdicting key targets in enemy
rear areas and second echelons; maneuver forces were expected to
fight the “close-in battle” through fast-moving aggressive
attacks. Not only would these attacks be synchronized in “time,
space and purpose” to achieve maximum combat power on the
ground, but coordinating deep strikes also required entirely new
levels of joint teamwork with the Air Force – so much so that the
capstone Army doctrine now took the name of Airland Battle.14
While doctrinal disputes might seem like “inside baseball”
even to a military audience, some of those ideas may seem
vaguely familiar. They may be better-known as the operational
components of the famous “Hail Mary” maneuver executed by
General Schwarzkopf during the first Gulf War or as the “Shock
and Awe” campaign carried out during the second. In both cases,
these battle plans had their origins in the doctrinal scribbling of
previous decades. Though sewn in moments of desperation and
even despair, they became the dragon’s teeth of a new Army
that carefully sorted out its vision of future combat – and then
systematically dominated its enemies. Both Hanson and the
Greeks he writes about so well would understand this ferment of
values and vision – because they would instinctively recognize
such seeming disorder as the first and most essential steps of
a truly western army putting its house in order.15
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Means
Western armies often find it easier to deal with questions of
means rather than ends: but as the questions of values, vision and
doctrine were thrashed out, it became progressively easier to
narrow basic choices about means as well. When the maneuver
critique prompted adjustments in future doctrine, those decisions
carried real meaning for the development of future weapons
systems – even if they were mere “drawing board exercises” given
the austere defense budgets of the late 1970’s. When hostages were
taken at the U.S. Embassy and the Soviets invaded Afghanistan in
late 1979, the concepts moved quickly off the drawing boards and
closer toward reality. Two questions now needed immediate
answers: what types of equipment needed to be procured to offset
the great gains of Soviet battlefield modernization; and what
sorts of soldiers would be needed to man the modernized force
thus created?
Both the assiduous study of Soviet equipment and its performance
in the Yom Kippur War had given the American combat developers a reasonably precise idea of the answer to the first question.
Via the microchip, the next generation of Army combat systems
would feature advances in range, lethality and mobility that were
intended to turn the dream of AirLand Battle into a reality. After
1981, the increased defense budgets under the incoming Reagan
Administration meant that five major weapons systems were
approaching full-scale production:
1.

The Abrams M-1 Main Battle Tank: The Cadillac of
modern tanks, the M-1 featured 40 mph cross-country
speed, state-of-the art armor, a 120mm main gun, laser
range-finding and the ability to shoot on the move. Fast,
silent and with embedded night fighting systems, the
M1 would eventually defeat Soviet armor at ranges in
excess of three kilometers – often before the victims even
knew they were being targeted.
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2.

M2/3 Bradley Fighting Vehicle: One of the classic problems of modern combat was enabling the infantry to keep
up with fast-moving armor – something the Soviets had
solved with their famous ‘Bronevaya Maschina Piekhota’
(BMP) infantry fighting vehicle. The Bradley Fighting
Vehicle (BFV) provided the US response – an armored
vehicle that a squad of mechanized infantry could use not
only to keep up with the tanks but also to fight while
mounted. With cannon and tube-launched, optically
tracked, wire command link guided (TOW) missiles, the
BFV also packed a potent offensive punch of its own.

3.

Multiple Launch Rocket System (MLRS): Updating a
classic Soviet design of World War II fame, the MLRS
employed space age technology and a family of submunitions

to

combine

the

pinpoint

accuracy

of

traditional cannon artillery with the thorough devastation of an area weapon. Able to out-range most
long-range cannons, MLRS instantly became the preferred counter-battery weapon to attack Russian artillery,
the “Red God of War,” as well as putting at risk targets
throughout the enemy rear area.
4.

Attack Helicopter (AH)-64 Apache Attack and Utility
Helicopter (UH)-60 Blackhawk Helicopters: Vietnam had
confirmed the Army’s reliance on the helicopter as the
linchpin of Army aviation. The advent of helicopter
gunships there had spurred subsequently imitators – the
Soviets deploying the fearsome Hind in Afghanistan. The
Apache was the next step in this evolution. With organic
state-of-the-art electronic targeting, its missiles and
chain guns made it a tank killer as well as a constant
threat to targets well behind enemy lines. Fast and lethal,
it was meant to provide the same kind of armed escort
to Army helicopters that fighters typically provide
to bombers. In the 1980’s the backbone of Army utility
helicopters would be the new UH-60 Blackhawk – a
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replacement for the famed UH-1 “Huey” of Vietnam fame
and a complete upgrade in every facet of airworthiness.
5.

Patriot Air Defense Missile: Although it became best
known during the first Gulf War as an anti-missile
system, the Patriot was originally developed as an air
defense weapon to counter the steady development of
Soviet tactical aviation. Although the Hawk missile had
provided effective low level air defense since the 1960’s,
the Patriot was meant to intercept and destroy marauding
Soviet aircraft at high altitudes and extended ranges –
well before they could launch their arsenal of bombs and
rockets.16

More than twenty years later, even an abbreviated listing of the
Army’s new weapon’s systems inevitably takes on the orotund
phrasing of an official pamphlet. But the deployment of these new
technologies would be of little use if the right sorts of soldiers
were not recruited and trained to handle the new equipment. To
an Army that had only recently abandoned the draft (and then
under protest) as its principal source of manpower, the all-volunteer force had proven to be a dismal disappointment. In 1979, the
force was more than 15,000 soldiers short of authorized strength
because of recruiting shortfalls. Even worse, “On standard military aptitude tests between 1977 and 1980, close to half of all the
Army’s male recruits scored in the lowest mental category the
service allowed...(and) thirty eight percent were high school
dropouts.”17 This sort of mentally challenged force would never
be able to handle the new wave of equipment, let alone the thinkon-your feet, do-the-right thing demands of the new doctrine. As
its new chief – General Maxwell Thurman – tartly informed the
Army Recruiting Command: “We need trout but you guys are
fishing for carp.”
What was needed was the rapid welding of this low-rent gaggle
of volunteers into a highly motivated professional force – a transition that became forever linked with General Thurman’s name
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and career. In many ways, the Army had not yet made the mental
leap required to raise a force that now depended on freemarket mechanisms: raising recruiting levels as well as individual
competencies demanded a better set of incentives. With rising
international tensions, Congress was suddenly in a mood to
cooperate – an essential step in the American constitutional
system where the Congress is specifically empowered “to raise
and support Armies.”18 The result was that, beginning with the
1981 defense budget, a combination of enlistment bonuses,
across-the-board salary increases and other entitlements raised
military pay by a third in just over two years. Educational
bonuses for Army enlistees effectively provided “scholarships”
amounting to over $20,000 per recruit. Finally, Congress also
acted to limit the proportion of new recruits who were either in
the lowest mental category or were high school dropouts.19
In the American system, the power of the Constitution is rivaled
only by the power of good advertising – a vital component in the
image-building underlying free market choices, for the Army or
anyone else. James Kitfield’s definitive history of the Army
during this period memorably recounts the hands-on approach of
General Thurman, whose motto was, “When in charge, take
charge.” The general carefully supervised every detail of the Army
advertising campaign intended both to profile the new pay and
educational incentives – while also showcasing the kind of new
soldier the Army was trying to recruit. Almost as an afterthought,
the Manhattan advertising agency in charge of the campaign was
told that the video needed a catchy theme song to go with it. As
the new advertising video was screened, it was also the first time
that anyone had ever heard the new jingle. “Be!...All that you can
be!” – which subsequently became a familiar fixture of American
pop culture. Oddly, however, General Thurman remained silent.
“Even after the screening was over his darkened silhouette
remained still. Only when the lights came up did the others in
the room realize that the man many considered to be one of the
toughest and most dispassionate generals in the Army had tears
streaming down his face.”20

230

Dimensions.qxd

10/4/07

10:23 AM

Page 231

CHAPTER 9
Training
The Army ad campaign, together with the new compensation
and educational benefits packages, was so successful that unit
commanders throughout the service quickly began noticing
marked improvements in the quality of new soldiers. Together
with the first deliveries of the Big Five weapon systems, the Army
was rapidly making strides at addressing its most pressing
manpower and equipment issues. But like nested Russian dolls,
each improvement simply raised a host of underlying or
unsuspected problems. One of the most immediate questions was
how to train smarter (and therefore more easily bored) soldiers on
complicated (and therefore more dangerous) new weapon systems.
From World War II through Vietnam, Army training had been
built around the assumption that rote learning and repetition
were the fastest and most reliable ways to indoctrinate a captive
audience of draftees – who would thereafter escape the military
just as soon as their “obligated terms of service” might allow.
Such instruction produced predictable gaps in performance;
Army units were constantly forced to spend time organizing
remedial training on their own, usually featuring even more
repetition.
A professional force was another animal altogether. Throughout
the 1970’s, the Army had been stressing more realistic training
through the Army Training and Evaluation Program (ARTEP)
to assess unit combat readiness: but in the 1980’s, the Army
engineered a training revolution that was in many ways the most
significant achievement of its twenty-year turn-around story –
and a legacy possibly even comparable to classical Roman
methods. This revolution, as Caesar himself might have pointed
out, consisted of three parts:
Combat Training Centers: In their Top Gun and Red Flag
exercises, the Navy and Air Force had demonstrated the value of
realistic simulation in honing the skills of their combat pilots. The
rule was: the closer the simulation to actual wartime conditions,
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the better. With improvements in video, computers and computeraided graphics, there was little room for argument between pilots
over who lived and who died – or over which maneuvers worked
and which did not. Such simulations had an obvious ability to
help the Army come to grips with the nuts-and-bolts of AirLand
Battle tactics. But translating the exactitude of aerial combat to
the messier and more cluttered environment of the soldier was a
much tougher proposition: not only was “terrain masking” a basic
feature of any such contest, but cover, concealment, dust, smoke
and fog were as well. While a hundred or more planes might
commonly participate in the exercise “fur-ball,” tracking individual infantrymen or combat vehicles might easily involve more
than ten thousand separate targets. Common battlefield features
like artillery, minefields or other obstacles might not be easy for a
computer to replicate or integrate into combat scenarios.
However, the potential of a true instrumented combat laboratory
for testing doctrine and units outweighed any difficulty; and by
the early 1980’s – thanks to the leadership of General Paul
Gorman – the Army opened the National Training Center (NTC) –
its “Top Gun for Tanks” – on the edge of the Mojave Desert at Fort
Irwin, California. The Multiple Integrated Laser Engagement
System (MILES) was attached to every gun while a master computer managed the hierarchy of weapons, their effects, vehicle
movements and battle outcomes. At Fort Irwin’s nerve center,
Elaborate data-processing equipment provided instantaneous information on unit locations, troop concentrations, heavy weapons positions, number of shots fired
by caliber (as well as) hits and misses. Remote-control
cameras mounted on mountaintops provided total video
coverage of the battle area.21
As impressive as these technological achievements were at the
time, what made the NTC into an emotional event for visiting
units was the OPFOR – or opposing force. The OPFOR was a cadre
of U.S. soldiers permanently assigned to Fort Irwin, organized
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and equipped like a Soviet motorized rifle regiment and charged
with the mission of being the Aggressor force that put regular
Army units through their paces.
With the OPFOR eagerly awaiting its chance to pounce and with
the chain of command eagerly anticipating those results, regular
Army units had strong incentives to perform well. Their rotations
were organized so that – on average – a unit commander could
look forward to having his turn “in the box” at least once during
his tour of duty. While individual engagements were not supposed
to influence fitness evaluations or future assignments, the fact
was that the NTC was a compelling test of a unit’s overall
competence. The only way to do well on that test was to have
engaged every soldier in that effort; increasingly at the NTC and
in the Army as a whole, the approved way to do that was the
After Action Review, or AAR. The AAR was a free-ranging, selfdirected critique – and from the lowest rifle squad up through
platoon, company and battalion levels, and every leader was
held responsible for conducting AARs at whatever level he
commanded. Every training action in preparation for the NTC,
and all events while there, were graded using the AAR matrix.
While captains and colonels may have found it somewhat painful
to confront their failures or shortcomings in the presence of the
very soldiers they were commanding, the shared commitment to
honesty created other bonds: so too did the common reference to
sustained improvement in combat readiness and professionalism.
Battle Command Training Program (BCTP): Many considered the
BCTP as the closest that higher level commands and staffs could
come to the NTC experience. The governing assumption closely
paralleled that of the NTC: if sergeants needed to experience the
learning curve of battle to execute their rather straight-forward
tasks, then surely generals needed similar practice in managing
the stress of higher-level complexities. This mission was given to
the Combined Arms Center at Fort Leavenworth Kansas which
organized the BCTP as a way to insure that senior officers were
up to the challenge of organizing and moving their units on the
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battlefield. Rather than taking staffs to the Mojave Desert,
division and corps staffs were exercised in situ – only now they
confronted exercise controllers wielding a computerized version
of the OPFOR. “To put as much of the fog of battle into the
BCTP…the war game (was) played using the tested division’s
headquarters staff and communications equipment. Whenever
possible, (the) controllers would exercise the division’s existing
war plans.”22
If the NTC was daunting, then the BCTP was positively devilish.
As General Robert Scales points out, it was one thing to criticize
colonels in the free-swinging give-and-take of an AAR: quite
another to do the same thing to generals. Not only were their egos
more fragile, but in the clear light of day after a set-to with the
computer-driven OPFOR, there was literally no place to hide.
Eventually, tact and decorum were preserved by bringing in a
group of retired four-star generals – of which there was always
some profusion – to insure things did not get out of hand. Despite
the tensions, the Army Chief of Staff declared that the program
would continue – and for a very simple reason. There was simply
no better way to evaluate either real-world combat readiness or
future fitness for promotion than by using the BCTP. And if
there was to be a single standard for training the Army, then
simple fairness demanded that it apply equally to all levels
of command.23
Training Philosophy: Stress can be a great teacher if you survive
the experience; and with the NTC, the BCTP, and AARs, acronyms
and stress-levels abounded. But some important lessons about
training had been learned as well, especially about harmonizing
the entire effort. Organizational and management theorists
understand this problem as alignment, because improvements in
one part of the organization can throw the entire enterprise into
disequilibrium – and make matters even worse than before.
Instead, the trick is to insure that improvements here are matched
over there so that the organization as a whole (rather than just its
parts) makes steady improvements that reinforce one another
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rather than canceling them out. As the Army made similar
progress in improving teamwork at brigade, division and joint
headquarters, it became necessary not only to think big, but also
to insure that the entire organization was “on the same page.”24
In late 1988, the Army published its capstone training manual,
FM 25-100, that summarized what had been learned – and now
made it directive. Focused on the brigade combined arms team,
the manual stressed the need for training management of combat
and combat support units – maneuver battalions through
engineers and signal units, for example. Those ideas were not
new: however, the methodology for achieving it was. Unit
commanders, particularly at battalion and brigade levels, were
held responsible for being able to execute the wartime battle
plans for which they and their units were responsible. Out of
those battle plans they were to derive a Mission Essential Task
List (METL) detailing the specific tasks required to execute those
responsibilities. The METL was then further evaluated to
determine how well (or poorly) each unit could perform each subordinate task that might be required. Deficiencies between the
unit’s current capabilities and the standard required to execute its
combat tasks would drive the unit’s training schedule – itself a
progression of tasks, conditions and standards – until the required
level of performance was achieved. At every training event and at
every level within it, after action reviews would help to insure
that soldiers at every level – not just the leadership – were taking
responsibility for the unit’s combat effectiveness. 25
Aficionados of the management sciences will be quick to point out
that what the Army had put in place was a rather elementary
“process improvement model:” true enough – but no less effective
for being simple. At the very least, the new methodology was a
huge leap forward for an institution that always assumed that
“training hard” was its own reward, regardless of whether or not
there was any payoff in increased readiness for war. But with
higher quality soldiers, better and more demanding equipment, a
compelling vision of the future and the uncertainty of a serious
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and determined adversary, there was good reason to use better
and smarter training as the pathway to disciplined improvement.
And yet there were some occasions on which, in the words of
the ancient parable, the seeds fell on stony ground. It was my
privilege for some years to serve as special assistant to the Army
chief of staff, General Carl Vuono, who probably more than
any other man was responsible for the development of the new
training philosophy during stints commanding the Combined
Arms Center and TRADOC. When he became Chief, it was
naturally a matter of some interest to him to see how those ideas
were now being implemented in the force. One day, we traveled
together to an encampment where a number of Reserve generals
had joined their units for annual training. General Vuono began
by inquiring, pleasantly enough, “How are you fellas training
nowadays?” Back came the immediate and vigorous reply: “Well,
sir, we’re training very hard.” Wrong answer: because General
Vuono simply assumed that they were in need of a tutorial.
Which he was only too happy to supply – then, there and at some
considerable length.

Leader Development
One of the distinguishing features differentiating the worlds of
war and business is that western military institutions have wellorganized systems of leader development. Beginning in places like
the Royal Military College of Canada, the Royal Military Academy
Sandhurst, United Kingdom, and the United States Military
Academy at West Point, officers are initiated into the profession
of arms, a basic education that is subsequently reinforced at
various career points by staff colleges, war colleges and even postgraduate fellowships. The American Army, during the period
under discussion, also set up a comparable system for noncommissioned officers, culminating in the prestigious Sergeants
Major Academy at Fort Bliss, Texas. Whether his training was
acquired at Harvard University, McGill University or the School
of Hard Knocks, the businessmen enjoys no comparable system;
any leader development occurs only as the incidental by-product
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of a graduate course, a caring mentor or the odd assignment with
a particularly well-run company. While the profit motive
normally solves a host of lesser problems, difficulties arise
whenever the institution is thrown into confusion – as has
recently been the case with the corporate governance scandals
plaguing the American business community. Whether dealing
with such scandals or – as we have seen here – even more
fundamental challenges to missions and institutions, there is no
substitute for a well-developed system of leader development.
Although it had fallen on hard times, the Army already had such
a system and, unlike its commercial counter-parts, had no need to
invent one. At each of the stages examined in this brief study –
from values through training – the institution simply tapped into
the existing leader development process at various points during
the long road to reform. Clearly that process was itself improved
and reinforced by those reforms: the reassertion of values, the
injection of fresh intellectual and human capital, the investment
in technology and the assignment of responsibilities from the
highest to the most junior soldiers.

Because the military is a

closed caste system, there is simply no possibility for lateral entry.
In either the enlisted or officer ranks, apprenticeship begins
strictly at the bottom rung of the ladder: the only way to produce
leaders is to grow them one step at a time. Consequently, there is
little disagreement about the basic leader development formula:
a firm grounding in institutional values, reinforcement by
education, accountability for self-improvement and testing by a
career progression that steadily expands competencies and
responsibilities.
The process is circular because it begins and ends with values.
For the Army, one of the principal crossroads in that progression
is the Pre-Command Course at Fort Leavenworth, Kansas – where
battalion and brigade commanders are groomed one last time
before taking charge of the units which they have been chosen to
lead. During his tenure, General Vuono sacrificed whatever time
was required in order to reinforce, in dramatically personal terms,
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the message of the Army training philosophy to each one of those
classes. His successors have followed suit. One of them, General
Gordon Sullivan, has written that the time was well spent because
it allowed him to influence a future generation of Army leaders.
His message to those leaders is worth repeating here:
You must be men and women of your time, living in the
world as it is and as it is becoming, not as it was for your
mentors…Our job is to grow the people who will lead the
organization when we are gone, and we begin that
by instilling the kind of values that we want our organizations to reflect in the future. 26
Exactly: because values are the touchstones of the past as well as
boundary markers for the present. And, for good or ill, an azimuth
for the future.

Conclusions
1.

Generational change works. One of the great paradoxes
of military organizations is that time is both a disadvantage and an advantage: changes rarely occur in an instant
and the process of reform can often be frustratingly slow.
However, military innovations grounded in long-term
cultural changes can be extraordinarily powerful. Indeed,
it is striking that the innovations over the twenty-year
period outlined here correspond generally with key
insights from the historical record during the period
between World Wars I and II. One of the foremost analysts
of that era, Williamson Murray, writes: “Evolutionary
innovation depends on organizational focus over time
rather than guidance by one individual for a short period.
Military leadership can affect the process through longterm cultural changes rather than short-term decisions.”
In illustration, Murray cites examples of armored warfare
innovation in both Britain and Germany – examples
that closely parallel the Army’s experience in gradually
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working out the sometimes upsetting dynamics of AirLand
Battle. Successful military innovations are only rarely an
overnight success: more often, they are the result of trial,
error and time.27
2.

So does feedback: The history of the inter-war period also
contains a number of chastening examples where military
innovation failed in armies that began with apparent
advantages,

notably

in

technology,

structure

and

incentives. One of the key discriminators was institutional rigidity, and an “institutional bias against feedback,”
especially in matters of doctrine. Instead, maneuvers
rather than being a testing ground, “aimed at inculcating
revealed truth into units – not at adapting doctrine to real
life. There was little learning since the high command had
all the answers.”28 While their impulses were almost
certainly instinctual rather than historical, the Army’s
contrasting history during the period examined here
suggests an institution that was fluid rather than rigid.
Despite the very real potential for disruptive change, all
the indicators flow in that direction: the doctrinal debate
pitting maneuver versus attrition; the commitment of
time and other resources to the “Top Gun for Tanks” at
the NTC; and, most profoundly, a training regimen in
which operational feedback – the AAR’s – was not only
encouraged, but demanded. While receptiveness to feedback may not ensure the success of military innovation,
its absence certainly seems to guarantee failure.
3.

