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Abstract 

As with other sectors of societies, professional militaries are faced with significant challenges in addressing a wide range of changes occuring on the national and international stage.  All nations are grappling with the impacts of factors such as globalization, rapid technology changes and shifting geo-political priorities while many militaries have been confronted with balancing new missions against budget reductions.  Underlying these issues has been a central question:  how does a military retain requisite professional characteristics while evolving to remain relevant to national requirements and reflective of the society it serves?  The answers have significant implications for the relations between civilian society and its military and, internally, for key aspects of the military profession.  Despite the commonality of many of the change drivers across countries, the unique nature of the relations between each military and its society require that we identify equally unique solutions.   In the Canadian context, the examination of these issues has led to a number of initiatives focussed on professional military education and the evolution of military leadership.  A major project to integrate current factors and conduct a strategic assessment for future officer development (referred to as Officership 2020) is being completed
.  Drawing from this project, this paper will examine a number of the factors which led to the decision to create a centre of excellence for leadership research and development.  

A brief look back

The 1990s introduced significant geopolitical changes with, in particular, violent conflicts, such as those in the Balkans and Horn of Africa, seeing the Canadian Forces (CF) and others committed to undertake new forms of peace operations as a member of alliances and coalitions.  At the same time, the CF regular force strength was reduced by one-third, the civilian staff was cut almost in half and the Defence budget was reduced by almost 25 per cent.  As has been the case for other nations, the CF has had difficulties balancing these resource reductions with increased operational tempo and new mission requirements. 

Concurrently, the Defence organization had to face new demands arising from major social changes. These included the declining birthrate in Canada, increasing multi-cultural diversity, and revolutionary technological advances, including many that impact on the conduct of military operations.  Senior leadership also had to address changing social expectations for accountability, openness and transparency particularly in public institutions.  Issues of civil control of the military have not had the same prominence in Canada as, for example, in the US.  However, a recent report noted a shift in Canadian attitudes, warning that “all concerned would be wise to remember that the public’s understanding of the concepts of responsibility, accountability, ethical behavior and professional performance is reasonably well developed.  These concepts, long applied to government and the business community, are now fully extended to the Department of National Defence and the Canadian Armed Forces.”

During these changes, a series of intolerable events during CF deployments to Somalia and the former Yugoslavia triggered unprecedented criticism and public scrutiny of the Defence organization and military leadership. Among the reports produced were the Commission of Inquiry into the Deployment of Canadian Armed Forces to Somalia; the Report to the Prime Minister on the Leadership and Management of the Canadian Armed Forces and the Special Commission on the Restructuring of the Reserves.  Noting the commendable performance of CF members on many missions, these reports, none the less, called for significant investments in military professionalism including the strengthening of leader development.


In total, the 90s saw significant successes in Canadian deployments at home and abroad coupled with fundamental failures.  As reported in Officership 2020, General Maurice Baril, the Chief of the Defence Staff (CDS), stated “undeniably, the 1990s, represented the first strong test of the contemporary CF Officer Corps and we found that part of it was broken.”
   

Looking to the future

To address these events and other factors, senior leadership conducted a department-wide strategic assessment
 referred to as Defence Strategy 2020.  Subsequently, LGen Dallaire was tasked to conduct a more detailed analysis of the implications for future officer professional development  (the Officership 2020 mentioned above).  Finally, an integrative review was conducted of the emerging issues likely to impact military human resources
.  Drawing on the major themes identified in these studies, the considerations of importance to military leadership are summarized below in four broad categories: global issues, technology considerations, societal trends and knowledge management. 
Global

Numerous studies of globalization have forecast significant changes starting in trade and economic systems and extending to political, social, cultural, environmental and security arenas.  Particularly for those nations which aspire to exercise moderate influence on the world stage, a key factor is the expanding network of international  governance and the emergence of interlocked agendas concerning human rights, humanitarian affairs, economic issues and arms control.  National boundaries and identity are increasingly porous and the concepts of state and sovereignty are evolving.

