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Foreword

I can’t help but think of uniforms when I think about the military profession. The
military uniform is a symbol that binds and bonds individuals into a whole, ren-
dering the collective visible to others and reminding members of their fidelity to the
profession of arms. The uniform also symbolizes the organization’s values. In the
coming year, the U.S. Army will transition to a new uniform, army greens, col-
loquially referred to as “pinks and greens.” This uniform is a throwback to that
worn by the so-called Greatest Generation who fought in World War II, serving as a
symbolic reminder of a time when the Army was at its professional apex.
Meanwhile, conversations abound about possible alterations of various standards to
enhance recruitment and retention of a new kind of military professional, one who
might engage in cyber-defense and cyber-warfare, the piloting of remote vehicles,
and other new specialties around emerging technology. These new specialists may
or may not need to even meet current fitness standards or wear the uniform, testing
the definitional boundaries of the military profession.

These simple examples about uniforms in a very small way reflect the growing
tensions and dilemmas facing the military profession at the close of the second
decade in the twenty-first century. New threats and missions are pulling modern
militaries away from their traditional areas of expertise, leading to strain at the
seams of the military profession. Modern militaries must embrace new and varied
kinds of missions that stretch them beyond their expertise in the management of
violence. Emerging areas of threat in cyberspace are demanding the rapid acqui-
sition of new expertise in a military tasked with organizing and executing a national
defense. The military’s claim to a monopoly over national cyber-defense is weak,
given that academia and industry likely hold equal or greater expertise in cyber-
security and defense.

The consistent growth in private military contractors and their working with
military professionals in combat theaters further erodes claims to jurisdictional
control by the military profession. These corporate warriors are operating in the
same combat theaters, often alongside and in coordination with military personnel.
They are sharing in the burdens of warfighting, with more civilian contractors dying
in Afghanistan than American troops. New areas of expertise and growing numbers
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of contractors are testing the boundaries defining who is and might be considered a
military professional, and what it means to be a member of the military profession.

The expansion of the military profession into new domains throws into sharp
relief what it may mean to lose monopoly control over the management of violence
on behalf of the state. The U.S. Army’s own words convey the message that the
continuation of a historical legacy of excellence is important by returning to a
legacy uniform design:

The Army is a profession. By wearing the uniform of the U.S. Army, Soldiers follow the
legacy of those who served before them. Our uniforms embody the professionalism and
commitment to the Army Values—loyalty, duty, respect, selfless service, honor, integrity,
and personal courage. The uniform is a symbol of honor and tradition, esprit de corps and
morale, and personal excellence and pride (U.S. Army 2019).

This short message conveys the continuing importance of the concept of a military
profession and the continuity of the profession’s values over time. If only a change
of clothes were all it would take for the modern military profession to resolve the
tensions it faces.

The U.S. Army is not alone. Other NATO countries are experiencing similar
dilemmas of how to define the boundaries of the military profession, who can serve
as a military professional, and what military professionalism means today.
Jurisdictional encroachments abound, with increased competition for defining
expertise over military affairs coming from civilian specialists and experts in
defense and security around the globe. The very notion of professions as bodies of
experts holding special access to knowledge is in decline. Many professions beyond
the military are facing challenges from “lay experts” who hold some claim to
expertise without being formally recognized as experts by the profession.

The military profession also faces increased scrutiny over its level of profes-
sionalism. The growing number of scandals and ethical lapses by military profes-
sionals undermine public trust and have placed military professionals under greater
public scrutiny. In the past, the profession was entrusted to monitor and enforce its
own ethical standards and, in exchange, it established the boundaries for mem-
bership in the profession. Today’s lapses of judgement by military professionals
threaten the autonomy the military profession has held over enforcement of its own
ethical standards when it appears they are failing to do so repeatedly. Perhaps even
worse than these ethical scandals, military professionals seem less competent
overall, failing to achieve decisive victories or to succeed in dissuading civilian
leaders from entering unwinnable conflicts.

The canonical models and theories guiding the understanding of the military
profession from the 1950s and 1960s remain the touchpoints for most military
leaders and many researchers. Samuel Huntington’s The Soldier and the State
(1957), more than 60 years old, remains the model for how military professionals
understand their own expertise and their role in advising civilian leaders on military
and security issues. Morris Janowitz’s The Professional Soldier (1960) offers the
sociological complement to Huntington’s political science model. Social scientific
theorizing about all professions culminated in Andrew Abbott’s The System of
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Professions (1988), published more than 30 years ago. It remains the definitive
sociological treatment of professions. But the utility of these foundational works for
understanding and managing the modern military profession may be in decline.

The chapters in this volume collectively grapple with understanding the modern
military profession across several nations. They assess the challenges facing the
military profession today, and how and why we must rethink our approach to it.
This book offers arguably the most comprehensive look at the changing military
profession since Huntington and Janowitz published their foundational works in the
50s and 60s. Many chapters grapple with the decline of the role of professions more
generally, tackling new ideas and the implications for the professions that regulate
who is an expert. While these chapters may raise as many questions as they answer,
these are precisely the questions military experts must answer to successfully
confront the new and emerging security threats facing modern militaries and move
beyond merely symbolic change.