The quality of the soldier is fundamental to everything
else. When General Thurman first suggested to his
recruiters that they were fishing for the wrong species,
the Army was not sure it agreed. Quantity rather than
quality had been the familiar institutional strategy for
several generations, and the insistence on a mass Army of
draftees is a hardy perennial in the Washington policy
arena down to the present day. But because the American
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draft

would

always

be

out-numbered

by

Soviet

conscription, the US Army had to re-learn a salutary
lesson that no western military organization should ever
have forgotten. As Hanson reminds us so powerfully,
volunteers are better soldiers because they are smarter
and adapt better to the inherent uncertainties of combat.
The Army put in place to deal with a rising Soviet threat
never faced its intended adversary on the plains
of Europe. Instead it had to adapt rapidly to a high-intensity war in the desert: having done that, its next stops
would be in places like Somalia, Bosnia and Kosovo,
where the mission had shifted to peacekeeping. The
lieutenant-colonels

lectured

in

their

pre-command

courses by Generals Vuono and Sullivan are now generals
themselves in the war on terror: they presumably understand better than anyone else that victory in combat goes
to the warrior who adapts faster than his adversary. And
that the quality of the soldier governs how fast and how
well those adjustments take place.
4.

Leadership is good: leader development is better. The
professional schooling of military officers has customarily consisted of “blocks of instruction” in leadership.
Normally the catechism features detailed studies of the
lives, campaigns and aphorisms of history’s great
commanders: Lee, Jackson, Patton and – for all I know –
Wolfe and Montcalm. These studies can often be salutary
and even entertaining – witness the normal programming
of the new Military and Military History Channels. It
may be slightly more difficult – but potentially more
rewarding – to focus instead on leadership at other levels
of the military organization. Certainly, the Army’s experience in setting up a comprehensive system for educating
its non-commissioned officers was important to successful
reforms throughout the institution. There is abundant
evidence, for example, that Soviet officers understood,
envied, but could in no way duplicate the role of either
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the American or the British sergeant major – positions
that in the armies of the worker’s paradise could only be
filled by officers.29 As western armies take on new and
more unconventional missions, surely the focus of leadership should be on seeking lessons and gaining insights
from leaders at deeper levels in their organizations. If
“top-down” has been a traditional focus, then maybe
leadership from the “bottom-up” is an important
corollary for the future.
5.

Whether it is called AirLand Battle, transformation or
RMA, no reform ever solves the problems of warfare in
perpetuity.

The

fast-forward

progression

of

9/11,

Afghanistan, the war on terror and the continuing
struggle to overcome the Iraqi insurgency have inevitably
led military historians to re-examine the Army’s response
to the defeat in Vietnam. Not surprisingly, a revisionist
critique has arisen that views AirLand battle as a kind of
“anti-Vietnam,” less a doctrinal reform than a simple
determination simply to avoid fighting revolutionary
wars – rather than figuring out how to prevail over the
guerilla or insurgent. The doctrinal struggles over FM
100–5 are seen as hi-tech orchestrations of the preferred
conventional war across the plains of Central Europe –
and an implicit rejection of vicious but lesser conflict in
odd places with strange-sounding names against natives
who had a nasty way of negating western technological
advantages. Worst of all: fighting those kinds of wars
implicitly

reversed

the

Reagan-era

Powell

and

Weinberger doctrines mandating highly specific, publicly
defensible goals, the use of overwhelming force and,
above all, swiftly concluded engagements. In a widelynoted monograph published just a year after 9/11,
Army War College historian Conrad Crane showed how
markedly things had changed by concluding: “The
American Army can no longer run away from Vietnam.
For it has found it in Afghanistan, Colombia and the
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Philippines.”30

True enough – but one could sense the

quest for new visions and the re-formulation of old values
beginning all over again.
While the investigation of ‘indiscipline’ is often guided by
probing questions related to the sources of disobedience, the
American Army found from their own experience that they could
not solve this problem in isolation from the other factors outlined
here; that to address disobedience, they had to aim much higher,
and deal with the basics of values, vision, leadership and all the
rest. My hope is that Western militaries will face less daunting
future challenges: but if fate and fortune decree otherwise, then
may the experience of the American Army prove to be of some
value in setting things right.
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An Absence of Honour:
Somalia – The Spark That Started the
Transformation of the Canadian Forces
Officer Corps

Bernd Horn

We are coming out of a decade of darkness.
Lieutenant-General Rick Hillier, Chief of the Land Staff, May 20031

The Canadian Forces’ new (2003) doctrinal manual Duty with
Honour – The Profession of Arms in Canada, provides the theoretical and philosophical underpinnings of the profession of arms
and clearly articulates what it means to be a Canadian military
professional. The manual has earned accolades internally within
the Department of National Defence (DND), as well as from the
nation’s politicians, scholars and military analysts.

It has also

received attention and praise from our allies and other international military institutions. This should be no surprise since the
manual is a seminal work that has application for all military
professionals, as well as their defence institutions.
Unfortunately, the road to Duty with Honour was not one of
anticipation, insight, intellect or professionalism. Rather it was
crisis and arguably the implosion of the Canadian officer corps in
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the 1990s that fuelled the renaissance in Canadian military
professionalism and leadership.

It was the result of what the

commander of the Canadian Army described as “a decade of
darkness.” The Canadian Forces (CF) has a long distinguished
legacy and enviable warfighting record in two world wars and
the Korean conflict.

Its image and credibility throughout the

Cold War as a member of NATO, as well as a prominent global
participant in peacekeeping operations maintained both its
domestic and international appearance as a strong vibrant
military organization. However, the disintegration of the Warsaw
Pact and the bipolar threat paradigm, represented by the fall of
the Berlin Wall in 1989, created a tumultuous geo-political
environment that caught most, if not all countries by surprise.
The predictability, simplicity and comfort of the Cold War were
shattered. Seemingly overnight, fundamental assumptions held
by military institutions and their leaders were defunct. Dramatic
changes in the geo-political environment, coupled with demands
for a peace-dividend, a vaunted revolution in military affairs, as
well a national fiscal crisis concomitant with a major shift in
societal expectations and demands, created a crisis that revealed
the fissures in the Canadian officer corps. These cracks became
glaringly evident during the “Somalia scandal” that centred
around the torture killing of a captured teenaged Somali while in
Canadian custody during Operation Deliverance in March 1993.
The subsequent attempts to cover up this heinous act, by both
unit personnel and later, mandarins in the National Defence
Headquarters (NDHQ) in Ottawa, drove the reputation of the CF,
and particularly its leaders to a historically low ebb.

It also

showcased a fundamental flaw in the Canadian officer corps’
understanding of leadership, professionalism and the military
ethos. As such, Somalia became the catalyst for the start of the
transformation of the Canadian Officer Corps.

The Collapse of the Cold War Paradigm
It is not a revelation to state that we are all prisoners of our own
experience.
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difficult to realize that the institution that has nurtured, guided
and provided its keepers with advancement and promotion can be
flawed. How could it? Those who are responsible for ensuring its
effectiveness and approving changes to its structure, policies, doctrine and strategies are the very same individuals who have been
recognized by that system as particularly meritorious and capable. Alas, how can a system that recognizes their brilliance be
flawed? Furthermore, as the well-known strategist Basil LiddelHart lamented, “There are over two thousand years of experience
to tell us that the only thing harder then getting a new idea into
the military mind is to get an old one out.”
Not surprisingly, it was not until the post Cold War era that the
sanctity and security of the old conventional wisdom that held
true for almost half a century was shattered. Overnight, the
carefully prepared plans for the defence of Germany became
irrelevant. Gone was the familiar and carefully templated Soviet
enemy.2 Senior officers, whose entire careers were rooted in, and
defined by, the comfortable predictability of the Cold War were
faced by a brave new world. Conflict had become exponentially
more complex and unpredictable.3
As a result of this new international turmoil, many Western
nations, including Canada, embarked on peace support operations
that no longer resembled the classic peacekeeping model of
simply juxtaposing a force between two belligerents who had
agreed to a third party presence to monitor a mutually agreed
cease fire.

In a clear rejection of the concept of sovereignty

embedded in the West since the Treaty of Westphalia in 1648, the
West now selectively embarked on peace enforcement operations.
Moreover, the tempo of operations increased dramatically. During
the nineties, the CF underwent a threefold increase in missions
compared to the previous four decades.4

Military leaders raised

and bred in the Cold War environment were unprepared for what
the new era brought.
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But conflict was not the only change that military leaders had to
deal with.

Dramatic scientific and technological developments

paralleled the transformation of conflict.

These developments,

combined with globalization, introduced the concept of a
“knowledge economy” and “post modern world.”

They also

fueled what many believe to be a Revolution in Military Affairs
(RMA). Digitization, data fusion, precision guided munitions and
cybernetic devices were but a few concepts that were put forward
as evidence of a new epoch of warfare.5 Amazingly, added to the
dramatic and tumultuous changes in conflict, the geopolitical
landscape and technology was yet another cataclysmic alteration
that caught the CF and its leaders totally by surprise. The
revolutionary shift in societal expectations and values, described
by Canadian author, Peter C. Newman, as a wholesale movement
from public deference to authority and government to one of defiance, was profound and frankly, caught the CF flat-footed. 6
Disclosure, transparency, fair treatment of its personnel, quality
of life, and accountability by those at the controls were simple
and reasonable concepts in theory, but alien in practice and
comprehension to those who had navigated through the seemingly “threat laden” and uncensored Cold War. For over 40 years the
menacing Soviet hordes, depicted by graphic displays of missile
gaps and charts that dramatically showed the Soviet advantage
in conventional forces, were enough to ward off censure or
examination of Western defence institutions. Unaccustomed to
justifying their actions or their existence, the Departmental
and CF leadership clung to their myopic and very narrow understanding of the world around them.

A belief that they were

untouchable and could simply ignore criticism of their actions
seemed to prevail.
Quite simply, the Canadian Officer Corps had lost its way. Bereft
of a solid military ethos or understanding of the requirements of
professionalism, the CF was caught unprepared for the post Cold
War era. “The Canadian Forces and the Department of National
Defence [DND],” wrote General Maurice Baril, the former Chief
of the Defence Staff (CDS), “like many other Canadian institu-
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tions, have not always been quick to anticipate and react to these
new transitions.”

He conceded that “...some of our slowness

to change was because of prevailing institutional attitudes and
cultures.”7
Old truths and prejudices, such as the almost exclusive reliance
on experience for advancement and a deeply rooted antiintellectualism that deemed higher education as unnecessary and
irrelevant to serious soldiering, which had endured for almost
fifty years, now exposed its bankruptcy. Quite simply, the mindset embraced training (a predictable response to a predictable
situation) to the virtual exclusion of education (a reasoned
response to an unpredictable situation – i.e. critical thinking
in the face of the unknown).8 In addition, the reliance on the traditional military concept that leadership is a top-down hierarchical action that depends on unit command and staff appointments,
specifically experience, as the mechanism to prepare individuals
for higher command at the strategic level failed to imbue the
officer corps with leaders of vision and strength to navigate the
CF through the changes that were thrust upon them. As a result,
they endured a stormy decade that in the end eroded the trust of
both the public and the government in their military.9

Decade of Darkness
“Undeniably,” acknowledged General Baril, “the 1990s represented the first strong test of the contemporary Canadian officer corps
and we found part of it was broken.”
in and of itself was not enough.”10

He added, “experience

This should not have been a

revelation. Thirty years earlier, another former CDS had already
eluded to the danger. “It matters little whether the Forces have
their present manpower strength and financial budget, or half of
them, or double them,” warned General Jean V. Allard, “without
a properly educated, effectively trained, professional officer corps
the Forces would in the future be doomed to, at the best
mediocrity; at the worst, disaster.”11
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His prophecy came true.

There was a serious flaw in the CF

understanding of the profession of arms. Although they viewed
themselves as warriors on the ramparts of western industrialized
society defending the ideals of democracy against the pagan
Soviet masses, and they rightfully felt that their tactical
warfighting skills in the context of heavy mechanized forces in
land air battle were second to none, they had lost the wider
understanding of their role in, and responsibility to, their society.
Moreover, their fervent anti-intellectualism denuded the officer
corps of individuals capable of, or willing to undertake, analysis,
critical thinking, reflection and visioning in the larger geopolitical and societal context.

The inherent conservative and

traditional military mind frame, compounded by its hierarchical,
authoritative and closed structure fed a system that not only
ignored, but actively closed itself to, outside thought and
criticism. As a profession, the military argued they were not only
fully capable of, but quite frankly the only ones competent
enough to, regulate themselves. Not surprisingly, this argument
was accepted for the longest time. But this changed.
In the early 1990s, the chaos that erupted with the collapse of the
Cold War era soon engulfed Western nations, including Canada. A
new epoch of stabilization operations changed the nature of peace
support missions. The new environment was ambiguous, complex,
volatile, constantly changing, and dangerous in an immediate
way not experienced by many during the Cold War. An ever-present media reported events in virtual real time and often turned
tactical actions on the ground into strategic issues. Officers, senior non-commissioned officers (NCOs) and soldiers trained in the
Cold War model of conventional forces against a predictable and
templated enemy were frequently unprepared for belligerents that
were more often than not loose rag-tag armies led by warlords,
para-military groups or criminals. In this environment, the true
failing of the CF and its officer corps, namely to ensure the existence of a strong military ethos (i.e. the values, beliefs and expectations of military service that reflect core Canadian values and
the imperatives of professionalism) seeped to the surface.
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In March 1993, in a hot and torpid bunker carved out of the sandy
earth in Belet Huen, Somalia, the anguished cries of a captured
sixteen-year-old Somalia thief pierced the air of the camp of
2 Commando, the Canadian Airborne Regiment (Cdn AB Regt) as
he was systematically beaten to death.

Although the screams

were heard by a large number of soldiers, NCOs and officers - no
one bothered to investigate and halt the torture. Days later, this
incident would set off a series of events that would transform the
CF, particularly its officer corps.

The Canadian Airborne Regiment – A Symptom and Symbol of
a Systemic Problem
The crime was perpetrated and abetted by a couple of paratroopers of the Cdn AB Regt. Worse yet, it was allowed to transpire over several hours because of an environment that was
seemingly devoid of professionalism. Although many senior
officers and politicians tried to pass off the incident as the actions
of a “few bad apples,” the truth is the Cdn AB Regt was a
symptom and became the symbol of a systemic problem.
To understand that, one must briefly review the Canadian
airborne experience.
The Canadian airborne experience has always been a paradox.
The paratroopers, that for the greatest part of their existence
represented the best of the nation’s warriors, were largely disliked
within the military and virtually ignored in civilian circles, at
least until the horrific killing in Somalia in 1993. The Canadian
attitude to airborne forces has always been schizophrenic
and driven by political purpose rather than by doctrine and
operational necessity. The failure to properly identify a consistent and pervasive role for airborne forces led to a roller coaster
existence, dependent on the personalities in power and political
expedients of the day. This approach ultimately led to the conditions that allowed the killings to occur, and for the ultimate
demise of the Cdn AB Regt itself.12
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An examination of the evolution of the country’s airborne
organizations over the past 50 years has demonstrated that the
national political and military leaders consistently took an
irresolute and confused approach to the requirement for airborne
forces. During the early years of World War II, the decision to
establish a Canadian parachute capability was initially rejected
because no clear role for these special troops was visualized. The
concept was later accepted but only with the caveat it be kept at
a very low and decentralized level. The growing American and
British interest in airborne forces during the war provided the
catalyst for the establishment of a Canadian parachute battalion
in 1942, which served with distinction throughout the rest of the
conflict but was quickly disbanded at its end.13
In 1946, the post-war planners failed to see a place for paratroopers in Canada’s dramatically scaled down peacetime army.
Traditional anti-military sentiments within the government,
compounded by its enormous war debt, fuelled a drive for
economy instead of the creation of a comprehensive military
operational capability that some of the soldiers wanted.
Moreover, the Canadian Government was responding to voters’
preference for social programs in their desire to return to ordinary
pursuits after six long years of war. As a consequence, the Liberal
administration approved only a skeletal military force designed to
provide the framework for mobilization of a citizen’s army in time
of crisis and little else.
The mercurial change in technology during World War II,
particularly jet aircraft and nuclear weapons, shattered the
dependence of many nations on geography for security.

For

Canada, this predicament was exacerbated by the emergence of
two rival superpowers that sandwiched the Dominion between
them.

Of even greater concern, was the realization that

the Americans viewed Canada as an exposed flank.

American

apprehension for the security of the North was matched only by
Ottawa’s concern over Canadian sovereignty, especially in the
northern reaches. To keep the Americans out of Canada’s North,
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the Government realized it must show not only intent, but also a
capability of guarding the back door.

An ill-defined threat to

the North, a paranoid giant to the South, and a tight-fisted
government that traditionally held the military in disdain, created the quintessential marriage of convenience.
The Canadian Government quickly perceived airborne forces as a
political solution to their dilemma. To politicians, paratroopers
represented a convenient viable force that was capable
of responding to any hostile incursion into the Arctic that
threatened Canada, or more importantly the United States.
However, for the government, they also represented an inexpensive means of safeguarding the nation’s sovereignty.
And so in the immediate post war period, the reconstitution of an
airborne force, now called the Mobile Striking Force (MSF), was
rooted in this political reality. Official DND statements described
the MSF as a ‘coiled-spring’ of lethality. The truth, however, was
substantially different. In the acid test of the real world, it
became evident that the MSF was a ‘paper tiger.’
The Army leadership consciously maintained this state of affairs.
Perhaps realizing that the government was supportive of airborne
forces not for the sake of their operational effectiveness but
rather for the perceived capability that paratroopers represented,
some in the Army leadership who were themselves not enthusiastic about parachute troops began to redirect the MSF from its
original mandate. Throughout its existence, the MSF was chronically starved of qualified manpower, supporting aircraft, and
training exercises.

Furthermore, its units were habitually

confronted with different priorities, ones that were not ideally
suited to the efficient use of airborne forces. Activities such as
preparing recruits for the Korean conflict or conducting ‘all-arms
combined training’ for the North Atlantic Treaty Organization
(NATO) European battlefield consistently took precedence over
the stated purpose of the MSF which was the “Defence of
Canada.”
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By the early 1950s, the actual military and political indifference
to Canada’s airborne forces became even more evident with the
changing threat to the North. The Inter-Continental Ballistic
Missile (ICBM) radically transformed the nature of the menace to
North America. The eclipse of the manned bomber threat over the
polar icecap changed the importance of the Canadian North for
the United States to merely strategic depth.

Predictably,

American interest in the Canadian Arctic swiftly dissipated.
Canadian activity and concern in the North died almost as
quickly.14
The effect of this techno-strategic shift on the nation’s airborne
forces was immense. Already neglected and starved, the airborne
capability went into a hiatus in the form of decentralized
parachute companies.

These were maintained only within the

various infantry regiments. The skill was being kept alive, but
just barely.
This reorganization from “Airborne Battalions” to “Jump
Companies” in 1958, represented the official demise of the MSF.
Collectively, the respective parachute sub-units were now
designated the Defence of Canada Force (DCF) to underline their
“special” role. The continued charade of maintaining a force of
paratroops was simply a function of the existing joint security
arrangements between Canada and the United States for the
defence of North America. For Canada, airborne forces remained
the sop to keep the Americans appeased. For many in the
government and in the conventional circles of the military the
facade of existence is what mattered. Their ability to respond to
a threat, which was largely chimerical in any case, was
not deemed important. For them, airborne forces represented a
classic political expedient.15
As the northern threat in Canada receded, a new menace emerged
elsewhere in the world. The late-fifties and early-sixties witnessed an international explosion of nationalistic movements and
political unrest. “Brush-fire” conflicts, insurgencies, and wars of
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national liberation flared-up around the globe. The concept of
rapid deployable forces under United Nations (UN) auspices
captured the imagination of the Canadian Government that was
still euphoric about its new-won international role caused by its
diplomatic and military success in the outcome of the 1956 Suez
Crisis.

Four years later, the emergency in the Belgian Congo

reinforced the apparent need for international forces that could
deploy quickly to avert the potential escalation of regional
conflicts into superpower confrontations.
At the same time, as a result of the changing international
security environment, the Americans embarked on a program to
better address the ‘spectrum of conflict’ that they now faced. The
Americans realized that their existing force structure was not adequate to deal with “limited wars” in distant lands. As a result, the
Pentagon now stressed greater strategic mobility, the expansion of
Special Forces to deal with the proliferation of guerilla type
conflict, and the development of an airmobile apability.
The Canadian political and military leadership followed suit. By
1964, the blueprint for a revitalized Canadian Army was based on
the concept of a truly mobile force capable of quick reaction and
global reach. Instrumental to this envisioned force was an airborne element that could provide the country with a strategic
reserve capable of quick reaction and worldwide deployment. 16
In 1968, this showcase unit became known as the Cdn AB Regt.
It started out as a very privileged organization.

It was given

formation status with direct access to the Army Commander and
it was spared the tedium of national taskings such as providing
manpower to run Reserve training or to act as instructors at CF
or Army training establishments. Although its creation was characterized by great passion and high ideals from some commanders
and politicians, by the late 1970s it suffered from the same
ailment of its predecessors. The larger military establishment and
the Army in particular, never fully accepted the designated role
given to the Cdn AB Regt.
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The paratroopers’ mandate was as elusive as it was inclusive.
There existed a wide variance in its stated purpose.