As has been well documented in the security domain, major sources of conflict will also remain into the future.  While often triggered by economic disparities, conflicts will frequently reflect environmental issues involving water, pollution and weather related disasters and social issues arising from migration, disease, nationalistic, ethnic and religious factors.  Complex diplomatic, military and humanitarian interventions to contain conflict and ensure human security are likely to increase.  The growing proliferation of advanced weapons and emerging roles of non-state actors present dynamic, often asymmetrical threats to nations and their militaries.

In this context, military force will remain an essential function but one increasingly integrated with political, diplomatic and economic efforts.  Future operations will continue to be characterized by ambiguous mandates, shifting Rules of Engagement,  non-cohesive multi-national formations and unwieldy chains of command.  Political control and public scrutiny via the media will be close and continuous.

There are clearly a number of leader development implications arising from these future factors.  The first is a requirement for a comprehensive understanding of the international geo-political arena including increased knowledge of related spheres covering areas such as diplomacy, policing, humanitarian efforts, and sustainable development along with awareness of the roles of both international governance organizations and the flourishing non-governmental organization community.  The second is preparation to function in more complex and ambiguous operations with much closer links from tactical decisions to strategic implications.  The third is advanced education to provide the basis for ensuring ethically sound decision making and covering aspects from cultural awareness through negotiation skills to international rule of law. 

Technological  

Arising from, initially Soviet, and then, American-led debate, the impact of technological developments on militaries has been subject to considerable study.  While there is a requirement to amend strategies to exploit emerging technologies (and secure the funding to acquire new equipment), it is considered that the key is not embedded in hardware or software but greyware.  Mastering technological advances involves not just understanding new concepts, symbols, words, equations or capabilities but underlying assumptions, meanings and applications.  Technology changes social and individual relationships and, in particular, will require militaries to examine issues of command, authority and power.  In particular, the control and meaning of information will become a powerful weapon: in effect, the cyberworld is a new battlefield.  Traditional, hierarchical, command and control structures must be transformed to agile, flexible networks capable of forming, transforming and evolving to meet particular mission requirements.  These new approaches will have significant implications for future leaders and leadership practices.

As stated above, future operations will be increasingly integrate military, diplomatic and humanitarian objectives (and players) such that previous distinctions between tactical, operational and strategic levels of conflict will become blurred.  The challenge for the future is not the acquisition of technical expertise but the ability of leaders to conceptualize the most effective use of capabilities in achievement of a broader mission.   It will, therefore, also require an educational effort of considerable magnitude to enable individuals to integrate conceptual skills with emerging doctrine and technology in order to master the battlespace.

Social  

Canadian society will continue to evolve in response to changes in key demographic, socio-cultural, educational, economic and political considerations.   Key factors will include population ageing leading to a decline in Canada’s workforce, our growing ethnic, religious and cultural diversity under formal programs encouraging multi-culturalism, the paradox of simultaneous increases in the numbers of both highly educated university graduates and those lacking the basic literacy to enter the new workplace and growing fragmentation of national identity along cultural, linguistic, regional and political dimensions.

While increasing attention is being directed to the competition for new skilled workers, the most significant changes are occurring in the domain of values and attitudes.  A specific aspect is the rise of the ‘sovereign individual’ and the challenging of institutions as reflected in Peter C. Newman’s “from deference to defiance.”
  Increasingly, people wish to be heard and expect explanations of what is demanded of them.  In particular, Canadian society is expecting institutions such as the military to be inclusive and accommodating, embracing democratic ideals such as rights of association, representation and voice.  The CF can no longer operate under the rubric of ‘we are here to protect democracy, not practice it.’  Leadership must evolve to reconcile demands for voice and individual, cultural, religious and linguistic consideration with the legitimate requirements of the chain of command in the conduct of operations.  The challenge will be for CF leaders to draw strength from the pluralism and diversity of Canadian society while instilling values of service to country and national identity among new members.

Knowledge Management  

It is clear that flexible, highly skilled and knowledgeable leaders will be the ultimate force multipliers in the future. Given the forecast demand for ‘knowledge workers’, the CF will require innovative human resources strategies and progressive leadership practices to remain competitive in the labour market.  Broad-based advanced education is increasingly recognized as a critical requirement with those employers offering educational opportunities seen as having a distinct advantage in attracting and retaining the best. 