Military

briefings and official DND press releases described the unit’s role
as everything from an international “fire-brigade,” a national
strategic reserve, a stop-gap to buy time for heavier mechanized
reinforcements to deploy to Europe, to a UN ready force. As an
afterthought, political and military planners also claimed that the
Canadian Airborne Regiment was ideally suited for Defence
of Canada Operations (DCO). The fact that each one of its multiplicity of roles for the Airborne was mutually exclusive was
simply ignored by nearly everyone.17
In the end, the inability to fully rationalize the role, structure,
and relevancy of the Cdn AB Regt led to its eventual demise.
During the seventies, its existence was marked by changing
priorities in both relevancy and role. It went from an independent formation tasked as the national strategic reserve to simply
another “conventional” unit within an existing brigade. It became
the target of continual malevolent debate within the Army and
the hostage to the individual impulse of those in power.
As a result, its strength, both in terms of manpower and organizational integrity, was insidiously whittled away.
By the 1980s, the lack of a clear, credible and accepted
requirement for Canadian airborne forces proved to be a difficult
obstacle to overcome. As Canada’s role in the world turned away
from Europe and toward different goals of foreign policy, the
CF underwent a self-definition crisis. This was manifested by
shrinking budgets and declining manpower levels. The Cdn AB
Regt found it difficult to convince its political and military
masters of its relevance.

Furthermore, the more its advocates

(those commanders who had been young subalterns in the early
days and had now percolated to the senior echelons) attempted to
prove its utility by assigning it new tasks or reinitiating old ones,
the more they highlighted its greatest weakness. It had no
credible or consistent role that made it indispensable. The
eventual erosion of organizational status and support was
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paralleled by a decrease in postings to the Regiment of the vital
experienced leaders and soldiers from the other regiments who
were responsible for feeding the Cdn AB Regt with talent. The
Regiment now received young soldiers, some right out of basic
infantry training. An inability to recruit the necessary number of
senior NCOs willing to volunteer for airborne service necessitated
keeping those who were willing, but individuals who were not
always the cream of the crop – their agreement to serve meant a
promotion they most likely would never have otherwise received.
Worse yet, the feeder infantry regiments saw in the Cdn AB Regt
a home for their malcontents and trouble-makers. An Army study
revealed that the Cdn AB Regt had to “rely almost exclusively on
the good will of the parent regiments for troop replacements.”
Simply put, this meant that the Cdn AB Regt reflected the army
as a whole.18
As if this was not bad enough, the appointment of the Regimental
Commander became a “political” issue – command being rotated
not to the best individual available, but rather the choice of the
regimental senate of the feeder infantry regiment whose turn it
was to provide the commander. Often, it became a consolation
prize for an officer who was not deemed worthy to become a
commanding officer of one of the conventional infantry line
battalions.

All this was transpiring in an environment devoid

of a deep-rooted understanding of professionalism – and a
questionable grasp of military ethos. The end result was nothing
less than the demise of the Regiment itself. 19
By the mid-1980s, there were severe disciplinary problems in the
Cdn AB Regt. Disobedience, insubordination, assaults, weapon
thefts, linkages to criminal motorcycle gangs were just some
of the manifestations.

Just as disturbing was a distinct non-

sanctioned airborne ethos and culture, which was being promoted
by some elements within the Regiment’s NCO Corps, centred on an
elitist, macho, renegade attitude. Loyalty was defined in terms of
the airborne itself, often to a particular clique therein. Moreover,
airborne service became an end in itself. Service to Canada and
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the public, appreciation for national policy, and the concept of the
greater good was rejected. Outsiders were shunned and considered only worthy of contempt. Authority, especially the chain of
command outside of the Regiment, was a target to be defied.
The cancerous attitude that the unofficial chain of command
attempted to perpetuate was nothing short of a renegade warrior
cult. But this rejection of a healthy sound military ethos was only
a reflection of the larger malaise. 20 By the summer of 1985, the
problem in the Army had reached such a state that the Chief of
the Defence Staff agreed to the commission of an investigation
titled the FMC [Force Mobile Command] Study on Disciplinary
Infractions and Antisocial Behaviour with FMC with Particular
Reference to the Special Service Force and the Canadian Airborne
Regiment. This probe became known informally as the “Hewson
Report.”

Its aim was to review disciplinary infractions within

the Army and investigate the factors that led to the excessive
antisocial behaviour.

The Terms of Reference, guidelines and

investigative team was left to the Army, who in turn entrusted the
inquiry to a group of “loyal” Army officers and staunch airborne
supporters who not surprisingly, were anything but critical of the
Army or the Cdn AB Regt.21
The Hewson Report had no real effect. Left unaddressed, by the
early 1990s, disciplinary problems once again raised their ugly
head.

This time, they would not be so easily brushed aside.

By the summer of 1992, Canada’s decision to participate in a UN
mission to Somalia, which eventually evolved into the American
led peace-enforcement operation known in Canada as Operation
Deliverance, allowed senior Army officers in influential positions
within the CF hierarchy to pull strings to ensure that the Cdn AB
Regt would be the unit sent to fulfill the Canadian commitment.
Although the paratroopers were not the ideal unit to deploy
(i.e. they were already scheduled to undertake a Cyprus rotation
and had no light armoured vehicles) they received the nod
anyway – quite simply because their benefactors wanted them to
have the choice operational mission.22 However, the storm clouds
began to gather as the Regiment began its preparatory training.
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Discipline problems, a lack of Regimental standard operating
procedures

(SOPs)

and

overly

aggressive

2 Commando raised some concerns.

behaviour

by

However, these problems

were largely just waved away by senior military commanders.23
In theatre overall, the Cdn AB Regt performed superbly for the
most part and earned the praise of United States Commanders,
UN envoys and Non-Governmental Organization (NGO) representatives for their efforts and success at both securing their sector
and delivering humanitarian aid.24
dark side.

However, there was also a

Once in Somalia, many of the concerns about

discipline and professionalism that were raised during the
predeployment preparations rose to the surface. Undeniably, the
flaws were attributable to poor leadership at the NCO and officer
level. This was a direct outgrowth of the problems that had been
identified earlier but not corrected.

Very quickly, it became

evident that some elements within the Canadian Airborne
Regiment Battle Group (Cdn AB Regt BG) were mistreating
Somalis who were captured while illegally entering the Airborne
compounds to steal. 25

The frustration of the paratroopers

is unquestionable. The Somali population was not always appreciative of the soldiers’ efforts on their behalf. The paratroopers
were exposed to rock throwing, shootings, protests, spitting and
constant thievery.

The Cdn AB Regt BG compounds became

natural targets; night after night, looters and thieves would slip
through the razor wire barrier and steal anything and everything.
Those thieves who were apprehended were turned over to local
authorities, only to be released without sanction.

For the

paratroopers the incessant ingratitude and hostility, from the very
people they were there to assist, was difficult to understand and
accept.26 Nonetheless, the reaction of many, seemingly condoned
by the officer and NCO corps was unacceptable.
Through the course of the whole operation Canadians killed four
Somali nationals and wounded numerous others.

Some of the

deaths were unquestionably avoidable. One such killing occurred
on 4 March 1993. Increased security at one of the Cdn AB Regt BG
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camps resulted in gunfire as two would-be thieves attempted to
escape. Initially, the shooting was termed justifiable within the
Rules of Engagement by a unit-controlled investigation.
However, continuing allegations by one of the contingent’s
medical officers, who professed that the death of one of the
interlopers was the result of a deliberate execution style killing
eventually raised some disturbing questions.27

Although these

allegations have never been conclusively proven or refuted, the
shootings themselves have been declared unjustifiable. The
carefully planned ambush operation obviously was “designed to
send a strong message to would-be infiltrators that any attempt to
penetrate the perimeter of Canadian installations would be met
with gunfire.”28
As disturbing as these allegations are, they are not the only ones.
Mixed messages reverberated through the Airborne compounds
in Somalia. Not only was a questionable shooting very quickly
dismissed and the participants praised, but there existed a
perception that abusive behaviour was ignored and not punished.
This outlook became prevalent in some elements of the Cdn AB
Regt BG. This was due in part to the fact that mistreatment of
prisoners was condoned by some officers and NCOs within the
Canadian contingent. In sum, this laid the groundwork for the
defining moment of the Somalia mission
On the night of 16 March 1993, an apprehended teenaged looter,
Shidane Arone, was systematically beaten to death while in the
custody of 2 Commando. What made this tragedy even harder to
understand is the fact that throughout the beating which lasted
several hours, numerous soldiers, Senior NCOs and officers either
heard the cries or actually dropped by the bunker and witnessed
the beating in progress; yet, no one stopped it until it was too
late.29
Initially, the death was explained away as due to injuries
sustained during capture. However, the sergeant leading
the patrol that apprehended Arone refused to accept that
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explanation. Subsequently, one of the guilty individuals, Trooper
Kyle Brown brought forward evidence and explained what had
happened.

The other perpetrator, Master-Corporal Clayton

Matchee, was subsequently arrested. The matter was kept lowkey. To that point, no word was released to the public and senior
political and military decision makers felt they could control the
situation. Top officials in DND learned of the death within 48
hours of the event, yet it appeared that a decision to contain
rather than disclose information was taken.30 The Chief of Staff
for Kim Campbell, then the Minister of National Defence,
acknowledged that he was informed of the death only hours after
it occurred and Campbell herself stated she was briefed around
17 March.31

This was no surprise. As early as 22 January 1993,

and again on 1 March 1993, due to the expected leadership
candidacy of the Minister of National Defence for the position of
Prime Minister, the Deputy Minister of National Defence, Robert
Fowler, had reminded members attending the Daily Executive
Meeting that it was necessary to exercise “extreme sensitivity in
all matters relating to public statements, speeches, press
releases.”32

However, while in custody, Matchee attempted to

commit suicide and a reporter who witnessed his transfer for
medical treatment very quickly learned the full story. A storm
was about to hit DND like never before.

Post Somalia
As the incident became national news, an overwhelming wave of
enmity, by both the public and other military personnel, swept
over the paratroopers. Mistreatment of Somalis by other military
international contingents later caused scandals in countries such
as Belgium, Germany and Italy. Allegations included mental and
physical abuse, beatings, as well as the killing of captured
thieves. Relative to the other contingents in Somalia and elsewhere, the Canadian cases of mistreatment and killings may have
appeared minor.

33

But in the context of Canadian society and the

self-conception of Canadian soldiers its impact reverberated
through both society and the military institution.
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The impact was enormous. Even those senior military commanders who for years showed preferential treatment towards the
Cdn AB Regt and who had previously dismissed sins by Regiment
members with a “boys will be boys” attitude now abandoned the
Cdn AB Regt fearing for their own careers.34 Falling back to their
comfort zone of their Cold War experience, they attempted to
stone-wall the media and public and simply reassure them that
they would handle it. In fact, when the killings took place, the
Canadian Joint Headquarters in Somalia reported the incidents
promptly to NDHQ.

In Ottawa, Colonel Haswell, then a staff

officer in the Director General of Public Affairs (DGPA), later
testified that “we recommended that we should get this
information out as quickly and completely as possible because the
Public Affairs branch felt that early disclosure would reduce
the negative impact on DND.” But he revealed that the
overriding concern at the moment “at very high levels in the
Department [was] that nothing be done to interfere with the
leadership run.” This affected the release of information.35
But, times had changed, and this approach was as bankrupt as the
understanding of professionalism and the military ethos. As a result,
the events in Somalia unleashed a chain of events that engulfed the
senior leadership of DND well beyond the Regiment and embarrassed the government. Moreover, the revelations about the Airborne
and how the attending events were handled in Ottawa showed
plenty of other problems at NDHQ and elsewhere.

To careerist

bureaucrats and political sycophants, both in and out of uniform, the
fact that their discomfort originated from actions attributed to the
Cdn AB Regt was not easily forgotten. Not surprisingly, the Regiment
was disbanded in disgrace two years later.36
Nonetheless, the media now put DND and the CF under a
microscope, and the result was shattering. That single event itself
was numbing, and the failure of so many to do anything to stop the
beating, remains inexplicable. Incredibly, the tragedy magnified.
The appearance of an attempt to cover-up the incident outside as
well as inside the Regiment spoke volumes about serious failures
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in the military and political chain of command at DND.

The

attempts to simply ignore the crisis are laughable. A better movie
script could not have been written.

A brutal killing, an

evident breakdown of military leadership, a cover-up, and a
Minister of Defence who was the acknowledged front-runner in
the national Progressive Conservative leadership race. Somalia
had finally dragged DND and its officer corps into the post-Cold
War era. As General Baril conceded – “part of it was broken.”
Digging into their old repertoire of tools, the military leadership
decided to deal with the continuing criticism by formally
establishing The Board of Inquiry (BOI) - Canadian Airborne
Regiment

Battle

Group

(informally

named

the

de

Faye

Commission after its Chairman, Major-General Tom de Faye) to
“investigate the leadership, discipline, operations, actions
and procedures of the Airborne Battle Group.”37

The Board

presented its Phase I Report in late-summer 1993, and much like
the Hewson Report, indicated that there was no real cause for
alarm. In fact, the CDS, Admiral John Anderson wrote,
I am heartened by the overriding conclusions of the
report which state that the ‘efforts and accomplishments
of the Canadian Forces personnel in Somalia, in general,
and the Canadian Airborne Regiment (CAR) in particular,
were truly outstanding and that there has been no
evidence presented to the Board which would indicate
any systemic problem within the Canadian Airborne
Regiment which should, in any way, limit its usefulness
or employability.’”38
However, this failed to placate critics within or outside of DND.39
The disciplinary and leadership problems evident in the Airborne
in the early-nineties and specifically during the pre-deployment
period and during the unit’s time in Somalia from October 1992 to
May 1993, were reminiscent of problems identified as early as the
beginning of the 1980s. Moreover, the increased scrutiny of DND
now revealed other disturbing problems.
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Quite simply, the Cdn AB Regt’s problems were a direct reflection
of the larger long-term failure in the Army and the CF.
Specifically, the inability, or reluctance, to take the necessary
steps to make hard decisions ensuring the stability of the institution.

The CF officer corps placed a priority on acquiescence

instead of critical thought, on a tolerance for the secretive
machinations of Regimental Councils who provided largely
individual and unaccountable services, as well as providing the
government with politically acceptable solutions instead of sound
military advice. All of these, added to the anti-intellectual officer
corps that was unable to realize and react to the changing social
and geo-political environment, led to a collective abrogation of
responsibility and strategic impotence in regards to correcting the
problems that were evident in the Cdn AB Regt and the CF long
before Somalia.

Peter Desbarats, one of the Somalia Inquiry

Commissioners, noted that the “Airborne was only the most
brutal manifestation of the disease. Amputating it did nothing
to resolve the real problems except to allow the leadership to
pretend that they had cured it.” He summarized that “this was
more dangerous than doing nothing.”40
Even though the institutional decision became one of portraying
the current crisis as a specific problem with paratroopers, the
truth was clearly different. A report by the Special Service Force
(SSF) pointed out that the demise of the Cdn AB Regt was “due
not to operational deficiencies but to a failure in application of
the personnel system” over the long run. 41

During a telephone

interview with the editor of the esprit de corps magazine,
Lieutenant-General Reay made reference to the Regiment’s poor
disciplinary record.

The editor quickly challenged him on

singling out the Cdn AB Regt. As a result, Reay had to concede
that if any of the other Army “regiments were held up to the same
microscopic scrutiny it would produce the same damning
results.”42
This was the element that was ignored. The Cdn AB Regt was not
an aberration. It was not different. It was representative of other
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Army units in regard to discipline. During the Somalia mission,
the Canadian SSF Commander reported, “historical records
and comparative records of disciplinary problems showed no
disturbing trends, certainly nothing worse than other Infantry
and Combat Arms units.”43 Similarly, the de Faye Commission
also concluded, “in terms of numbers of disciplinary infractions,
the state of discipline in the Canadian Airborne Regiment was
similar to that of other infantry units.”44 Colonel Wells, a former
Director General of Security at NDHQ indicated that the number
of incidents reflected in Military Police Reports “compared
favourably to those of its [Airborne Regiment] sister infantry
battalions in the Special Service Force, and that its disciplinary
rate was consistent with the other infantry battalions in the
Army.”45 Moreover, Colonel Walter Semianiw acknowledged that
the Commander’s Investigation, initiated as a result of hazing
videos that were made public in January 1995, similarly
documented that the Regiment’s record was “normal, no worse
than any other unit.”46

Furthermore, Major-General Gaudreau

testified before the Somalia Commission in October 1995, that the
problems faced by the Cdn AB Regt were in fact typical of those
faced across the entire military structure of Canada.47

This in

turn was reinforced by an internal Land Forces Command report
that acknowledged that “every regiment has at least one serious
incident in its history which has discredited the honour of the
[respective] regiment.”48
Statistical analysis also challenged the myth that all airborne
units are worse behaved than other units. An examination of the
record of Summary Trials for numerous National Defence Act
(NDA) offences, for all LFC infantry units, from 1988 to 1993,
revealed that the Regiment was never the unit with the highest
number of trials / offences. In fact, it was well within the average
for each given year.49
Furthermore, other Canadian military units deployed overseas
also had a plethora of problems that were conveniently
overlooked as a result of the controversy swirling around the Cdn
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AB Regt. For example, many of the Canadian contingents that
deployed to the Former Yugoslavia experienced disciplinary
difficulties, particularly in relation to drunkenness. Examples
abound: 2 Service Battalion had their Commanding Officer and
Regimental Sergeant-Major and numerous soldiers returned
during their tour in Yugoslavia for proven malfeasance or alleged
misconduct; and soldiers in the Royal Canadian Dragoons (RCD)
gave their unit the nickname “ChargeBat” due to the high number
of charges which had been laid against soldiers for disciplinary
infractions. Elsewhere, serious questions were raised about lost
equipment and vehicles during tours; and another national
scandal erupted in 1994 as the result of the questionable
behaviour of 60 Canadian peacekeepers at the Bosnian Bakovici
mental hospital. Cambodia and Haiti were equally fraught with
incidents of scandalous and unprofessional behaviour that
included black market activity, corruption, drunkenness, and
prostitution.

This brief overview is not comprehensive by

any stretch of the imagination.

Neither is it designed to be a

condemnation, nor exoneration, of the military or its personnel. It
is, however, a reminder that the Airborne was not an aberration. 50
The operational scandals overseas were matched at home by
scandals of unethical behaviour, particularly the misuse of public
funds, as well as opulent spending practices by senior military
officers at a time when the country faced a financial crisis as a
result of its burgeoning national debt.51

An officer corps whose

efforts at responding to questions in regards to Somalia were
“characterized by inconsistency, improbability, implausibility,
evasiveness, selective recollection, half-truths, and plain lies”
compounded this.

In fact, they were accused of letting undue

loyalty to their regiments or military institutions, as well
as “naked self-interest,” take precedence over “honesty and
integrity.”52 In addition, one report commissioned by the inquiry
reported that “Somalia is seen as a sign or symbol of a crisis in
command, as the result of a weakened, corrupted military ethos.”
It went on to say that senior commanders are held to have been
corrupted and distanced from their soldiers…preoccupied by
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careers and perks, they are seen as having abandoned traditional
values, ideals, and loyalties.”53

Not surprisingly, the Canadian

public came to perceive that misconduct and leadership failing
were widespread if not endemic. “The confidence of Canadians
in the Forces,” conceded Doug Young, the MND, “has been
shaken.”54
The MND’s observation was correct.

The continuing scandals,

intractable officer corps and seeming failure of the CF to provide
clear and complete answers to many of the questions that still
lingered in regards to the Somalia Affair, left the Government
with no choice but to appoint a separate independent commission
to determine the truth.

Sadly, for DND, the reality was that

politicians and many in the public domain no longer trusted the
military to investigate itself. As a result, in the spring of 1995, it
established the “Commission of Inquiry into the Deployment
of Canadian Forces to Somalia” in an attempt to finally bring
resolution and transparency to the issue.55 The Commission,
frustrated by a seemingly obdurate, if not at times dishonest,
officer corps produced a scathing report. Of the 160 recommendations contained in the Somalia Commission Report, 112 were
leadership and management related.

In sum, the Somalia

Commissioners found that “a failure of military values lies at the
heart of the Somalia experience.” Of the 160 recommendations
contained in the Somalia Commission Report, 132 were accepted
for implementation by the MND.

All told, he endorsed some

250 recommendations for change. These originated from his own
Report to the Prime Minister, the Somalia Commission, and
recommendations from the Report of the Special Advisory Group
on Military Justice and Military Police Investigative Services; the
Report on the Quasi-Judicial Role of the Minister of National
Defence; and the Report of the Special Commission on the
Restructuring of the Reserves.

The accepted recommendations

covered virtually all aspects of the functioning of DND.56 To add
insult to injury, and just in case the nuance was lost on the CF
officer corps, the government also established a “Minister’s
Monitoring Committee on Change in the Department of National
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Defence and the Canadian Forces” (MMC) to “monitor progress
with respect to the implementation of change….”57
The Canadian officer corps had reached a low point in its history.
It was unable to foresee, adapt or even realize that the world no
longer fit its archaic Cold War paradigm despite the substantial
and significant geo-political and societal changes that occurred
around them. It was unwilling, or perhaps unable, to realize this.
Moreover, as is incumbent on all professions it was also unwilling,
or unable, to maintain its professionalism (i.e. responsibility –
special duty to Canada; expertise, identity and vocational ethic).
This last failing, specifically its inability to maintain a healthy
military ethos (i.e. the values, beliefs and expectations that reflect
core Canadian value and the imperatives of military professionalism) was catastrophic.58 Due to their failing, the Government and
people of Canada no longer trusted them to regulate themselves.

Forced to Change
This message although resisted for too long, finally sunk in. “The
Army was forced to change,” conceded Lieutenant-General Mike
Jeffrey, “I mean forced.” He added, “The challenge is not to forget those institutional failures took place.

We had significant

failures.”59 This message has not been lost.

The tragedy in

Somalia sparked a virtual reformation of the CF officer corps and
the institution itself. The 250 recommendations have been, or are
in the process of being instituted. Fundamental to the transformation was a CF ethos statement put out in 1997, which outlined
three key principles: respect the dignity of all persons; serve
nation before self; and obey and support lawful authority. This
statement was incorporated into all recruiting, training and
professional development.
In addition, new appraisal systems and succession planning
processes have been undertaken, which importantly diluted the
influence and power of unofficial “Regimental councils.”
Moreover, DND established a Canadian Military Journal to
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provide a forum for professional discourse, discussion and debate
and has undertaken a public affairs policy that is based on
transparency and accuracy and has put increasing emphasis on its
obligations under access to information.

It also undertook a

multitude of change initiatives that addressed issues from
employment equity, soldier and family quality of life, to more
fiscally responsible management practices.
Additionally, due to its strategic failure, DND has also put greater
emphasis on adaptation, change and proactive vision. As such, it
promulgated a number of strategic vision documents such as
Shaping the Future of Canadian Defence: A Strategy for 2020, in
June 1999; Canadian Officership in the 21st Century and People in
Defence Beyond 2000, both in May 2001.60
But arguably, one of the critical reforms, which was vehemently
resisted initially but that has since taken root, was the recognition
and support for an intellectually sound officer corps. After all, “a
lack of intellectual discipline in the past,” acknowledged former
Army Commander Lieutenant-General Mike Jeffrey, “has got us
where we are today.”61 As such, the MND directed that beginning
in 1997, a university degree was a prerequisite to commissioning
as an officer.

Moreover, professional development (PD) was

extended to include senior officers, including generals. Moreover,
formal military PD and staff college courses evolved to include a
greater academic content, particularly an emphasis on the
humanities and social sciences. University study, especially at the
graduate level, was accepted and actually encouraged.

And

rightfully so. The many tenets of scholarship, including precision,
detailed research, communications, breadth of knowledge,
placing events in a proper economic, political and social context,
drawing conclusions and discerning themes from various
materials are important skills. The formal articulation of such
analysis in a way that others will also learn and understand is a
key skill for military officers.
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Moreover, a greater breadth of knowledge, tolerance to alternate
interpretations and ideas, a comfort with critical debate and
discussion, and the honing of analytical skills, as well as the
exposure to complete new bodies of literature and thought that
expand the mind, significantly enhance the capabilities and
professionalism of officers (i.e. it is an important component of
“expertise,” which cannot reside exclusively with technical
warfighting skills and acumen). “Officers need to have the right
mindset to change and evolve the profession,” argued one former
CDS, “knowledge must be valued as a key ingredient to our
growth as individuals and as a profession.”63
Importantly, a Canadian Defence Academy (CDA) was established
to coordinate all PD for the officer and senior NCO corps. Its
organization included a Canadian Forces Leadership Institute
(CFLI) that is responsible for research, and the creation and
promulgation of doctrine and concept development in regards to
leadership and the profession of arms. In short, it is the national
centre of excellence for military leadership. It was in fact, CFLI
that produced Duty with Honour.
And so, we have come full circle. Duty with Honour is a seminal
document that captures the theoretical and philosophical underpinnings of the profession of arms and clearly articulates what
it means to be a Canadian, or for that matter, any, military
professional. Unfortunately, we did not reach this apex through
insight or a higher level of professionalism or intellect. Rather, it
was an absence of honour, in the widest sense, that put us on the
path to producing this capstone doctrinal manual. It was in fact
the anguished cries of Shidane Arone in the dust storm, an
incident that has come to be known as the Somalia Affair, which
sparked the transformation of the Canadian officer corps. That
one event acted as a catalyst that exposed the deficiencies that
existed in DND, the CF and specifically the officer corps. In the
end, that crisis and the painful self-reflection that ensued
have created a stronger, more professional and capable military
institution for Canada. In the end, Duty with Honour is a beacon
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for Canadian and other military professionals. Hopefully, others
can learn from these failings and avoid the tragedy and loss of
honour that befalls those military professionals who fail to adhere
to a strong, sound military ethos.
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CHAPTER 11
The Organizational
Cultural Approach to Leadership:
‘Social Structures’– A Tool for Analysis
and a Way Ahead

Charles Kirke

This chapter introduces a new way to approach the subject of
leadership in the setting of a military unit. The cynical might
say that every modern academic approach to leadership that is
advertised as ‘new’ is in fact heavily informed by previous work
in the various schools – such as the ‘trait’ school1, the ‘behaviour’
school2, the ‘contingency’ or ‘contextual’ school3 and the ‘taskcentred’ or ‘functional school’4 5 – and this is of course partially
true of this chapter. However, what is presented here is different
from much of the earlier academic literature because it provides a
novel way of deriving practical leadership measures in the special
case of the military unit.
As well as academic work on leadership, much has, of course,
been written about practical leadership in the military context by
military practitioners, as exemplified by the works of individuals
such as Oliver, Newman, Kala and others6. Is this chapter just
another example of that genre?
It is not. The author has credentials both as an academic and as a
soldier, and what is offered here is a bridge between the academ-
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ic approach and the approach via military experience. It proposes
an aspect of leadership theory, but in a way created exactly to fit
a particular military situation. It is a new approach, the novelty
lying in the combination of military experience, academic rigour,
and the introduction of a new discipline into the military leadership arena: Social Anthropology.
The author is one of a small but growing number of military
anthropologists. Military Anthropology is a sub-area of Social
Anthropology, which, in essence, is a social science centering on
the study of small-scale human groups of a few hundred people7
(as opposed to the larger societies that are the traditional area
covered by Sociology8). Military units are exactly this size, and
are therefore suitable subjects for the application of social
anthropological techniques. Depending on their operational role,
for example, infantry battalions are between six and seven
hundred strong, artillery regiments9 are between four and six
hundred, and armoured regiments are around five hundred.
The work underpinning this chapter was carried out in the British
Army between 1974 and 2003, but most intensively between 1993
and 2003, involving participant observation, interview, and
literature research. It resulted in a social anthropological model
of unit life, built upon the experience of members of the British
Army, which can be used to investigate a number of aspects of
soldiers’ daily life, including leadership. In the sense used in this
chapter, the term ‘soldier’ refers to any member of a military unit
regardless of rank (thus private soldiers, non-commissioned
officers (NCOs), warrant officers and commissioned officers are
all ‘soldiers’).
The primary readership of this book is, however, Canadian, not
British. The question must be asked: is a model built in the British
Army context applicable to the Canadian Forces (CF)?

It is a

particularly pertinent question in this case because one of the
tenets of Social Anthropology is that it is usually dangerous to
treat one human group as ‘the same’ as any other unless there is
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good evidence that cross-inference is justified. In this case,
however, somewhat to the author’s surprise, the model has been
well received as a useful, relevant, and practical approach by a
number of Canadian officers, mostly within the forum of the
Inter-University Seminar on Armed Forces and Society (IUS) but
also among the Canadian Contingent at the Royal Military College
of Science at Shrivenham, UK. It is offered here as a follow-up to
many discussions and interchanges of ideas.
This chapter, therefore, provides a novel means of describing and
analysing the exercise of leadership at regimental duty 10 by the
use of a model developed using the techniques of Social
Anthropology. First, this model is explained, and then we use it to
analyse leadership exercised by junior officers and unit commanding officers (CO) in the British Army. The pairing of junior
officer and CO was chosen because it indicates how the model can
be used to address appropriate issues at two very different stages
in an individual’s career. Whereas a typical CO has nearly twenty
years of military experience and a wide set of responsibilities in
the unit, the average junior officer has virtually no experience and
a narrow span of command and responsibility. There is, in fact,
no reason why the model might not be applied at any level of
leadership, and if there had been space we could also have considered leadership by junior NCOs, senior NCOs, middle-ranking
officers and so on. It is best thought of as a tool to be used in any
appropriate context.
Although the author was a serving officer in the British Army
for over thirty years, it must be said that this paper contains
his personal views only and does not necessarily reflect official
opinion or thought.

The Model: British Army Organizational Culture at Unit Level
This work comprises one of very few models aimed at describing
British Army organizational culture, exemplified by the work
of Stewart11, Hockey12, and von Zugbach13. As far as academic
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discipline is concerned, it can be located in a vanishingly small
body of social anthropological literature on the British Army,
exemplified by previous work by the author and Killworth14.
The first version of this model was generated during a British
Army Staff College project in 1981, an edited version of which
was published in the RUSI Journal in 198815. A more refined
version appeared in the author’s Defence Fellowship thesis in
199416 with a summary in Strachan’s The British Army, Manpower
and Society into the Twenty-First Century 17 in 2000. The latest
appeared in a paper on the human implications of the digitization
of military command and control in 200418. The fullest version so
far is in the author’s PhD thesis19.
The research which gave birth to this model was mainly carried
out with members of what are called here the ‘combat arms’ of the
British Army, a term that was current when the research began but
is no longer in official use in the United Kingdom Armed Forces.
In the sense in which it is used here, it identifies those elements in
the Army that train to face the enemy in formed units in the contact zone in conventional war, as distinct from those who operate
either as formed units out of the contact zone or as detachments
with combat arms units. The ‘combat arms’ therefore comprise the
Household Cavalry and Royal Armoured Corps, Royal Artillery,
Royal Engineers, Royal Signals, Army Air Corps, and Infantry.
It is worthy of note that whenever the model has been presented
to audiences within the British Army - to individuals, to small
group discussions and in lectures to larger audiences - it has been
hailed as a convincing portrait of every-day life at regimental
duty regardless the rank of the speaker. It is clear that it connects
with British soldiers’ attitudes and expectations and that it
captures the norms and conventions that they know.
The central concept in the model is ‘social structure’, though in a
way that is specific to this study and unlike that used by earlier
social anthropologists of the Structural-Functional School.
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Following the nineteenth century French social scientist
Durkheim20, they appeared to treat the concept as if it was a
separate entity, a vital ingredient of ‘society’ that was greater
than the sum of its individual human parts. This position has been
attacked successfully in more recent times by those like Giddens 21
whose analytical frameworks are the individual agent and the
processes of everyday life. In essence, consideration of agency and
process conceptually liberates the social scientist from any idea
that the members of a human group are pawns compelled by the
overarching pressures of ‘society’. They could always ‘have acted
otherwise’22.
Currently, those who stress the independence of the individual
from ‘society’ are considered to be in the ascendant, but this is not
the end of the debate. It is undeniable that there are frameworks
of stated and unstated rules that inform people’s behaviour and
these look very like the pressures depicted by Durkheim in his
concept of society. On the other hand, it is also undeniable that
nobody is a slave to them, but can choose how much attention to
pay to them.
This need not leave us in a hinterland between rules and freedom
– between social structure and agency. It is particularly true in the
military that frameworks of rules are important. Most soldiers
know what the formal rules are and wish to ‘fit in’ by observing
the informal ones (following the social structure), but many of
them have a sufficiently independent streak to bend or break them
from time to time (exercising agency). There is a way of taking
account of both.
In the sense used in this paper, ‘social structure’ is put forward as
a model, not an empirical reality, representing a shared body of
ideas, rules and conventions of behaviour, which informs groups
of people or individuals how to organize and conduct themselves
vis-à-vis each other. The concept is therefore a way of modelling
the background to, and framework for, daily life. However,
individuals go their own way through their lives, using social
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structure as a reference. A useful metaphor is that of a walker
using a map: the map can be likened to ‘social structure’,
capturing as it does the main features of the terrain over which
the walker intends to go; the walker can be likened to the agent,
free to make his or her own choice of routes on the map or even to
disregard the map entirely; and the act of walking can be likened
to the agent’s progress through his or her daily life. In making
that progress, therefore, the agent navigates as he or she chooses
through the social terrain depicted as ‘social structure’.
The initial attempt to create such a model of social structure in
British combat arms units was fraught with difficulty because the
individuals’ behaviour appeared to differ markedly in different
contexts. For example, officers who were on first name terms at
one moment in the context of the officers’ mess, with every
appearance of warm and friendly interaction, a few moments later
stood stiffly to attention and called each other by rank and name
in the context of summary jurisdiction. Similarly, individuals
from different sub-units who lived in close proximity in the
barrack block would spend time and effort scornfully expressing
their differences but would co-operate strenuously and cheerfully
in a unit sports team.
The analytical problem was resolved by modelling more than one
social structure. All the contexts encountered appeared to cluster
in four major categories, and these were treated as separate but
contiguous social structures, each with its own set of attitudes,
expectations and behaviours as follows:
1.

The formal command structure23, which is the structure
through which a soldier at the bottom receives orders
from the person at the top. It is embedded in and
expressed by the hierarchy of rank and the formal
arrangement of the unit into layer upon layer of organizational elements. It contains the mechanisms for the
enforcement of discipline, for the downward issue of
orders and instructions and for the upward issue of
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reports, and it provides the framework for official
responsibility. It also determines, through the formal Unit
Establishment document, the exact position of each
member in the organization.
2.

The informal structure, which consists in unwritten
conventions of behaviour in the absence of formal
constraints, including behaviour off-duty and in relaxed
duty contexts. An important element in this structure is
the web of informal relationships within the unit which
we explore below. Individuals come into personal contact
with other people within the unit, of any rank, and
establish

inter-personal

relationships

with

them.

Although it might appear at first sight that the quality
and intensity of such relationships are determined by free
choice on the part of the individual (because they
are informal), the network of a soldier’s informal
relationships is for the most part constrained by his or her
rank and position in the unit.
3.

The loyalty/identity structure, which is manifested most
obviously in a nesting series of different sized groups
which are defined by opposition to and contrast with
other groups of equal status in the formal command
structure. This nesting series consists in the various
organizational levels from the small to the large that are
the structure of all military units. A British infantry
private soldier, for example, has full membership of his
fire team, his section, his platoon, his company, his
battalion and (above battalion level) his Regiment. The
level at which he exercises his membership at any
particular moment depends on level of comparison. This
same infantry soldier would express his identity as a
member of his platoon and feel loyalty to it in competition
with other platoons of the same company. However, where
his company is in competition with other companies,
these attitudes and feelings would be transferred to the
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company, rather than the platoon, and this process is continued up to levels beyond the unit (and down to those
below the platoon). The social structure, the ‘body of
ideas, rules and conventions of behaviour’, consists in the
attitudes, feelings and expectations of soldiers towards
these groups and their membership. These attitudes and
feelings can be effectively captured in the concept that
‘we are the best’, at whatever organizational level the ‘we’
is placed.
4.

The functional structure, which consists of attitudes,
feelings and expectations connected with being ‘soldierly’
and properly carrying out ‘soldierly’ activity. Where
groups are formed to carry out such activity, they might
exactly reflect the formal command structure (which
provides an easy and quick means of creating any size of
group within a unit) or they might be independent of it.
For example, an infantry platoon (a basic element in the
infantry command structure) tends to carry out military
functions on exercise and operations as a formed body. In
contrast, a ‘rear party’ which remains in barracks while
the rest of the unit is away (perhaps on leave or on an
operational tour of duty) is usually made up of soldiers
from all over the unit, brought together into an ad hoc
functional grouping.

An important feature of the model is that an individual only
operates in a single social structure at any one instant, although
he or she may transit from one social structure to another
(sometimes very rapidly). Thus, for example, when a group of
soldiers maintaining a vehicle take a ‘smoke break’, they move
from the functional structure (working on the vehicle) to the
informal structure (relaxing and chatting). Similarly, a group of
soldiers on morning parade (formal command structure), transit
to the functional structure when they are dismissed to begin their
morning’s work. This social structure of the moment is called the
operating structure in the model.
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These four social structures can be depicted in the following
diagram:

Formal Command Structure

Informal Structure

Loyalty/Identity Structure

Functional Structure

FIGURE 1: The Four Social Structures
NOTES. 1. Distinct sets of behaviour are appropriate to each of the social structures .
2. An individual or group can only operate in one structure at any one time (the
operating structure ).

An important consideration is the balance between these social
structures. It is self-evident that if the members of the unit are
encouraged to put one of them before all else then their military
life becomes impoverished in some way. For example, if the
functional structure is permanently dominant, they would be
unable to exercise the identity of the different organizational
levels to which they belong or enjoy informal social interaction. If
permanent dominance is given to the informal structure their
ability to function as soldiers would suffer. If the loyalty/identity
structure is always supreme then they would conceive that anything they did was ‘better’ than anybody else could do (regardless
of its actual standard) and that the preservation of the unit was
the only thing that mattered, and so on.
An initial hypothesis was that an even balance of social structures
would be the best situation for any unit, but the research showed
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that each unit has its own particular ‘appropriate’ balance in
a particular context and time.

For example, in some units

researched there was a feeling that operational function deserved
more attention than formal parades, whilst for others the opposite
was true. Similarly, some spent more effort on celebrating their
identity than on the enforcement of formal discipline and the
smart appearance of their dress. It was therefore concluded that
the permutations provided by the detailed realization of the
conventions modelled in the four social structures are sufficiently
numerous to provide each unit with a unique assemblage of
attitudes and expectations and a unique balance. The members
usually perceive this balance as ‘appropriate’ and ‘right’ for their
particular unit.
Although this theoretically allows for extreme imbalance between
the social structures, this is very seldom encountered: the defining
distinctions of balance are usually fine and subtle. The one
factor that seemed to be permanently present was that if a unit
regularly exercised the conventions of all four social structures
(in whatever balance was felt to be appropriate by its members to
the context it was in) then it was likely that this unit had high
morale and military efficiency.
The model has been extended in various ways, one of which is
very important for consideration of leadership. This extension
addresses the range of social relationships encountered in the
informal structure. At first sight, it might be deduced that informal relationships are a matter of free choice as they are not subject to formal rules, but it was found that there is a distinct and
generally accepted set of conventions in this area that are seldom
broken. These can be captured by breaking down the range of
informal relationships into five categories. These categories were
given special terms in the model and, as with all the other special
terms in this chapter, are printed in italics.
1.

Close Friendship. This relationship consists of a durable
bond that transcends the military environment, where
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there is a large measure of trust and respect between the
parties and few barriers to discussion of highly personal
matters. In interviews with soldiers of all ranks it was
established that, for virtually every one, a useful test to
identify close friendship would be to determine whether
the relationship would survive unchanged if one of the
parties was prepared to shed tears in the presence of the
other. It is a rare and special relationship. In the words of
a warrant officer in an infantry battalion “I’ve maybe
made only two or three close friends in my career, though
I’ve had plenty of military friends.”

This rarity is an

important feature. It is sufficient to recognise the existence of the relationship, but we must also acknowledge
that it is sufficiently scarce that it is not a regular feature
of regimental life for many individuals.
2.

Friendship. The term ‘friendship’ is used specifically in
the model to refer to a less intense relationship, which is
frequently found to exist between soldiers within the
informal structure. It can have all the appearance of close
friendship, in that individuals constantly seek each
other's company, will help each other if they are in
trouble, and will be prepared to share almost anything
if the need arises, but it falls short of the depth and
intensity of the other relationship. Thus, during an interview one soldier said of his particular circle of mates that
he would be more than prepared to help any one of them:
if a mate was feeling unhappy then his friends would
naturally take him out drinking to cheer him up. However,
if the same mate wanted to discuss deeply personal
matters then he “would not want to know!”

Bonds of

friendship are usually formed within narrow bands of
rank. Although there are no formally stated regulations,
which

proscribe

friendships

growing

up

between

people of widely diverse rank, such relationships are
frowned upon because they are held to be potentially
compromising for discipline.
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3.

Association. It is often found that two soldiers separated
by rank distance wide enough to exclude friendship
between them will come into regular contact and will
form an informal bond of mutual trust and respect that
falls short of friendship as defined above, but is nevertheless an important bonding feature. Such a relationship
will probably arise, for example, between an infantry
platoon sergeant and his platoon commander, and an
adjutant and his or her chief clerk or between an artillery
battery sergeant major and his or her battery commander.
This relationship was given the name ‘association’ in the
study.

4.

Informal Access. It is recognised, though not officially
laid down, that each individual has a right to speak
informally and without a formal appointment with
certain other people who are at a certain degree of
structural distance (superiors in his chain of command for
instance), even though a link of association does not exist
between them. Thus a recently joined junior officer can
expect to be able to have ‘informal access’ to his sub-unit
commander from the beginning, as a private soldier can to
his platoon or troop commander. Similarly, any member of
a sergeants’ mess can expect to have opportunities to
approach the Regimental Sergeant Major informally.

5.

Nodding Acquaintance. The term ‘nodding acquaintance’
encompasses all the informal relationships, which are not
encompassed by the other terms. In essence, it is a
relationship where the parties know each other by sight,
but not necessarily by name, and they acknowledge each
other’s existence and common participation in the
same segment of the formal command structure. The
relationship may remain as it is, or it may grow into any
one of the others listed above.
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These five relationships are depicted in Figure 2 as follows:

TYPOLOGY OF INFORMAL RELATIONSHIPS
Close
Friendship

Senior

Association

Informal
Access

Relative
Seniority
Friendship

EGO

Association

nodding
acquaintance

Informal
Access

Junior
Close

Closeness of Relationship

Distant

FIGURE 2. Informal Relationships.
NOTES. 1. ‘EGO’ is an individual of no particular rank, who has superiors and subordinates. He or
she might be, for example, a sergeant or a lieutenant. This case was chosen because it
illustrates relationships with peers, subordinates, and superiors. For someone at the top
or bottom of the rank structure (lieutenant colonel or private soldier) the diagram
would be redrawn to show peers and only subordinates or superiors.
2. The boxes show the areas (rank/closeness) where relationships are expected to fall.
3. The gaps between the boxes are voids to separate the boxes for clarity only.
4. The different relationships have different conventions of behaviour.