The key requirement, however, will be for these leaders to extract the maximum contribution from equally flexible, skilled and knowledgeable subordinates.  This will entail a significant shift in leadership styles accompanied by a change in culture to ensure more open communications and effective organization-wide learning
.    

Canadian Forces Leadership Institute


A recurring theme identified in recent external reviews and internal strategic assessments was the recognition of the central role that leadership plays in the military profession and the need for increased emphasis across the leadership spectrum.  A detailed review of military leadership doctrine, policies and programs identified, that, despite the strength of CF leaders and the proven fundamental of military leadership, a number of concerns existed.  When considered against the future environment summarized above, key concerns where identified in capabilities to maintain the CF’s foundation knowledge of leadership theories, concepts and practices; in updating senior/executive development concepts and in conducting comprehensive lessons learned.  Concurrently, it was also identified that there is increased awareness among other government agencies, industry and academia that the CF possesses a unique understanding of leadership practices however the mechanisms to communicate this knowledge to external audiences does not presently exist nor has sufficient attention been devoted to articulating enduring military leadership principles.  


The central conclusion reached was to implement a new organization, the Canadian Forces Leadership Institute, as the central point for the CF’s effort to continually research, evaluate historical and contemporary knowledge, and alternative points of view on leadership.  Its rationale is to stimulate and promote an intellectual base for best practice identification, professional development, articulation of core leadership concepts, and to provide a focus and unity of thought in the leadership domain.  The Institute will be a centre of excellence charged with identifying best practices across Defence and, equally, serving as a conduit to academic centres and other external agencies.  The aim of the Institute will be to strengthen the foundations of military leadership, capitalize on the wealth of CF experience and articulate enduring leadership principles.  The Institute will become a resource for developing and enhancing leadership concepts; examining CF leadership models and practices; collecting lessons learned and identifying emerging leadership requirements.  The functional capabilities to be delivered include research, review, analysis, development, synthesis, and evaluation of the leadership domain.

Work is ongoing to implement the Leadership Institute with capabilities in three domains: foundation development, applied research and lessons learned.  Applying a multi-disciplinary approach, the Institute will contribute to CF understanding, development and practice of leadership through dissemination of relevant information focus in the three domains described below.

Foundation Development.  This component will generate the CF’s foundation knowledge of military leadership through a systematic, academically rigourous approach to developing, understanding and integrating leadership theories and concepts.  The primary purpose of the information generated will be to develop and update capstone manuals and provide reference material for those promulgating leadership doctrine.  A significant portion of work will be conducted through academic partnerships and liaison with other agencies in the broad security arena.  It is intended that work will be subject to peer review in scholarly fora such as conferences and journals.  

Applied Research.  This component will advance CF understanding of leadership requirements and practices through investigation of the application of new theories and concepts in the CF or identification of emerging leadership issues.  Research results will be used to inform those developing CF leadership programs and will provide a resource for those delivering leader development programs across the CF.  While the emphasis will be on military operational leadership, analyses must incorporate issues of civil- military relations at the unit, departmental and international levels.  International co-operative research will be conducted via various agreements amongst military agencies.  


Lessons Learned.  This section will contribute to CF understanding of operational leadership lessons learned through both direct debriefings of commanders regarding the leadership aspects of their deployment and the review of complementary lessons learned information collected by other agencies.  In addition to examining operational deployments, studies will also examine leadership lessons learned during command tours and senior staff appointments particularly in areas related to professional norms, organizational culture and social programs.
Conclusion


Effective leadership is not only the critical component in ensuring mission success but is equally important in maintain public confidence in their military.   For the Canadian Forces, the lessons learned over the last decade combined with key strategic assessments out to 2020, have identified a requirement to strengthen our leadership research and development capability.  The Leadership Institute will serve a vital role in addressing the central question posed in the introduction by ensuring that the CF applies academically rigourous, systematic analyses to define core professional characteristics while also serving as an important conduit between the military and the society it serves.
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