An important variable is the strength of the relationship. This is
captured in Figure 2 by the horizontal dimension of each box: on
the principle that a line is an infinite number of points, each
horizontal line represents a very large range of possible degrees of
warmth or intensity in the relationship.
It should be noted that this model does not seek to capture
romantic or sexual relationships. This is a separate area, which
deserves further study.
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Illustration
The following case study illustrates the use of the model, showing
how it can provide both a means of expressing processes that are
hard to describe any other way, and a system for analysing
complex situations.
Case One: A Difficult Company Commander
This case is taken from a description by a British soldier of
his time as Regimental Sergeant Major (RSM) in an infantry
battalion that was on a two-year operational tour in Northern
Ireland. Battalions in this position had a ‘reserve’ role and
were called upon to reinforce troops on shorter-term
deployments as necessary. It was the practice on such a tour
to give the soldiers as much time off as possible because no
one knew when they would be required to work at full stretch
or for how long. A newly arrived company commander had
begun his tour by working his soldiers excessively hard:
“...his own ideas of how to run his company was a little
bit... SAS-ish shall I say.”24
Such was the impact on the soldiers’ morale (and consequently
on their performance) that his company sergeant major
(CSM) attempted to advise the company commander to ease up,
“The guys were meeting themselves coming off [exercise].
There was no social life happening at all. It was all, bloody
well cut and thrust and ‘Let’s go!’ and people were
performing badly because they weren’t having time to
recover... It was just bumping on from one bloody crisis to
another. The company sergeant major advised him, and
spoke to him about it but no, the company commander
wasn’t having any of it. He was having it the way he
wanted it. If the platoon commanders weren’t performing
they were chopped off at the knees and thrown into the
waste pile and get someone else along.”
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Having failed to convince the company commander, the
company sergeant major then approached the RSM and made
him privately aware of what was going on. He first
approached him in the sergeants’ mess and subsequently
came to see him in his office.
“And then I [the RSM] went to the Commanding Officer the
following day. I left it for a day, and went in to see the CO
the next day rather than going in from now, straight into
his office with the sergeant major going that way and the
company commander getting called up there. [i.e., the RSM
left a time interval before going to the CO so that nobody
would connect the visit of the CSM with the RSM’s
subsequent visit to the CO].. .. The Commanding Officer ...
played it quite correctly, so he then left a time, and then,
either in the office or in the mess, whatever, he spoke
[to him].”
A little later the company commander became less intense in
his requirements of his soldiers.
Analysis:
By over-stressing function, the company commander was not
allowing enough time for the informal and loyalty/identity
structures to be exercised, and the soldiers’ morale was dropping.
The CSM was able to approach his company commander both
because he was directly subordinate to him in the formal
command structure and because he would have had at least
informal access to him, if not a developing relationship of
association.

He

also

had

responsibilities

within

the

loyalty/identity structure for the reputation of the company
within the unit, and within the functional structure for the
efficiency of the soldiers.
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Once he had failed to convince the company commander,
the CSM brought the matter indirectly to the company commander’s formal superior, the Commanding Officer. He did so
by exploiting an informal relationship with the RSM
(approaching him first in the sergeants’ mess), knowing that
the RSM could approach the Commanding Officer either
formally through his position in the formal command
structure, or informally, using the relationship of association
with him. The CSM thus used the informal structure to
overcome what he saw as a barrier in the formal command
structure. As the CSM had hoped, the RSM saw the
Commanding Officer about the problem after a discrete
interval.
Whatever happened next is not recorded: the correction of a
senior member of a unit is a delicate matter because, if
handled badly, it can undermine his position in all four social
structures. In any case, it would have taken place in private.
However, it is clear that it had the effect that the CSM desired
because the training pressure was lifted from the soldiers in
his company. It should be noted that all this took place
without the need for a public confrontation at any stage.
This analysis clearly shows the usefulness of the model to
identify the influences in this difficult situation and to show the
workings of the various means of communication available
through the informal relationships in the informal structure.
Interestingly, it also shows us why the speaker, the RSM, saw
no disloyalty on the part of the CSM in complaining about his
superior. It was simply accepted between them that a part of the
soldierly functions (functional structure) of warrant officers was
to put the collective interests of the soldiers above the wishes of
the company commander when those interests had become unnecessarily threatened.

298

Dimensions.qxd

10/4/07

10:23 AM

Page 299

CHAPTER 11
The Application of the Model to the Analysis of Leadership
We can now turn to leadership within a military unit. Before we
begin this next section it is important to note that there is a
significant overlap in the British Army between the conceptual
terms ‘leadership’ and ‘management’. Together they encompass
the practical skills and theoretical knowledge that are required to
handle personnel in associated military tasks and environments.
To this extent, the word ‘leadership’ incorporates a significant
element of ‘management’, and it will be used in this sense in the
remainder of this paper.
This section demonstrates how the elements of the model can be
used as an analytical means to draw out simple rules of conduct
for a leader at regimental duty. We will first examine the case of
a young officer, and then the case of a unit commander. In both
cases, to avoid the continuous gender-sensitive circumlocution
‘he or she’, the male personal pronoun is used, but it should be
understood that this analysis applies equally to both genders.
For young officers, rules of conduct can be derived from the model
as follows:
Formal Command Structure
The junior officer should be able to issue orders clearly and
authoritatively, to listen to reports from below, and to understand and obey orders from above. His appearance and
behaviour should be consistent with the disciplinary customs
of the unit. He should understand that each soldier has a
unique place in the unit with which that soldier identifies.
Informal Structure
He should know the qualitative differences between informal
relationships, and build appropriate ones. Examples would
be association with the senior NCOs in his sub-unit (and
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especially any under his command), informal access with his
private soldiers, friendship with his follow-subalterns, and
association or informal access with his sub-unit commander.
He should be prepared to allow relationships of association to
develop with his junior NCOs and private soldiers over time.
On the other hand, he should not attempt to achieve, or
encourage the development of, inappropriate relationships
such as friendship with his NCOs or privates.
Loyalty/Identity Structure
He should take an active part in supporting the loyalty/
identity segment that he commands, both during events
where pride and prestige are at stake (such as competitions)
and during celebrations of his segment’s identity (such as
parties).
Because of the loyalty/identity structure’s flexibility, he
should also take an active part in supporting the segments
above the one he commands, such as the sub-unit and the
unit. He should also acknowledge his soldiers’ membership
of the segments below the one which he commands and
encourage them in exercising it.
He should learn the details of his unit’s and sub-unit’s
history and traditions and be seen to identify with them.
He should support all sporting occasions that any of his
loyalty/identity segments partake in, and should participate
in as many as he can.
Functional Structure
He should perform his own function well, showing both
personal (soldierly) skills, special-to-arm skills, and the
ability to exercise professional military command effectively.
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He should show that he recognises good performance and
congratulate those who show it, and give encouragement to
those who fall short but in his judgement are trying to
perform well.
He should show concern for the maintenance and improvement of individual and collective training standards.
These

are

deductions

from

the

model

to

give

general

guidance. The model can also be used in another way to analyse
real cases. The three short examples which follow are all taken
from interview material with soldiers and are analysed using the
model.
Case Two: A Corporal’s Opinion
Interviewer, to infantry corporal: “What mistakes do junior
officers make?”
Corporal: “Being arrogant. Being ignorant. Talking down to
your troops. Not walking round and talking to your troops,
finding out what courses they want.”
Analysis:
This reflects a lack of informal relationships between the
young officer and the soldiers. There is an absence even of
informal access.
Case Three: A Disastrous Platoon Commander
An ex-platoon sergeant talks about one of his platoon
commanders, an individual who was not a success and
subsequently transferred out of the battalion: “He was
impatient, and why not? Having done [so many months] at
Sandhurst they are impatient, and he wanted to command his
platoon. And he did. And he more or less took over but he

301

Dimensions.qxd

10/4/07

10:23 AM

Page 302

CHAPTER 11
was … he was weak in as much as... How can I put it? He just
didn’t command... naturally command respect. That’s the only
way I can put it. The platoon, the NCOs in particular, thought
little of him too quickly, they gave him very little chance.
… There was his age, anyway. I mean he was young. He was
young, he was small, and he was overweight. Or he appeared
to be overweight. He used to trivialise, would make light of a
life far too often. He never seemed to take it too seriously, but
he wasn’t good either. He wasn’t good in the field. Now, a
platoon commander who’s laid back but is good in the field
can carry that. He can get away with it. [This one] couldn’t.
Analysis:
This young officer was not using his place in the formal command structure effectively by taking proper command of his
platoon. By being overweight and not being good in the field,
he was weak in the functional structure. He undermined his
position in all four social structures by trivialising things too
often. Because his men did not respect him, it seems likely
that he had a poor set of informal relationships as well.
Whatever the operating structure, therefore, he was in weak
ground as a leader. It is not surprising that he failed.
Case Four: An Excellent Platoon Commander
The same interviewee cites another example in complete
contrast: “… this was his platoon, and he very much looked
upon [it as] that … he was involved in everything that we did.
He was always there… He was there as an officer [rather than
‘one of the boys’]. There was always that definite difference
between him and everybody else. He would call boys by their
nicknames, but he was a ‘hands-on’ man and he rather stood
out amongst the other platoon commanders as being that.
[There was] a lot of work to be done on the discipline front,
and just day-to-day standards.”
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Analysis:
This platoon commander joined in the platoon’s identity
(loyalty/identity structure), maintained an effective set of
relationships with his soldiers (informal structure), and was
effective in imposing an appropriate level of discipline and
standards (formal command structure). His activity in things
related to the functional structure is not mentioned, but it
may be assumed to be at least up to a reasonable standard or
the interviewee would have mentioned it.
So much for the use of the model in the case of a young officer. We
now increase the span of leadership considerably by turning to
Commanding Officer. The same principles apply, though on a
different scale, as follows.
Formal Command Structure
The Commanding Officer should make his disciplinary and
command policies clear to his chain of command and be able
to issue orders clearly and authoritatively. He should ensure
that reports from below reach him. He should ensure that all
members of his chain of command are capable of understanding his orders and instructions, exercising formal authority,
and paying attention to reports from below. He should ensure
that each member of his unit understands that he or she has a
unique place in the unit and can identify with it.
Informal Structure
He should know the qualitative differences between informal
relationships, and build appropriate ones. He should not
attempt to exercise or build friendship with anybody in the
unit because he has no peers. However, he should take every
opportunity to exercise association with those with whom he
has already established that relationship and build it with
as many others as he can. He should be on close terms of
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association with his RSM, and should ensure that he has, or
develops, a relationship of association with the key members
of his staff with whom he will need to communicate (the
second-in-command, his sub-unit commanders, the adjutant,
the quartermaster, the medical officer, and the electrical and
mechanical engineering officer).
Loyalty/Identity Structure
He should take an active part in supporting the unit, both
during events where pride and prestige are at stake and
during celebrations of his unit’s identity.
He should ensure that all the segments in his unit have the
opportunity to exercise and celebrate their identity.
He should ensure that all his officers and other key personnel
know the details of the history and traditions of the unit, and
any larger organization that it belongs to, particularly those
that are celebrated.
He should support all sporting occasions in which his unit is
involved.
Functional Structure
He should perform his own function well, showing both
personal (soldierly) skills, special-to-arm skills, and the
ability to exercise professional military command effectively.
He should show that he recognises good performance and
congratulate those who show it, and give encouragement to
those who fall short but in his judgement are trying to
perform well.
He should ensure that all key personnel take an active part
in the maintenance and improvement of individual and
collective training standards.
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So far we have looked at the personal stance of the Commanding
Officer within the unit, as we did for the junior officer. However,
there is a considerable difference between them, apart from the
size of their spans of command, in that it lies within the
Commanding Officer’s power to influence the balance of the social
structures within the unit as a whole. We have seen above that
members of a unit feel that there is an appropriate balance of
structures to their particular case, and a successful commanding
officer manages this balance in a way that does not rupture his
soldiers’ expectations.
The following case study gives an example of an unbalanced
situation, and shows how the model can be used to describe and
analyse it.
Case Five: A Tyrannical Commanding Officer
In a particular unit the Commanding Officer was an
uncomfortable man to serve under. His priorities and modus
operandi clashed with what the members of the unit felt was
an appropriate balance of social structures. He rigidly and
persistently dominated the formal command structure by
openly instilling fear in his subordinates. He over-emphasised
the functional structure by setting unrealistically high
standards of military achievement and becoming furious at
any failure to attain them. He sought also to dominate the
informal structure at all levels in the unit by stressing
the importance of personality (his own personality was a
dominant one and he had plenty of energy with which to exert
his dominance). During his two and a half years in command,
the majority of the officers felt ill at ease and were delighted
when their time came to be posted out of the unit.

An

impermeable clique of key personnel, including the RSM and
the adjutant, grew up around the Commanding Officer and
those outside this circle trusted each other less and less.
The unit became fragmented as the sub-unit commanders
cut themselves off from the Commanding Officer as far as
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they could. In spite of all his efforts, military performance
standards fell.
Analysis.
The personal influence of the Commanding Officer was
increased at the expense of the social structures:
-

The other officers’ positions in the formal command
structure were undermined by Commanding Officer’s
public domination of them.

-

The informal structure developed impermeable fences
between the Commanding Officer’s clique and the other
key personnel. These outsiders also found themselves
building partial barriers around themselves because they
were no longer certain that they could trust their fellows.
Informal communications in the unit were therefore poor.

-

The loyalty/identity structure became ossified within the
unit, becoming sharply focused on subordinate levels as
sub-unit commanders cut themselves off from the
Commanding Officer as far as they could.

-

The functional structure became at least partially
diverted into avoiding trouble from the Commanding
Officer at the expense of carrying out the military job in
hand. There was general frustration, and some fear, in the
area of military function because it was so difficult to
satisfy the Commanding Officer.

Military standards fell as a result of the barriers arising within the system of social structures and because they were
unbalanced in favour of the functional structure. This imbalance took two forms: it was too often the operating structure
and its importance was over-emphasised at the expense of the
other three social structures.
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At first sight, this case and that of the ‘Difficult Company
Commander’ appear to be very similar (although they were in
completely different units). Both the company commander and the
Commanding Officer stressed function over the other culturally
important areas, and both witnessed a decline in functional effectiveness, to their fury. However, there are certain important differences between the cases which reflect the differences in position within the unit of a Commanding Officer and a sub-unit commander, and which illustrate some of the unique features of the
leadership required by a Commanding Officer. First, and most significantly, the situation was restored in Case One because the
informal communications were working well and the overall unit
balance of social structures (over which the company commander
had no control) was right for the battalion. In contrast, as we have
seen, in this case the Commanding Officer made the mistake of
insisting on a balance of structures that clashed with the attitudes
and expectations of this soldiers: it felt wrong to them, and they
reacted against it. Instead of being restored, the situation deteriorated, even when he took yet more energetic action. Secondly, his
policies caused a fragmentation of the informal communications
networks in his unit, and he appears to have lacked any significant penetration down into the sub-units to discover how their
members were feeling about the situation that he had created. In
this respect, the RSM appears not to have established the sort of
strong relationship of association with his sub-unit sergeant
majors as we saw in Case One because of the existence of the
impermeable fences around the sub-units. Similarly, the Adjutant
isolated himself from the unit’s officers. The Commanding Officer
did not therefore have two very important conduits for informal
contact.

Conclusion
We have reviewed the model, seen how it can be used to describe
and analyse aspects of organizational culture at unit level in the
British Army, and applied it specifically to provide outline
guidance for leadership at junior officer and Commanding Officer
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level. We have also analysed a case study of leadership at sub-unit
commander level. In all cases, the model has been shown to
provide a coherent explanation of events and useful and practical
guidance for successful leadership. Furthermore, both the explanation and the guidance are in harmony with the organizational
culture – the attitudes and expectations of British soldiers.
There are indications that this model of social structures,
including the typology of informal relationships, resonates with
the experience of soldiers from other armies, and the CF in
particular, though the precise ingredients of the ideas, rules, and
conventions of behaviour may not necessarily be exactly similar.
It is therefore recommended to those who study and manage
leadership in the CF as a useful axis for analysis and development
of leadership training. It offers a novel, intuitive, and effective
way forward.
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CHAPTER 12
Culture, Climate and Leadership
in the Canadian Forces:
Approaches to Measurement and Analysis

Karen D. Davis

Military forces, including the Canadian Forces (CF), measure
leadership in numerous ways and for a variety of reasons. Often,
the measures used are explicit, for example, measuring the
leadership performance of a candidate on training and evaluating
the leadership performance or potential of an individual for
selection or promotion purposes. Other measures, such as the
study and measurement of culture and climate, are less direct but
nonetheless provide valuable information about the relationships
between culture, climate and leadership.
This chapter begins with an overview of the CF leadership
doctrine that provides the conceptual framework within which
leadership, and related phenomena such as climate and culture
in the CF, have been viewed and will be guided in the future. A
summary of current and past approaches to the measurement and
understanding of culture, climate and leadership in the CF
follows. In closing, comments regarding some potential implications of the research approach in understanding the relationship
between leadership, climate and culture in the CF are provided.
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Canadian Forces Leadership Doctrine
Throughout the 1990s, the CF faced continuous public scrutiny as
a result of issues such as CF personnel actions in Somalia,1 the
quality of life of CF personnel and their families, and harassment,
assault and career discrimination against women.2 As a result of
such significant challenges, CF leadership came under intense
criticism and demands – sometimes legislated demand – for
change.

Senior leadership needed to react.

As a result, the

culture of the CF has changed in the past decade.

Military

sociologist, Franklin C. Pinch notes that the current CF has
become “more democratized, liberalized, civilianized, and individualized.”3 Indeed, new doctrine that simultaneously reinforces
the traditional military values of duty, loyalty, integrity and
courage, and that also re-conceptualizes various aspects of leadership and the nature of the profession of arms in Canada, has
recently been developed and disseminated throughout the CF.4
Today, leadership is defined in the CF as “directly or indirectly
influencing others, by means of formal authority or personal
attributes, to act in accordance with one’s intent or a shared purpose”.5 In addition, CF leadership doctrine makes a distinction
between leading people and leading the institution: “leading people involves developing individual, team, and unit capabilities to
exercise tasks and missions”, whereas “leading the institution is
about developing and maintaining the CF’s strategic and professional capabilities and creating the conditions for operational
success.”6 Importantly, CF doctrine explains that neither type of
leadership is about the conventional ideas of the heroic individual
leader and the isolated efforts of one leader, but “is about sharing
responsibilities of leadership, vertically and horizontally within
teams, units, formations, and the CF as a whole.”7 The second key
principle of CF leadership is that it is values-based, meaning
“leaders are to be guided in their decisions and actions by the
institutional values that define CF effectiveness.”8 The five core
institutional values are described as accomplishing the mission,
contributing to and acting as part of a co-ordinated and cohesive
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team, developing and looking after CF members, anticipating and
adapting to change, and exemplifying and upholding the ideals of
conduct inherent in the military ethos. 9 These values map directly onto the CF institutional effectiveness model that is driven
by mission success as the primary outcome, along with three
essential contributing outcomes: internal integration, member
well-being and commitment, and external adaptability. The
military ethos, which includes military values, Canadian civic
values, legal values, and ethical values,10 provides the glue that
binds and integrates these four outcomes.
In conjunction with recent transformations to the CF’s understanding of leadership, new CF doctrine defines culture as:
A shared and relatively stable pattern of behaviours,
values, and assumptions that a group has learned over
time as an effective means of maintaining internal social
stability and adapting to its environment, and that are
transmitted to new members as the correct way to
perceive, think, and act in relation to these issues. 11
This conception of culture is heavily influenced by the works of
Edgar H. Schein, who places outcome related to culture firmly in
the domain of leadership:
Culture and leadership are two sides of the same coin in
that leaders first create cultures when they create groups
and organizations. Once cultures exist, they determine
the criteria for leadership and thus determine who will or
will not be a leader. But if cultures become dysfunctional, it is the unique function of leadership to perceive the
functional and dysfunctional elements of the existing
culture and to manage cultural evolution and change
in such a way that the group can survive in a changing
environment.12
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These new concepts of leadership and culture represent a
fundamental values shift in the CF that impacts, theoretically
at least, individual beliefs, attitudes and behaviours. Not surprisingly, CF doctrine holds senior leaders, as leaders of the
institution, fully responsible for shaping CF culture within the
values-based model of institutional effectiveness. Organizational
climate is not defined or explicitly addressed in CF doctrine;
however, a comparison of the major leadership tasks for leading
people and leading the institution, does imply that the establishment of effective climate within a unit or organization is a
leading people function.13
Doctrine provides the guidance for leadership and leadership
responsibility in the CF. Practical ‘how to’ documents reflecting
doctrine have also been developed to guide leaders. 14 However,
doctrine and ‘how to’ guidance cannot provide leaders with feedback concerning the extent to which they are developing the conditions that will contribute to mission success. Military ethos,
internal integration, member well-being and commitment, and
external adaptability are conditions that are significantly
influenced by the climate of CF units and the culture of the CF.
It is important that CF leadership have an understanding of how
culture is shaped and the extent to which dysfunctional long held
beliefs and assumptions have been challenged. When change is
forced by circumstances as dramatic as those that impacted the
CF in the 1990s, it is difficult to determine which aspects of
change will endure, and alternatively, the extent to which some
aspects of change may be a short term adjustment to unusual
circumstances, and thus at risk of reversion to previous beliefs,
attitudes and behaviours.

For example, public scrutiny and

internally and externally mandated changes in the 1990s resulted
in several changes in the way that the CF addressed various
issues: senior leadership expressed increased commitment
to human rights and diversity; leader development strategies
were developed to enhance the professionalism of the officer
and non-commissioned officer corps; and policies were developed
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to strengthen the social contract between CF members and the
organization.
The extent to which such changes in strategy and policy become
fully embraced across the CF, and thus embedded as enduring
aspects of institutional culture, is difficult to quantify. However,
it is important to understand the relationship between climate
and culture, as well as the relationship between climate, culture,
and CF doctrinal leadership values. For example, at what point
is a behaviour or attitude understood to be a measure of climate,
and how is it determined that those same indicators represent
embedded and enduring behaviours, values and assumptions that
have been learned over time? Considerable research has been
conducted on climate and culture in the CF; however, for the most
part such projects and approaches are focused uniquely on culture
or climate. The discussion below provides an overview of culture
and climate research in the CF, while underscoring the need to
increase awareness and understanding of the relationships
between culture, climate, and measures of leadership.

Organizational Culture
Academic studies of the culture of organizations first appeared in
the 1950s with book length ethnographies such as E. Jacques 1951
book, The Changing Culture of a Factory.15 Cultural perspectives
in organizational studies, employing both qualitative and quantitative measures, started taking shape in the early 1980s. 16
Based upon the symbolic interaction and social construction
perspectives, the organizational culture literature generally
reflects the assumption that “the individual cannot be systematically separated from the environment and that the members of
social systems are best regarded as being agents and subjects
simultaneously.”17

Culture, as a key concept in understanding

change in military organizations, started to gain momentum in the
late 1990s, and continues to grow rapidly.18
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Defence studies of aspects of military culture in Canada reach
back to at least 1967 with a review of the relationship between
sub-culture (English and French) influences and attitudes toward
military service.19 However, it was the findings of the 1979 ‘Cotton
Report’, based upon survey data analysis, which caught the
attention of military leaders and served as a place marker for
army culture in the CF. The research presented in the Cotton
Report was informed by significant changes occurring in the
military at the time; specifically, the increasing number of noncombatant occupations, general trends toward growing bureaucratic complexity, increasing similarity between military and
civilian skill structures, and the increasingly minority position
of combat soldiers.

Following the work of American military

sociologist, Charles Moskos, Cotton’s research contrasted the
‘occupational’ model of the military organization with the
traditional concept of the military as a unique institution with its
own values, symbols and practices – the ‘vocational’ model.
Survey data was collected from over 1,600 CF members in both
support and combat trades, to measure numerous dimensions of
values and attitudes toward military service, including military
role obligation (using a military ethos scale); trade satisfaction
and self-image; support for the regimental system; willingness to
enter combat; commitment to the CF; leadership instability 20; and
identification with the army environment.21
Cotton’s research was intended as “a beginning baseline study of
the character of the Army in Canada,” 22 and his findings claimed
to “provide support for the image of an army characterized by
cleavages in basic values and assumptions about structure and
process in military life.”23 In comparing attitudes toward military
service across combat and support roles, and junior and senior
non-commissioned soldiers and officers, Cotton’s study revealed a
significant gap between combat arms officers and junior combat
arms soldiers; that is, a very small percentage of junior personnel
in the combat arms supported the vocational ethos that was
supported by their officers, and which their officers expected
them to support. In addition, junior combat arms soldiers
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expressed dissatisfaction with the excessive turnover of leaders –
over 65 percent reported that they had changed direct leaders four
or more times in the past two years.24 Although this research was
not explicitly identified as a study of organizational culture, in
the sense that it was a study of attitudes claiming to reveal basic
values and assumptions, it did measure values and attitudes – two
key components of organizational culture.
In 2004, the CF published an annotated bibliography of papers,
presentations, and publications related to culture in the CF.25 This
bibliography includes over 170 references, dating from 1967 to
2004, close to 120 of which were written, published or presented
in 1997 to 2004. A substantial proportion of the references are
papers developed to satisfy the course requirements of senior
officers attending the CF Advanced Military Studies, National
Security Studies, and Command and Staff courses and papers
presented at Canadian and International military and defence
related conferences.26 Well over 100 of these references focus
directly on ethics, ethos, the military as a profession/military
officers as professionals, civil-military relations, leadership/
management, and/or culture change in the CF. A recent update to
the culture bibliography, expanded it to include the international
literature and, more specifically, focused on those sources
discussing military culture, military organizational culture,
organizational culture, or culture change. Just 16 sources, that
directly address Canadian military culture, were identified.27
Donna Winslow’s 1997 publication, The Canadian Airborne
Regiment in Somalia: A Socio-cultural Inquiry, represents
perhaps the most comprehensive study of the culture of a single
CF unit ever conducted. From a social anthropological perspective, and based upon theories of identity formation, culture in this
context is understood as the collective values found within
a group or a society that continue to exist even after changes
within the group dynamic occur. This cultural inquiry is informed
by over 50 in-depth interviews with airborne soldiers, several
focus groups with soldiers and some family members, visual
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records (e.g. photos, videotapes), personal records (e.g. letters
written home by soldiers, first hand accounts written by Somali
journalists), official documents (e.g. court martial proceedings),
testimonies from the Commission of Inquiry into the Deployment
of Canadian Forces to Somalia, and a review of studies on the
deployment of United States (US) military troops to Somalia.
The goal of Winslow’s research was to explain how the culture
of the regiment was formed and to what extent that culture
affected the behaviour of Canadian soldiers in Somalia. 28

She

concludes that several factors contributed to the events in
Somalia, including tension between the combat and modern
bureaucratic paradigms in the CF, unit identity and socialization
processes, frequent rotation of officers contributing to a noncommissioned soldier sub-culture and authority system, and
situational challenges in Somalia. 29 Winslow’s research was
exclusively qualitative and guided by the reasoning of inductive
analysis and an exploratory research process to examine the
various levels of culture,30 including the visible organizational
structures and processes, the espoused values, and the basic
underlying ‘taken-for-granted’ assumptions that guide human
behaviour.
Understanding Military Culture: A Canadian Perspective,
conducted by Canadian military historian, Allan English, is noteworthy as an isolated example of a cultural analysis of the CF as
an institution.

English asserts that previous concepts of

military culture are based predominantly on the US military
experience and the related literature is largely rhetorical and
focused on the traditional ‘warrior’ in military culture. He uses
secondary sources to develop an analysis of Canadian military
culture within the context of Canadian society, including an
examination of the roots of Canadian military culture, the
contributions of the air, land and sea subcultures, ethos, and
professionalism.

Observing that military culture is shaped by

influences other than leadership, including civil-military relations, an argument is developed to support a multi-disciplinary
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organizational behaviour approach to the study of Canadian military culture. In conclusion, English warns against reliance on a
single approach to understanding military culture, specifically
the framework established by Edgar Schein that many U.S. military studies have relied upon, as he believes it will limit understanding of Canadian military culture.31
The most recent CF culture research, initiated by the annotated
bibliographies discussed above, is currently underway.

Initial

project reports have defined culture within the social psychological paradigm offered by Edgar Schein. Indeed, despite English’s
caution, the work of Edgar Schein has been effectively applied to
military organizations, including the CF. In addition, this project
acknowledges the complexity of culture, noting that the culture of
an organization is more than the logo, the mission, or the chain of
command. It also includes symbols and symbolism, relationships,
behaviours, and values, some of which operate at both conscious
and unconscious levels. Culture, the research warns, should not
be confused with ‘climate’, which refers to “members perceptions
of organizational features such as decision-making, leadership,
and norms about work.” 32 Nor should culture be portrayed
as synonymous with organizational structure as neither concept
captures its full meaning.33
The current CF research project design proposes an environment
scan of culture in the CF, international comparisons, an historical
study of organizational culture/and CF culture change, and a
coordinated and consultative review of CF joint culture,
army, navy and air force sub-cultures, reserve sub-culture, and
corporate/institutional culture.34 Early data collection includes
in-depth

interviews

with

executive

level

leaders

in

the

Department of National Defence (DND) and the CF, under
the auspices of a ‘senior decision-makers project’ as well as a
preliminary review of work that contributes to the current understanding of CF culture.35 The overall goal of this project is to
inform current understanding of culture in the CF, determine
what aspects of CF culture need to change and how to satisfy the
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requirements of the future in a way that is coherent with ongoing
CF transformation, and to determine an appropriate model for
culture change. In essence, the project seeks to answer three basic,
but incredibly complex, questions – where are we now, where do
we need to go, and how do we get there?
The culture research reviewed here does not include the substantial body of data and literature that the DND/CF has accumulated under a range of labels, each potentially comprising an element
of culture (and culture change), since approximately 1980.
This internal research spans numerous themes including the
integration of women, incidence of harassment, ethical decisionmaking, quality of life, conditions of service, sexual orientation,
gender integration, diversity, employment equity, mechanisms of
voice, attrition, and retention. Studies such as these frequently
make reference to the need for cultural change or the responsibility of leadership to take positive action, influence attitudes and
behaviour, etc.

Research explicitly focused on the culture of

the CF, and linked to leadership influence, particularly that
conducted within DND/CF, is sparse relative to the focus that has
been placed on ‘organizational climate’ research in the past
20 years.

The research on organizational climate, discussed

below, while substantively linked to leadership, is to date limited,
for the most part, to the army/land environment of the CF.

Organizational Climate
The research on organizations from a ‘climate’ perspective is
rooted in studies of experimentally created social climates, first
published by Kurt Lewin and others in 1939.36 For the following
several decades, climate research was characterized by quantitative survey measurements of various dimensions of organizational environments based on the perceptions of members of the
organization. Within the Lewin tradition, “The ‘agents’ of an
organizational system, such as management [and leadership], are
often assumed but seldom studied directly. They create the climate that others work in. The ‘subjects’ of that system, most often
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the employees, workers, or subordinates, are the primary objects
of study.”37

Importantly, climate research, in its beginnings, was

not concerned with the process by which social environments are
constructed, including the role and contribution of individual
members in its construction. Instead, the predominant focus was
on defining organizational conditions and individual reactions to
those conditions or dimensions. For example, a 1968 study
defined climate in terms of nine dimensions: structure, responsibility, reward, risk, warmth, support, standards, conflict, and
identity.38 Concurrent with the rebound of research on organizational culture in the 1980s, climate research evolved to include
both objective measures of organizational dimensions and subjective reporting of individual perceptions. In addition, climate
researchers became more concerned with the question of where
organizational climate comes from.
The CF research on unit climate parallels the development of
academic work on organizational climate. It builds upon the very
early work of Lewin in the 1930s, which focuses on human
behaviour as a function of the interplay of personality and the
environment, and it also includes later developments in the field
which concentrate on the environment. 39 The result is a focus that
integrates organizational and psychological approaches to climate
research.40
Unit climate research in the CF originated in 1988 with a
proposal for studying the human dimensions of combat readiness,
including aptitude, combat proficiency (professional knowledge,
professional skill, physical skills), understanding of task
(knowledge of mission, evaluation of the enemy), the motivational
environment (personal morale, professional morale, ideology,
small group morale, cohesion, stability), motivation, and leadership.41 Conducted within the context of army operational units,
the focus of such research is on determining the relationship
between human factors, (through the measured response of
soldiers in their units), leadership, and unit operational
effectiveness.
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The 1988 proposal on human dimensions of readiness provided the
foundation for the development of the Human Dimension Combat
Readiness Index - Experimental (HDCRI-X), which was initially
administered to 251 non-commissioned infantry soldiers in 1989.
Analysis of the data provided validation of measures of
morale/cohesion, leadership skills, ideology, professional morale,
and confidence in leadership at Section Commander, Platoon
Warrant, Platoon Commander, and Company Commander levels.
As a result, the conceptual model of combat readiness first
proposed in 1988 was supported.

This early work established

measures of confidence in CF leadership as integral to the overall
measure of combat readiness. In addition, the military values and
socialization measures of the ideology component further
supported the work done by Cotton in 1979, thus indicating the
existence of a distinct military ethos. 42
Since 1989, the foundation work on the HDCRI-X has been
further developed, evolving into the current Human Dimensions
of Operations (HDO) project which consolidates the unit climate
profile to include measures of stress and coping.43 In 1995,
for example, focus groups were conducted with two Canadian
Battle Groups to identify categories of stress experienced by CF
personnel on operations to inform the development of a stress
in military operations questionnaire. This work identified
‘leadership and political support’ as one of 12 categories of
stressors which included: organizational stressors; personal
control, well-being and adaptation; family separation; unit
operations; cultural issues; logistical support and personnel
resources; threats to personal safety; work scheduling; training
and preparation; work relationships; and threats to safety and
well-being of others. In the context of this work, ‘leadership and
political support’ include things such as the slow passage of
information through the chain of command, lack of clear direction
to carry out a mission, and lack of trust or confidence in
superiors.

‘Cultural issues’ referred to concerns expressed by

soldiers in focus groups about day-to-day interactions with
local civilians and military personnel, such as feeling unwelcome
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or unappreciated by those they were trying to help and trying
to understand local culture and customs.44
The HDO has been administered in various forms since 1996 to
deployed army units in Bosnia, Kosovo, Haiti, Eritrea, and
Afghanistan.

Various versions of the survey have been used to

include different subscales, addition and deletion of items, and to
accommodate changes in terminology. In addition, the HDO has
been administered in conjunction with the Military Equal
Opportunity Climate Survey, the Multicultural Attitudes Survey,
and the Gender Integration Survey.45 Typically, the subscales of the
HDO itself include the unit climate profile (including morale,
cohesion and confidence in leadership), stress in military service,
signs of stress, coping and a background questionnaire.46 Generally,
army leadership has been receptive to the HDO survey recognizing
the value of gaining information related to the readiness and
related effectiveness of soldiers in operational environments.
Overall, analysis of unit climate data in the CF has facilitated
greater understanding of the relationships between morale, task
cohesion, social cohesion, confidence in leadership, experience of
stress, and effective coping strategies. 47 Historically, military
leaders have placed significant emphasis on high morale and unit
cohesion as essential elements of mission success; however,
research in several nations suggests that leader perceptions of
soldier morale, unit cohesion, and confidence in leadership are
frequently inaccurate – in fact, the greater confidence leaders
expressed in these regards, the greater the discrepancy between
perception and reality.48 Analysis of HDO data confirms that
Canada is not an exception to this general observation.49 Recent
CF data also suggests that strain tends to be higher among junior
officers, widowed and older members; morale, cohesion and
confidence in leadership is highest among younger soldiers;
however, women express significantly less confidence in leadership than do men.50 The availability of such information allows
leaders to address such issues and thus enhance their capacity as
a leader and the effectiveness of the unit.
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The HDO is an effective tool for leaders; however, its application
is specific to combat arms and combat service support personnel
serving in an operational theatre.

As a result, the CF has

developed the Unit Morale Profile (UMP) to examine the human
dimensions of military effectiveness across the broader military
environment. The UMP, so named in recognition that morale is a
composite of many psychological factors, measures 14 dimensions
of unit climate: role stress; work motivation; job satisfaction;
psychological distress; quality of life; leadership style; confidence
in leadership; cohesion; communication; climate51; preparedness
for deployment; perceived organizational support and organizational commitment; job performance; and retention/attrition
intentions.52 Research has also been conducted to adapt the UMP
for application within a civilian-military integrated Maritime
environment,53 and the air force environment.54
The recognized value of this climate research, most recently
represented under the auspices of the HDO, has increased since its
initial application in 1996. Although the administration of the
HDO has been mandated, CF leadership is becoming increasingly
motivated to put the information to practical use. In addition,
the demand for the UMP in garrison settings is increasing. The
demand is such that the CF ‘Personnel Selection’ branch,
comprised of military officers who practice various aspects of
organizational psychology in the CF, has initiated training in the
theory, statistical analysis, and practical application of the HDO.55
The HDO is under continuous revision to ensure that it remains
relevant, including a recent review to incorporate elements of the
new CF leadership doctrine, such as ‘leading people’, and ‘leading
the institution’.

The HDO seeks to improve organizational

effectiveness by enhancing leadership understanding of numerous
dimensions of organizational climate. While early climate
research in the CF focused almost exclusively on operational
readiness, the HDO has developed to incorporate a broader range
of factors influenced by the changing social, political and
security environment. In addition, the measurement of climate is
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understood to provide conceptual links between organizational
analyses and analyses of the individual, the interaction between
the individual and their environment, and an understanding of
how those interactions influence behaviour and motivation.
Finally, the measurement of organizational climate in the CF
assumes numerous guidelines, including the identification of
enduring aspects of the organization and limited ability to
compare across organizations due to ‘intrinsic’ factors such as
ethos and traditions.56 Clearly, the measurement of climate in the
CF has evolved from the original Lewin tradition to include
aspects of organizational culture. The discussion below provides
an overview of the similarities, differences and evolving trends in
the measurement of organizational climate and culture.

Culture and Climate
Overall, the work on culture and climate that developed throughout the 1980s and 1990s became virtually indistinguishable.57 Not
surprising, culture is often confused with climate.58 In investigating this confusion, Daniel Denison summarizes the relationship
between culture and climate as follows:
On the surface, the distinction between organizational
climate and organizational culture may appear to be
quite clear: Climate refers to a situation and its link
to thoughts, feelings, and behaviors of organizational
members. Thus, it is temporal, subjective, and often
subject to direct manipulation by people with power and
influence. Culture, in contrast, refers to an evolved
context (within which a situation may be embedded).
Thus it is rooted in history, collectively held, and
sufficiently complex to resist many attempts at direct
manipulation. The two perspectives have generated
distinct theories, methods, and epistemologies as well as
a distinct set of findings, failings, and future agendas.59
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A recent study of climate, culture and socio-cultural attitudes and
values in the Canadian army60 defines culture within the social
psychological paradigm offered by Edgar Schein, and is thus
parallel to CF doctrine in its definition – characterized by
symbols, rituals, values and beliefs shared by members of an
organization. Importantly, this research also notes that culture
“determines how and why certain things are done in the organization.”61 Organizational climate, along with its relationship to
culture is defined within this context as:
…how people feel about their organization. Satisfaction
with leaders, pay, working conditions, and co-workers
are all aspects of climate. Oftentimes, climate is
influenced by the underlying values and beliefs that
comprise culture. Similarly, changes to climate can result
in changes to the culture over time. 62
Climate is defined in relation to culture, just as the analysis
presented in the 2005 army report integrates the findings of the
climate and culture surveys.

The climate survey component

of this study builds upon previous measures used in the CF,
including the 1979 Cotton research and CF climate research previously discussed, to measure a range of dimensions: individual
attitudes and opinions in reference to the role of the army;
mission accomplishment and troop safety; workload; ethics;
institutional/occupational role orientation; careerism; professionalism; willingness to enter combat; discipline; confidence in skills
and ability; leadership culture; perceptions of immediate leadership; right of association; learning organizational culture;
acceptance of gender integration; acceptance of diversity;
attitudes toward language requirements; communication; and
locus of commitment.
The socio-cultural survey component of the army study measures
individual attitudes and values on 67 trends determined to be
of interest to the army, including personal achievement and development, importance of the individual, adherence to institutional
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leadership, attraction to intensity, sense of duty and need for
accomplishment, social conscience, and conservatism. While this
research clearly comprises components of measuring culture
and measuring climate, the report of the integrated findings is
identified as “an important first step in defining and describing
the organizational military culture that exists in Canada’s army
today.” The report further summarizes military culture as “how
we do things around here.”63 Finally, this research includes
measures of army attitudes and opinions that are used to compare
‘how it is’ with ‘how it should be’ in relation to the espoused ethos
in CF leadership doctrine, Duty With Honour: The Profession of
Arms in Canada.
The Canadian army research described above provides an
example of an integrated culture and climate approach to understanding the culture of an organization. This seems to mirror the
findings of Daniel Denison in his quest to clarify the distinctions
between culture and climate research. When Denison compared
individual studies within the distinct bodies of culture and
climate literature, he found that
… the underlying similarity of the two research topics
has led a number of culture researchers to apply the
quantitative, comparative and Lewinian approaches
associated with climate research, whereas several climate
researchers have studied the evolution of social contexts
from a social constructionist point of view that makes it
difficult to distinguish from culture research.64
While, as noted earlier, culture and climate are clearly understood
to be unique phenomena, the differences are often muted in the
actual conduct of research.
With the exception of the recent army culture/climate study,
‘culture’ and ‘climate’ research in the CF domain have generally
remained in separate methodological corners. Culture research,
including the current CF culture project, has largely focused on
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qualitative approaches, while climate research, such as the HDO,
has relied upon survey methodology and psychometric analysis of
data. One exception is, of course, the 1979 survey measurement of
attitudes and values in the army.65 However, this research, as well
as components of the climate research and the integrated army
culture/climate research, purport to measure attitudes, values,
and assumptions regarding military ethos and military service.
The potential implications of culture and climate research on the
leadership of the CF are discussed below.

Discussion
Research on culture and climate in the CF is in its infancy. While
the debates have raged in the academic literature around the
relative merits of qualitative and quantitative approaches to
climate and culture, very little work has been done to integrate
the theoretical approaches and assumptions to determine how
culture and climate research can contribute to a greater
understanding of the CF as an institution, as well as the relationships among the sub-components of the organization. When all is
said and done, it is likely that the methodological approach
chosen will have less impact on outcome than will a careful
consideration of the implications of the different theoretical
foundations.
Daniel Denison identifies three key areas in this regard: the
capacity of climate and culture perspectives to explain the
evolution of social processes over time; the potential to compare
across different contexts and settings in the organization, and the
relationship of each perspective to the ideology of managerialism,
which is most relevant to leadership in the military context.
Culture research typically assumes that the concept of social
construction is valuable for understanding social evolution on a
case-by-case basis and understands that value systems are
impacted by various stakeholders, power groups and subcultures.
However, cultural approaches are not well suited to making
comparisons across different settings. Climate research, with its
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roots in Lewinian field theory, is useful for understanding the
impact of social context, making comparisons across different
contexts (albeit at a relatively superficial level), and accepts that
there is a distinction between the creators (managers/leaders)
of social context and the non-managerial employees that are
affected by the context.66 Within the current context of the CF, it
is important to understand social processes/social evolution to
inform cultural change and transformation. It is equally important to understand similarities and differences across units
and sub-cultures to inform integrated and lasting change across
the CF. There is considerable potential for leveraging the outcome
of both climate and culture research in the CF to increase
overall understanding of the organization in regard to both
social processes and distinctions across various settings and
sub-cultures.
Perhaps the most important assumptions identified above are
those that inform the relationships between leadership and
the culture or climate. Without question, climate research, in
particular, has served to inform and measure leadership in the CF.
Clearly, the assumed role of leaders in evolving and sustaining
climate and culture has significant implication for the CF.
CF doctrine posits leadership as a shared responsibility which
exists “… vertically and horizontally within teams, units,
formations, and the CF as a whole.”67

This key feature of CF

leadership implies interactive relationships between CF leaders
and the individuals who become socialized as members of the
CF. How we define and characterize leadership and the
relationship between leaders and followers at different levels of
the organization has obvious implications for how we develop
leaders in the CF.
After his review of the literature, Daniel Denison concludes that
the climate and culture research traditions “should be viewed as
differences in interpretation rather than differences in the
phenomenon.” He argues that there is thus strong rationale for
the integration of the two approaches.68 One way in which we may
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be able to build upon Denison’s suggestion is to view climate and
culture as two elements of a common construct or phenomenon.
Within the CF, culture has been most frequently understood as the
more enduring and stable aspects of an organization, while
climate is often understood as more volatile.

Furthermore,

culture research is often designed around qualitative and
exploratory methods, while climate measures are based exclusively on psychometric analysis of survey data. From this perspective,
climate is truly more like the weather and subject to daily and
weekly variations. However, climate measures monitored across
different contexts and over time have the potential to inform
our understanding and awareness of integrated and enduring
characteristics of CF culture. Culture research, on the other hand,
has the potential to identify processes and phenomena for
inclusion in ‘climate’ questionnaires that can be measured over
time, across units, and contribute to leadership development.
Leaders can have a tremendous impact on the climate of the
workplace, and need to be aware that even subtle changes to
working conditions can greatly influence climate aspects like
morale, cohesion, satisfaction, and commitment.

Naturally,

leaders can also influence culture by the policies they implement,
the social norms they endorse, and the personal characteristics
they display, but change will be a slow growth phenomenon and
susceptible to alterations as group leaders are replaced by the
system. However, it is also important to understand other
influences on climate and culture. For example, what are the limits on leader control and influence and how can they best negotiate those influences? Finally, within the context of transformation
and the emphasis on joint CF approaches to operations, it is
increasingly important to develop integrated and complementary
research strategies to enhance understanding of unique CF
sub-cultures, to make relevant comparisons across sub-cultures
and to increase understanding of how various aspects of culture
become embedded within various sub-cultures, as well as across
the institution.
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There is clearly room to continue pursuing culture and climate
research from unique and integrated perspectives, while applying
various methodological approaches to seek greater understanding
of the relationships between CF climate, culture, leadership and
the five components of institutional effectiveness – ethos, mission
success, internal integration, external adaptability and member
well-being and commitment. There is still an overwhelming
amount that we do not understand. However, regardless of
approach, the implications for leadership, leader development
and the assumed relationship between leadership and the
phenomenon under investigation should be carefully considered.
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CHAPTER 13
Attitudes and Behaviour :
A Primer for Military Leaders

Allister MacIntyre

. . . social attitudes among Canadians have become more
liberal and individually focused, largely as a result
of social legislation, continuing upward trends in
educational attainment, and improved access to information.

One parallel development is that trust in public

institutions and deference to authority are down, while
independent judgment and awareness of individual and
minority rights are up.

Taken together, these changes

mean that, to be effective in building individual
commitment and teamwork, leaders will have to
demonstrate strong interpersonal skills, a willingness to
be open and candid with their subordinates, and
behaviour that is both mindful of differences in maturity
and conscientious in addressing individual and group
concerns.1
The above quote, extracted from Leadership in the Canadian
Forces: Conceptual Foundations, is presented as an illustration of
the importance of attitudes for military leaders at all levels in the
Canadian Forces (CF). Our attitudes are nothing more than the
subjective experience of our likes and dislikes, our passions
and disgust, our obsessions and loathing, our attractions and
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aversions. As a society we love to talk about attitudes. It is not
uncommon to hear someone say that Bob has a good attitude, Bill
has a bad attitude, and George needs an attitude adjustment. The
irony in statements such as these is that there is an implicit
suggestion that a person’s “attitude” is a singular construct. The
reality is that we all possess an unlimited number of attitudes
about virtually every person, place, and thing we encounter
during our lives. But how can we possibly know so much about
Bill’s attitudes and Bob’s attitudes? After all, as an internal state,
an attitude is not readily observable. Nevertheless, attitudes can
be inferred if we pay specific attention to how people react on an
emotional level both in terms of what they say and how they
behave. Of particular importance for effective leaders is the need
to recognize that attitudes will play a significant role in how
followers will react, feel, and behave in the presence of an
attitude object.2
The fact that our behaviour towards others is determined in part by
the impressions and expectations we hold about them has been well
documented.3 The manner in which these attitudes and stereotypes
(the cognitive components of attitudes)4 are formed has also
received considerable attention. An understanding of the role these
factors play in guiding, and influencing, human behaviour is a
crucial element in the study of social psychology. Leaders must
also be aware that their own behaviours, as well as the behaviours
of their followers, will be influenced by these factors. Furthermore,
it is worth noting that although these components are important,
they are not the sole determinants of behaviour.
As indicated earlier, attitude is an internal state, which
predisposes one to respond to an object, setting, or person in a
favourable or unfavourable manner. 5 As such, attitudes are
viewed as being either positive or negative, and estimates of the
intensity (from extremely positive to extremely negative) of
attitudes are often formulated. Although we cannot physically
view an attitude, it has been argued that our attitudes are
exhibited in our beliefs, feelings or expressions of our intended
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behaviour. This perception fits in well with the tripartite model
of attitudes, which holds the view that attitudes are comprised of
three relatively enduring components: a cognitive component, an
affective component, and a behavioural component. The cognitive
component represents the particular information and beliefs one
has regarding the attitude object (the schema or stereotype), the
affective component refers to the emotions aroused by the attitude
object, and the behavioural component provides an indication of
what actions might be associated with the attitude in question.

Functions of Attitudes
Understanding the structure of an attitude is just a first step
toward understanding behaviours associated with attitudes. But
this does beg the question; do attitudes serve any sort of practical
function? In fact, the attitudes that we hold are more than just a
collection of beliefs, feelings, and behavioural intentions; they
serve several useful purposes.

For example, they enhance our

ability to make sense of the world, allow us to express our values,
ensure that we maintain effective relationships with those who
share similar attitudes, and help to guide our behaviour. These
purposes can be classified as functions.

It has long been

recognized that attitudes are not functionally alike, and they have
been extensively studied in the context of the functions they
serve.6 The five major functions performed by attitudes are:
first, a knowledge function (indicating an individual's need to
categorize the world in a meaningful and consistent fashion);
second, an instrumental function (reflecting an attempt to
maximize rewards and minimize punishments, as expressed in
behaviouristic learning theory approaches); third, an egodefensive function (for coping with anxieties generated by
intrapsychic conflict, or providing protection against acknowledging basic truths about oneself); fourth, a value-expressive
function (indicating an expression of values which are important
to one's self-concept, or attitudes which are appropriate to one's
personal values); and fifth, a social adjustment function (used to
mediate one's interpersonal relations).
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Daniel Katz, a well-known attitude theorist and researcher, was
one of the first psychologists to propose a functional approach to
attitudes.

As stated by Katz, “the functional approach is the

attempt to understand the reasons people hold the attitudes they
do.

The reasons, however, are at the level of psychological

motivations and not of the accidents of external events and
circumstances.” 7 Other theorists have expanded upon this
conceptualization by arguing that, because attitudes are not
functionally alike, the ability to change an attitude largely
depends upon the function that the attitude serves.8 This is one of
the most critical concepts that leaders must understand about
attitudes. Effective leaders will place an emphasis on both understanding the attitudes held by followers, and using influence and
persuasive techniques to shift attitudes to ensure that they are
aligned with group and organizational ideals.

A sound under-

standing of the function, or functions, served by an attitude9 will
guide the leader to employ the most effective technique to
influence, or change, attitudes.
For example, altering the rewards and punishments associated
with the attitude can change instrumental attitudes relatively
easily.

By way of illustration, consider the issue of second

language training. Many serving members of the Canadian Forces
(CF) express positive attitudes toward second language training
and actively seek opportunities to enhance their second language
abilities. After all, bilingualism is an important consideration for
promotions, and selection for particular postings and positions. If
the CF were to amend current policies, and discontinue placing an
importance on bilingualism, one would expect that those whose
attitudes were purely instrumental would experience a shift
in how they perceive, and publicly endorse, second language
training.

However, for those whose attitudes are intrinsically

based (without the need for external rewards), a shift would not
be expected.

Similarly, correcting misinformation about the

attitude object can adjust knowledge attitudes relatively easily.
However, leaders must understand that ego-defensive and valueexpressive attitudes are the most difficult types of attitudes to
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change. These types of attitudes are highly resistant to change
because they require a restructuring of one's self-conception and
a change in one's basic values and/or beliefs respectively.
Nevertheless, CF Leaders can have a dramatic impact on valuebased attitudes by embodying the military ethos and ideology as
espoused in the doctrinal manual Duty With Honour: The
Profession of Arms in Canada10

and by reinforcing the core

values of duty, courage, loyalty, and integrity in all that they do.
It is equally important for leaders to appreciate that when
attitudes are based upon ego-defensive needs, then a threatened
individual will either avoid an unpleasant situation, or exhibit
hostility. An ego-defensive attitude functions as a defense mechanism (such as denial, projection, or repression) to protect one’s
self-concept from either internal or external threats. For example, it has been suggested that prejudice may stem, for some
people, from a sub-conscious projection of feelings of inferiority
on other people. Daniel Katz states that the “usual procedures for
changing attitudes and behavior have little positive effect upon
attitudes geared into our ego defenses. In fact they may have a
boomerang effect of making the individual cling more tenaciously to his emotionally held beliefs. . . . punishment is threatening to
the ego-defensive person and the increase of threat is the
very condition which will feed ego-defensive behavior.” 11

The

implication here is that a traditionally transactional style of
leadership, with its basis in rewards and punishments, will not be
an effective approach for altering ego-defensive attitudes. Daniel
Katz does offer three factors that may be instrumental in
changing ego-defensive attitudes. First, a necessary condition is
the removal of threat; second, an opportunity for catharsis or the
ventilation of feelings is required; and third, the individual must
acquire insight into his own mechanisms of defence. Although
Katz offered this advice to therapists, and it was not couched in
leadership terms, the discerning reader will be able to appreciate
that someone with a transformational leadership style would most
effectively use the approach.
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While ego-defensive attitudes serve to prevent people from
revealing their true nature to either themselves or others, valueexpressive attitudes serve the function of providing positive
expression to one's central values and to the type of person one
conceives oneself to be.

Katz offered two conditions as being

relevant to changing value-expressive attitudes: first, some degree
of dissatisfaction with one's self-concept or its associated values
can lead to fundamental changes; and second, dissatisfaction with
old attitudes as being inappropriate to one's values can also give
rise to attitude change.12

These conditions sound similar, but

there are conceptual differences.

In the first case, the change

originates in a shift in one's value system; in the second condition,
a change does not occur in the value system, rather the attitudes
held are assessed as being inconsistent with the existing
value system.
Katz illustrated one method of actively transforming value
systems by describing the brainwashing techniques of Chinese
Communists in Korea.13 A crack in an individual's belief system
must be found, and then it is exploited by using appropriately
directed influences.

Although one might question the reality

of brainwashing effects, there is no questioning the fact that
hundreds of allied soldiers cooperated with their captors and
twenty-one American prisoners of war chose to remain even
though they were given permission to return home.14
Value self-confrontation has also been employed to effect changes
in behaviour. The conceptual basis for this approach rests in the
theory that a person's value system is organized in a hierarchy
from most important as a guiding principle (e.g., cognitions about
one's competence and morality), to least important (e.g., values
associated with beauty and giving to charities).

The self-

confrontation technique involves confronting individuals with
objective feedback concerning inconsistencies between their own
values and those held by a significant, positive, reference group.
Results using this procedure have been mixed, with selfconfrontation demonstrating some success as an aid to weight
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loss,15 but ineffectiveness as a tool to change the values and
behaviours of infantry officers.16 Furthermore, S.H. Schwartz and
N. Inbar-Sabin point out that, of the 16 published applications of
which they were aware, only half have resulted in significant
behaviour changes; of these, only two studies addressed (inconclusively) whether the changes in behaviour were in fact associated with corresponding changes in value priorities. In fact, people
are more likely to find that their attitudes are inappropriate
(inconsistent with current values) than they are to change their
value systems.17

Attitude Formation
If leaders expect to be successful in their endeavours to change
attitudes, they must ensure that they have a sufficient grasp of
how attitudes form in the first place.

Many researchers have

focused on attitude formation as a developmental process resulting from either direct behavioural experience with the attitude
object or, alternatively, without the benefit of such direct behavioural experience.18

Empirical findings suggest: that attitudes

produced through direct behavioural experience are more clearly,
confidently, and stably maintained than attitudes resulting from
more indirect means; but greater attitude-behaviour consistency
is demonstrated by subjects with direct prior experience with the
attitude object; and that attitudes formed without personal
experience with an attitude object appear to be fundamentally
different from those formed as a result of direct experience.
Russell Fazio and Mark Zanna offer two possible ways of explaining research results indicating that attitudes formed through
direct behavioural experience are held more confidently than
attitudes formed through indirect experience. 19 They suggest
that more information might be available for those with direct
experience or that an information processing difference may exist
between direct and indirect experience. They investigated these
alternate explanations by presenting two groups of subjects with
the same amount of information (a videotape of a person solving
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problems), but manipulated the salience of the behavioural information by instructing the experimental group to empathize with
the person in the videotape. The results supported the prediction
that direct behavioural experience affects the attitude formation
process by altering the manner in which the available information
is processed. Evidence is also available which suggests that attitudes based on direct behavioural experience are more persistent
over time than those based on indirect experience and the more
committed that individuals are to a given attitudinal position, the
more resistant to influence that attitude will be, even when they
are exposed to a later counter-communication.

This evidence

with respect to attitude formation through direct behavioural
experience argues convincingly for the stability of attitudes,
which have developed through contact with a distinct social
group.

Attitude Importance
Once formed, some attitudes are more resistant to change than
others.

One critical aspect that needs to be considered, and

understood, by all leaders, is the degree of importance associated
with a given attitude. This notion has not escaped the attention
of researchers interested in attitudes, and numerous empirical
studies have examined the relationship between attitude importance and the resistance of attitudes to change. Explanations as
to why attitudes which are considered important to people are
more resistant to change include: first, important attitudes are
associated with other attitudes, beliefs and values, and these
elements exert a stabilizing force; second, important attitudes are
normally accompanied by large stores of relevant knowledge
which can be used to counter-argue discrepant information; third,
people tend to be attracted to, and to be associated with, others
with similar important attitudes, hence these attitudes are
reinforced by social norms; lastly, people are more likely to
commit themselves in public to attitudes they consider important,
which increases their resistance to change. 20 The contention
that important attitudes are less likely to change over time than
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unimportant attitudes has been supported by recent research
findings. 21 Furthermore, Jon Krosnick points out that the
demonstrated stability of important attitudes has interesting
implications with regard to the manner in which people resolve
attitude inconsistencies. He states that because “important attitudes are unlikely to change, inconsistency between an important
attitude and an unimportant one is likely to be resolved by bringing the latter in line with the former.”22 In other words, it can be
argued that attitude change follows the line of least resistance.

Contact Hypothesis
If we accept the notion that attitudes formed through direct
experience will be stronger, and appreciate that the importance of
an attitude is influenced by things like the amount of knowledge
we possess about an attitude object, then one might think that
increasing direct contact with an attitude object should have an
influence on attitudes. Furthermore, the change in attitude could
be in either a positive or negative direction, given the nature of
the interaction. This approach to the study of attitude change can
be found in the contact hypothesis, as conceptualized by Israeli
theorist Yehuda Amir.23 The contact hypothesis is based on the
premise that increased contact with members of an outgroup will
result in an improved understanding of the group and, hence,
greater tolerance. The weaknesses in this argument can be demonstrated by the mixed results of racial-integration experiments, as
well as the results of empirical research. For example, it has been
pointed out that "the desegregated classroom has not produced
many of the positive results initially expected by social scientists
some 25 years ago."24 Yehuda Amir and Rachel Ben-Ari add that
contact, as a tool to improve intergroup relations, must be strongly qualified by individual and situational factors.25 Furthermore,
it has been argued that an individual's improved attitude toward
contact-group members will not necessarily generalize to the
entire group.26 In fact, outgroup members who are eventually
accepted are perceived as exceptions to the group from which they
come. Finally, Yehuda Amir has cautioned that attitude change
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following intergroup contact may not be in the anticipated direction.27

Favourable conditions may lead to an improvement in

attitudes, but unfavourable conditions might actually increase
negative attitudes.

Additionally, any changes produced by

contact may not be a change in direction of attitude, but may be
a change in the intensity of the attitude.
Yehuda Amir presents some of the favourable conditions that tend
to reduce prejudice (a specific type of attitude): first, equal status
between the members of the contact groups; second, contact is
with higher status members of the minority group; third, an
“authority” and/or the social climate are in favour of and promote
the intergroup contact; fourth, the contact is of an intimate rather
than casual nature; fifth, the intergroup contact is pleasant or
rewarding; and sixth, the members of both groups in the contact
situation interact in functionally important activities or develop
common goals that are higher in ranking in importance than the
group individual goals.28 Amir also presents the unfavourable
conditions that tend to strengthen negative attitudes. These
are: first, the contact situation produces competition between
the groups; second the contact is unpleasant, involuntary or
tension laden; third, the prestige or status of one group is
lowered as a result of the contact situation; fourth, the members
of a group or the group as a whole are in a state of frustration
(may lead to scapegoating); fifth, the groups in contact have moral
standards which are objectionable to one another; and sixth,
when the contact is between a majority and minority group and
the members of the minority group are of a lower status, or are
lower in any relevant characteristic than the members of the
majority group.
These are extremely important considerations for leaders in
general because they have the greatest amount of control over situational factors and conditions that can either lead to reductions
or increases in prejudicial attitudes. Furthermore, the conditions
are especially germane for military leaders interested in ensuring
the cohesiveness of their followers.
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called upon to command serving members from diverse backgrounds and must work closely with leaders from other elements,
other government departments, and other nations. Leaders can
use their influence to ensure that minority group members are
viewed as having at least equal, if not higher status. As an authority figure, they must convey that they are in favour of and promote the intergroup contact. They can ensure that the working
relationships extend beyond a superficial level and contain some
elements of reward.

Finally, they can influence the nature of

the activities being performed so that they are viewed as being
functionally important and imbued with common goals that are
that are higher in ranking in importance than the individual
goals. Naturally, an effective CF leader will also make an effort
to reduce or eliminate competition between the groups; make sure
that the prestige or status of the group members is not lowered as
a result of the contact situation; and take necessary steps to
reduce frustrations and tensions.

Group Conflict and Cooperation
The preceding discussion of contact between groups leads
naturally to the consideration of whether different groups cooperate or experience conflict. Countless studies have been conducted in the areas of group conflict and, more importantly, group
cooperation.29 Social psychologists usually differentiate between
“in-groups,” a social unit that we either belong to or identify
with, and “out-groups,” a social group that we either do not
belong to or do not view as being relevant to our self-concept or
identity.30

Competition and conflict between groups is normal

and expected because of the differing group norms and perceptions held by members of a group towards members in other
groups. The term “ethnocentrism” has been used to label the progression from perceived competition among groups to perceived
hostility. Some of the facets of the syndrome of ethnocentrism
are: members of an in-group viewing themselves as being virtuous
and superior; a tendency to cooperate with other in-group members; an imposition of sanctions against violations of in-group
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norms; and, a willingness to fight for the in-group. Conversely,
in-group members tend to: view out-groups as being contemptible
and inferior, and perhaps immoral; maintain a social distance
from out-groups; approve hatred of out-groups; and, distrust and
fear out-groups.
Conflict between groups is normal, but it has been demonstrated
that, with the introduction of superordinate (common) goals,
cooperation is promoted.31 This ties in nicely with one of the
favourable conditions required to foster a reduction in prejudice
in contact groups, specifically, the development of common goals
that are higher-ranking than individual goals. With cooperation
between groups, there tends to be a concomitant reduction in
hostility and conflict between groups.32 However, this stance must
be tempered by the fact that, depending upon the circumstances,
intergroup relationships do sometimes result in increased negative attitudes. Furthermore, if the conflict between the groups
has progressed to a point of ethnocentricity, then even the pursuit
of superordinate goals may not result in an ameliorative attitude
change.

Education and Attitude Change
In military settings, the mindset tends to focus on education and
training whenever a need to exercise some degree of influence is
identified. When it comes to intergroup relations this approach
seems to be grounded in the assumption that, if we educate
people, then prejudice will disappear. In terms of racial bigotry,
James Vander Zanden points out that the opinion of most specialists in race relations is that, despite numerous decades of research
into factual instruction, the only conclusion is that it tends to
mitigate some of the more extreme expressions of prejudice33.
There are weaknesses in the arguments in favour of education
to improve attitudes towards out-groups.

First, in a study of

attitude change through the use of audiovisual programs, differences between groups (of undergraduate students) were found
immediately following the viewing of videotapes, but a follow-up
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assessment five weeks later showed no significant differences.34
This suggests that improvements in attitudes as a result of
education may only be short term.

Additionally, it has been

demonstrated that those who hold strong opinions on complex
social issues are more likely to be biased when examining relevant
empirical evidence. Confirming evidence will be accepted at face
value, while disconfirming information will be subjected to
critical evaluation.35 Charles Lord and his colleagues illustrated
this fact by presenting two purported, and opposing, studies
regarding the deterrent efficacy of the death penalty to subjects
either supporting or opposing capital punishment. The effect of
this treatment was to increase attitude polarization.

Although

this assertion would be extremely difficult to demonstrate in an
empirical setting, if the social issue involved is one on which
researchers hold strong opinions, then the research itself would
be biased and the actual significance of the results could not adequately determined.

Cognitive Dissonance and Attitude Change
If education and training appears to fall short as an effective
means to change attitudes, then another approach might be
warranted. One such alternate approach, which offers some hope
of being able to change attitudes, involves the theory of cognitive
consistency and dissonance first developed by Leon Festinger
almost half a century ago.36 This theory argues that one of the
most powerful motives in human life is the drive for cognitive
consistency. When two cognitions are in conflict, the individual
experiences the opposite of cognitive consistency, namely
cognitive dissonance.37 The reaction to dissonance (discomfort,
tension) is to immediately attempt to resolve the dissonance by
altering one cognition to fit the other. An example of this kind
of behaviour can be found in the habitual use of artificial sweeteners. When faced with evidence that the sweeteners may cause
cancer, the reaction might be to rationalize that not enough of the
product is consumed for this to be a real threat, or one might
argue that they would rather die of cancer than obesity. In either
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case, the information that is inconsistent, or dissonant with the
current behaviour would be resisted/rationalized.
Dissonance also occurs when there is a psychological inconsistency
between internal attitudes and overt behaviour. 38 Hence, in
practice, one attempts to change attitudes by concentrating on
behaviour change. By applying cognitive dissonance theory, it
might be argued that there is no need to change attitudes towards
out-groups, only a need to change behaviour towards out-groups.
Where this overt behaviour is inconsistent with internal attitudes,
the result will be dissonance and the resolution of the dissonance
may well be a change in attitudes towards the members of the
outgroup. Most military leaders are in possession of a degree of
position power that allows them to direct and control their
followers’ behaviour. As a consequence, they are in a favourable
position to implement type of approach for changing behaviour,
and influencing attitudes.
However, there are fundamental weaknesses in this argument
as well.

Individuals will only experience dissonance if their

behaviour cannot be explained by reference to demands external
to oneself.

Conversely, as stated by Clay Hamner and Dennis

Organ in their classic text on organizational behaviour, when
a behaviour “is fully justified by external circumstances (for
example, the avoidance of pain or the acquisition of rewards),
little or no dissonance is aroused by inconsistency between that
behavior and the person's attitude.”39

Joel Cooper and Russell

Fazio refer to this personal or internal attribution of causation
as the assumption of "personal responsibility," a necessary link
leading to cognitive dissonance.

They add that dissonance is

typically avoided in one of two ways. Firstly, a person can
deny responsibility for the unwanted event; and secondly,
the unwanted outcome is assessed as being an unforeseeable consequence of their behaviour.40
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Social Norms and Behaviour
Although the importance of attitudes as a determinant of
behaviour should never be underestimated, it can also be readily
argued that behaviour is only partly determined by attitudes,
values, and other intrinsic attributes.

Individual behaviour is

also influenced and regulated by social norms and other factors
constituting one's psychological environment. Generally speaking, social norms typically involve some form of social sanction
for members of a group who violate an accepted norm, and
rewards for those who comply. 41

One of the more famous

illustrations of this contention, within the social psychological
literature, is the theory of reasoned action as conceptualized by
Martin Fishbein and Icek Ajzen and later refined by Ajzen 42 as
the theory of planned behaviour.43 In both of these approaches,
attitudes are viewed as just one of the possible predictors of one’s
“intention” to behave in a particular manner. The second prime
contender for influencing behavioural intentions is our perception
of subjective norms (i.e., our assessment of the typical behaviour
that would be expected within our reference group). In his refined
model, the model of planned behaviour, Icek Ajzen incorporates
perceived behavioural control (i.e., our assessment of how
much real control we can exert in a given situation) as another
predictor of behavioural intention.
However, conflicting norms are possible, especially when one
is participating in more than one reference group. This is particularly evident within an organizational setting where the norms
defined by the hierarchy may not be in agreement with peer
norms. George Homans argues that “a member is more likely to
conform, the more valuable to him are the rewards he receives
from other conforming members, relative to those he receives from
alternative actions.”44 For example, someone who conforms to a
management norm, despite the fact that he does not believe in the
norm, is described as a “skeptical conformer.”
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Attitudes - Summary
In summary, because of the conditions required to effect a change
in functional attitudes, a change in attitudes based upon the
functional approach is not likely. Contact with out-groups may
just as easily lead to increased negative attitudes, and the pursuit
of superordinate goals may not make a measurable difference.
The education argument is weak because of the lack of generalizability of studies using college students and, in any case, the
positive effects may only be short term. Finally, conforming to a
social norm need not be accompanied by a concomitant change in
attitude.

Stereotypes
It is important to keep in mind that no two people will hold the
identical attitude about a target group, object, or place because
our life experiences are not necessarily identical. 45

Similarly,

the cognitive component of our attitudes will vary from person to
person depending upon our experiences or values. Nevertheless,
there will still be some shared aspects, and these aspects will be
discussed in greater detail in the discussion on stereotypes. That
said, the question of where stereotypes fit into this equation
remains to be answered.
At the beginning of this chapter, the tripartite model of attitudes
was presented.

Within this conceptual model, attitudes are

comprised of affective, cognitive, and behavioural components.
Although leaders can use their position to control behaviour, real
attitude change must be initiated within the cognitive facet of
an attitude. Affective changes will follow and behavioural intentions will become internalized. The cognitive component contains
everything we know, or believe to be true about an attitude object.
This type of mental representation is known as a schema, and the
aspects of our schema that tend to be shared by others within our
group (i.e., there is a tendency for others to believe these things to
be true as well) comprises the stereotype for a given out-group.
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Indeed, the word stereotype is widely used by lay people and
researchers alike. A journalist, Walter Lippmann, introduced the
term itself in 1922.46 Walter Lippmann was fascinated by the
fact that different people could observe the same event in dramatically different ways.

He adopted the printing industry’s term

“stereotype” (a metal plate for making duplicates) to capture the
notion that our preconceptions influence how we perceive events.
Although the term schema is much older, with roots that can be
traced back to an ancient Greek word47 for “form,” “shape,” or
“figure,” its use as an everyday word is not as common.
Because we are unable to know every other member of society on
an individual basis, the attitudes formed towards others are often
based on the stereotypes held (e.g., social, ethnic, religious, racial,
gender or cultural) for the group in which we categorize
individuals. A stereotype is a set of widely shared broad generalizations about the characteristics of a group of people. We
classify others on the basis of their membership in a group and
automatically assume that they possess a number of traits that are
associated with that group.48

Stereotypes do not necessarily

result in prejudice, or pejorative attitudes. In fact they can reflect
positive traits about people just as easily as negative ones. For
example, as a result of commonly held stereotypes it may be
assumed that an Asian person will have a strong work ethic or that
Canadians are polite. Neither of these stereotypes have negative
connotations. Steven Penrod has even suggested that stereotypes
are “essential for organizing the multiplicity of experiences we
have from infancy through adulthood.”49 However, it is evident
that Penrod also acknowledges the negative side to stereotypes.
He adds that, “when our stereotypes are so rigidly maintained
that no new information can modify them, they no longer
contribute to our understanding of the world, but in fact insulate
us from reality.”50
Despite the fact that everyone seems to have their own appreciation of what a stereotype is, there is a continuing debate amongst
theorists with respect to the nature and defining characteristics of
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stereotypes. This may be, at least in part, a consequence of the
fact that stereotype research has been conducted in many diverse
fields including clinical, experimental, and social psychology, as
well as sociology.51 For many years, stereotypes were viewed as
being “bad” and they have even been treated from time to time
as “bizarre or pathological phenomena.”52 In keeping with this
image, stereotypes have been described as: unjustified generalizations made about an ethnic group, rigid impressions that conform
very little to facts, exaggerated beliefs, inaccurate and irrational
overgeneralizations, and clusters of preconceived notions.53
Current attitudes regarding stereotypes are less harsh.

There

is virtually total agreement that stereotypes are cognitive
constructs, and generally wide spread consensus that “an ethnic
stereotype is a set of beliefs about the personal attributes of
the members of a particular social category.”54 As stated more
recently by Don Taylor and Fathali Moghaddam, the current
“trend is to view stereotyping as a basic cognitive process that is
neither desirable nor undesirable in and of itself.”55 We have even
progressed to a point where it is accepted that stereotypes are
universal constructs that are used by everyone as an aid in
processing information about our social environment and stereotypes are both inevitable and usually quite functional for effective
social interaction.56
Stereotypes could be considered bad if our adherence to them was
so rigid that we were unable to differentiate between individual
members of a social group. However, according to John Duckitt,
there “is no evidence indicating that stereotyped beliefs are any
more rigid, over generalized, or incorrect than any other widely held
category-based generalizations.”57 Furthermore, Jussim, McCauley,
and Lee assert that although “people often perceive differences
among groups, we are not aware of a single study identifying a
single person who believed that all members of a social group had a
particular stereotype attribute.”58 Although beyond the scope of this
paper, the numerous ways through which stereotyping can be
viewed as a useful construct have been identified elsewhere.59
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The underlying process that is considered to be responsible for
stereotyping is categorization. When we encounter someone new
we tend to search for salient features that may provide some clues
with respect to how this person might be categorized. Some of
the more obvious indicators are gender, skin colour, articles of
clothing, and language. Once we succeed in categorizing someone, our stereotypes for whatever group(s) we have selected
become activated. As stated by Patricia Devine, the “the target’s
group membership activates, or primes, the stereotype in the
perceiver’s memory [which makes] other traits or attributes
associated with the stereotype highly accessible for future
processing.”60 In this manner, stereotypes offer faster access
to meaningful associations and they facilitate subsequent
inferences.61
In the CF, the categorization process can be extremely rapid
because of the uniforms worn by serving members.

When CF

members walk into a room filled with other CF members, they are
able to quickly pigeonhole all of the people in the room.

One

broad category in use is officers versus non-commissioned
members, and another, almost equally broad categorization,
stems from Army, Navy and Air Force. We can readily discern
experience (using ribbons and medals, including a rough estimate
of years of service) and occupation (using hat badges and other
accoutrements).

All of these categorizations carry with them

an associated stereotype and, if we delve even deeper, we will discover that two male, Army infantry officers can generate distinct
stereotypes simply because they belong to two different regiments. These stereotypes, in turn, will influence how we behave
in the presence of these colleagues, superiors, and subordinates.
Russell Fazio states that when one encounters “a target person
who is categorizable in multiple ways, people do not necessarily
“see” the same person.

Yet, how the target is categorized will

determine what stereotypes, attitudes, and expectations are
activated and, ultimately, influence judgment and behavior.”62
This is true to a degree, we can certainly view the same person and
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have divergent categories come to mind.

However, it is also

possible that, even with the use of identical categories, and the
activation of the same stereotype, our attitudes will differ.

In

fact, it is almost self-evident that the attitudes that we hold for
a particular group will influence or shape how we interpret the
consensual stereotype that we hold for the group. In other words,
the knowledge and beliefs aspects of the stereotype may be
consensual but dependent upon our independently held related
attitudes, the final judgment of the attitude can differ.
Consequently, how people within a given target group may be
judged can range from stingy to frugal, arrogant to confident, or
indecisive to prudent. The essence of this notion is captured in
the following passage:
Many of the terms in a stereotype seem to have the same
denotation, but vary in connotation. Thus, the Japanese
who were considered intelligent before World War II
became sly during the war. The Jews are now intelligent,
but were formerly thought to be shrewd. Changes in a
group’s stereotype seems to move along an evaluative
dimension, while the denotative aspect remains similar.
This shift along the evaluative dimension provides
the possibility of predicting the content of a group’s
stereotype in the event of a shift in attitude.63
In summary, stereotypes and attitudes are closely linked concepts,
with stereotypes constituting the cognitive component of an
attitude.

While a stereotype is simply a mental representation

that we have for a particular group of people, attitudes are more
emotion-laden, are described as being either positive or negative,
and are often the consequence of stereotypes.

Even though

stereotypes may be convenient, they tend to lack accuracy
because, as generalizations about people, they are unscientific
and hence unreliable.64 According to James Calhoun and Joan
Acocella, stereotypes are basically false because they exaggerate
“the differences between groups (for example, Irishmen are
drunks; Jews are sober), and they take no account of the millions
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of individual differences within groups.”65 In any case, whether
true or false, stereotypes do help to account for behaviour and
should not be ignored.
Stereotyping exists because we have a drive for unity and
consistency in our understanding of reality.

We fill in the

assumed content, and structure information around a central
theme. Here the central theme is the person's membership in a
specific group. The stereotypes formed are largely the result of
socialization, (such as children engaging in role playing), and
these stereotypes are reinforced by our contemporaries, by school
and employment systems, and by the media. As a result of persistent stereotypes, we have a tendency to ascribe characteristics
to someone simply because we learn that he/she is a member of a
specific group (whether ethnic, religious, cultural, or otherwise).
Although it may be pleasing to think otherwise, by definition, it
would be extremely rare to find a fully functioning individual
who does not engage in stereotypical thinking and behaviour.
The only exceptions that come to mind are young children who
are still lacking in their cognitive development, or others who
are suffering from some mental impairment or handicap.
Furthermore people can only have negative (or positive) attitudes
towards a generic group as a result of stereotypes formed for
that group.
Stereotypes are subject to change. However, as with attitudes,
this is neither a common nor easily rendered occurrence. A key
impairment to changing stereotypes is the fact that the stereotypes themselves act as “cognitive filters” through which
“we select what information to use, what to ignore, and how
to interpret it.”66 As a result of this filtering, disconfirming information about stereotypes is assimilated less easily than neutral or
confirming information. Amir's contact hypothesis can be
invoked as evidence for change but, once again, the circumstances
required for a measurable change to take place are difficult to
attain. Furthermore, Amir himself suggests that our theoretical
understanding of what contact involves as a potential agent of
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change, and what the actual underlying processes are, is very
limited.67

Additionally, Myron Rothbart and Oliver John state

that the effects of intergroup contact on stereotypic beliefs is
dependent “upon (1) the potential susceptibility of those beliefs to
disconfirming information and the degree to which the contact
setting ‘allows’ for disconfirming events, and (2) the degree to
which disconfirming events are generalized from specific group
members to the group as a whole.” 68 In other words, members
of an out-group who are observed behaving in other than stereotypical fashion may still be considered as exceptions to the rule.
On the more negative side, as already presented, these exceptions
may even be viewed more disfavourably because they do not
adhere to the stereotype.69
Additionally, a common source for information on which we can
form stereotypes is the news media (as well as other media such as
television and movies). News stories tend to resort to sensationalism, thereby leading to erroneous information and faulty generalizations. It is difficult to fault this argument. Newspaper editors and the directors of television news shows are in the business
of attracting readers and viewers respectively. If a story can be
made more exciting, by appealing to stereotypical views, then the
stereotypical presentation of out-groups will continue, and this
will continue to reinforce the perceptions already held by viewers.

Conclusion
Not only do we all possess a rich network of attitudes and stereotypes, but these factors play a major role in how we behave in
social settings, and in how we perceive our world.

In fact,

because of the cognitive filtering effect of these factors, our
perceptions may be distorted without our even being aware that
we are tampering with reality. Furthermore, once developed, we
cling tenaciously to these attitudes and stereotypes. Change
occurs only under very specific circumstances, and even then not
without considerable psychological resistance.

Despite the

apparent distortions they cause, attitudes and stereotypes play a
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valuable role in our day-to-day lives.

They permit categorical

thinking, which in turn allows us to cope with the enormous
influx of perceptions impinging upon our senses. We simply do
not have the capacity (or time) to examine every experience as a
unique, special occurrence.
The message here for CF leaders is that they must first accept that
attitudes and stereotypes will exist no matter what they do to try to
change this reality. Their own attitudes will influence their behavioural intentions, and their followers will be similarly swayed by
these mostly subconscious drives. Leaders will be able to influence
attitudes, but their success in this regard will be obstructed by
things like the strength of the attitude, the functions served by the
attitudes, and the knowledge/beliefs associated with the attitude
object. In short, it is impossible for people to not have attitudes
and stereotypes, and therefore, it is equally impossible for people to
not be prejudiced to some degree. Nevertheless, leaders also need
to realize that attitudes are only one possible determinant of
behaviour.

Social norms can have a strong influence on actual

behaviour. Thus, even if followers experience pejorative feelings
about members of a particular outgroup (e.g., another country, race,
or culture; gender; or military element) the attitude should not
translate into behaviour changes in the presence of strong leadership. The CF leader’s responsibility in this regard is to ensure that
the behavioural norms for their subordinates are consistent with
the military ethos and values.
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AAR

After Action Review

APEC

The Association for Asia-Pacific Economic
Cooperation

ARTEP

Army Training and Evaluation Program

ASM

Adaptive Skills Modeling

ASW

Anti-Submarine Warfare

BCTP

Battle Command Training Program

BFEM

Battle Force E-mail

BFV

Bradley Fighting Vehicle

BIC

Battery of Interpersonal Capabilities

BMP

Bronevaya Maschina Piekhota

BOI

Board of Inquiry

C3&I

Command,

Control,

Communication

and

Intelligence
C4ISR

Command Control Communications Computers
Intelligence Surveillance Reconnaissance

CDA

Canadian Defence Academy

Cdn AB Regt

Canadian Airborne Regiment

CDS

Chief of the Defence Staff

CF

Canadian Forces

CFLI

Canadian Forces Leadership Institute

CO

Commanding Officer

CPF

Canadian Patrol Frigate

CLF

Coalition Logistics Force

COWAN

Coalition Wide Area Network

CSM

Company Sergeant Major

CTF 12

Commander Task Force 12
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CTF 150

Commander Task Force 150

CTF 151

Commander Task Force 151

DCF

Defence of Canada Force

DCO

Defence of Canada Operations

DGPA

Director General of Public Affairs

DND

Department of National Defence

DoD

Department of Defence

FMC

Force Mobile Command

GCCS-M

Global Command and Control System, Maritime

HDCRI-X

Human Dimension Combat Readiness Index

HDO

Human Dimensions of Operations

HF

High Frequency

ICBM

Inter-Continental Ballistic Missile

ICISS

International Commission on Intervention and
State Sovereignty

IDF
IUS

Israeli Defence Force
Inter-University Seminar on Armed Forces and
Society

JOTS

Joint Operational Tactical System

JMSDF

Japanese Maritime Self Defence Forces

LIC

Low-Intensity Conflict

MARPAC

Maritime Forces Pacific

MARLANT

Maritime Forces Atlantic

MAZI

Ground Forces Head Quarter

MCOIN III

Maritime Command Operational Information
Network

METL

Mission Essential Task List

MILES

Multiple Integrated Laser Engagement System

MLRS

Multiple Launch Rocket System

MND

Minister of National Defence

MSF

Mobile Striking Force
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NATO

North Atlantic Treaty Organization

NCM

Non-Commissioned Member

NCO

Non-Commissioned Officer

NCW

Network-Centric Warfare

NDA

National Defence Act

NDHQ

National Defence Headquarters

NGO

Non-Governmental Organizations

NEOps

Network-Enabled Operations

NORAD

North American Aerospace Defence Command

NTC

National Training Center

OAS

Organization of American States

OEF

Operation Enduring Freedom

OI

Operation Iraqi Freedom

OPFOR

Opposing Force

PA

Palestinian Authority

PD

Professional Development

RAN

Royal Australian Navy

RCD

Royal Canadian Dragoons

RMA

Revolution in Military Affairs

RN

Royal Navy

ROE

Rules of Engagement

RIMPAC

Rim of the Pacific

RSM

Regimental Sergeant Major

SACLANT

Supreme Allied Commander Atlantic

SATCOM

Satellite Communications

SIPRNET

Secret Internet Protocol Router Network

SNFL

Standing Naval Force Atlantic

SOF

Special Operations Forces

SOP

Standard Operating Procedures

SSF

Special Service Force
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TADIL

Tactical Datalink

TAS

Towed Array Sonar

TOW

Tube-Launched, Optically-Tracked, Wire-Guided
Missile

TRADOC

Training and Doctrine Command

TRUMP

Tribal Update and Modernization Program

UMP

Unit Morale Profile

UN

United Nations

US

United States

USN

United States Navy

USSR

Union of Soviet Socialist Republics

WeCAN

Web-Centric Anti-Submarine Warfare Net
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This volume is the first in an exciting new series released by the Canadian
Forces Leadership Institute (CFLI) and the Canadian Defence Academy
(CDA). The series, entitled From the Canadian Forces Leadership
Institute’s Research Files, provides a means through which specialized and
highly focused topics in military leadership and professionalism can be
addressed and disseminated for a wider audience. The impetus for this
book was generated by an acknowledgment within CFLI that, even
though critical topics needed to be explored in depth, some of these issues
would not demand a full book treatment.
The subtitle selected for Volume 1, Dimensions of Military Leadership,
effectively captures the notion that the chapters have a military focus, represent a range of facets or elements, and should be of interest to anyone
remotely interested in leadership. The chapters themselves are clustered
into four broad conceptual areas. In Part 1, Leadership and Culture, there
are chapters devoted to the warrior ethos, professionalism, and adaptive
skills for leadership success. Part II, Changes in the International Security
Environment, contains explorations into coalitional and multinational
operations, military interventions to support human rights, and leadership in low-intensity conflicts. Part III, Leadership and Transformation,
includes such topics as Bitsuism and Mission command in the Israeli
Defence Forces, lessons learned from American Reform, and the absence
of honour in Somalia that triggered wide scale transformation in the
Canadian Forces. Finally, in Part IV, Organizational Approaches to Military
Leadership, there are examination of social structures, culture, climate,
attitudes and behaviour.
Watch for future volumes in this new series.