Meredith Kleykamp
Associate Professor of Sociology

at the University of Maryland and Director
of the Center for Research
on Military Organization

Center for Research on Military Organization
University of Maryland

College Park
MD
USA
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Chapter 1
Rethinking Military Professionalism:
Considering Culture and Gender

Krystal K. Hachey

Abstract Theories of military professionalism have not been developed to account
for aspects of gender and diversity, such as the underlying socio-cultural aspects
of the dominant male-oriented warrior framework, cross-cultural applications, civil-
military and international relations, and how leadership and socialization play a role
in member conduct and shaping military identity. Based on this gap, a North Atlantic
Treaty Organization (NATO) exploratory team and subsequent research task group
(RTG) was established to examine military professionalism. The following chapter
provides an overview of the reasons for establishing the RTG, the goals of the panel in
considering gender and diversity in the conceptualization ofmilitary professionalism,
and a summary of what can be expected in this edited book.

Keywords Military professionalism · North Atlantic Treaty Organization
(NATO) · Culture · Gender · Framework ·Models

Background

Themilitary profession contains unique expectations (NationalDefence 2003; Sarke-
sian 1981), such as duty, loyalty, integrity, courage (National Defence 2003), and
honor (Janowitz 1960), and encompasses the society, military institution, and the
individual soldier (Sarkesian 1981). Various cultural aspects of the military, such
as discipline, ceremonial displays and etiquette, and cohesion and esprit de corps
(Burke 2002; English 2004), are part of the military’s professional ethos, while oth-
ers derive from the military’s relationship with civil society (English 2004). Like
members of any organization, moreover, military members will internalize the rules
of conduct, impetuses, and norms from the ethos and doctrine formally espoused
by the organization (English 2004). As a result, prescriptive frameworks of profes-
sionalism will play an important role in shaping the profession and the conduct of
military members.

K. K. Hachey (B)
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2 K. K. Hachey

Although theories of military professionalism have a long history (e.g., Abbott
1988; Huntington 1957; Janowitz 1960; Sarkesian 1981), none of the existing mod-
els account for gender and diversity, such as the underlying socio-cultural aspects of
the dominant male-oriented warrior framework (Pinch 2004), cross-cultural applica-
tions, civil-military and international relations, and how leadership and socialization
(Bannerjee et al. 2011; Shamir et al. 2000) shape military identity. The following
chapter reviews the concepts of military professionalism, unprofessionalism, and
military culture examined during the North Atlantic Treaty Organization (NATO)
Human Factors and Medicine (HFM) research task group (RTG), which was stood
up to rethink military professionalism in light of gender and diversity.

Military Professionalism and Unprofessionalism

A lot of research has been conducted into the concepts and constructs of medical
professionalism (Butler and Budgell 2015; e.g., Ainswork and Szauter 2006; Creuss
andCruess 2008; Hilton and Slotnik 2005; Jha et al. 2007;Wilkonson et al. 2009), but
there has also been some influential work examining themilitary as a profession (e.g.,
Huntington 1957; Janowitz 1960). As Table 1.1 shows, Butler and Budgell (2015)
examined the four seminal theories ofmilitary professionalismbyHuntington (1957),
Janowitz (1960), Sarkesian (1981), and Abbott (1988), analyzing them into three

Table 1.1 Theories of military professionalism

Conceptualization
of military
professionalism

Huntington
(1957)

Janowitz (1960) Sarkesian (1981) Abbot
(1988)

Foundational
elements of
military
professionalism

Expertise
responsibility
corporateness

Expertise group
identity
education/training
ethics/loyalty
self-administration

Military/Technical
Ethical political

Expertise
legitimacy
jurisdiction

Level of analysis Individual Individual
environmental

Individual
institutional
societal

Individual
institutional
societal

Professional
membership

Restricted to
the officer
corps—male,
commissioned
officers, often
from
“gentlemen”
or elite
backgrounds

Focuses on officer
corps, but more
inclusive model
than Huntington

Focuses on officer
corps

All
members of
the military

Adapted from Butler and Budgell 2015, p. 21
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components: foundational elements of military professionalism, level of analysis,
and professional membership. Butler and Budgell (2015) found several elements
central to military professionalism:

1. Expertise, or the knowledge and skills required for that profession (Snider 2003).
For example, military members receive specialized training (Butler and Budgell
2015).

2. Legitimacy, or the trust of the public in that profession having authority and
autonomy over a specific area (Friedson 1986). Therefore, the military as a pro-
fession requires the trust of the public to be a valid profession (Butler and Budgell
2015).

3. Jurisdiction, or the boundary work specific to the profession (Burke 1999). In
the case of the military, members often require solutions to situations not seen in
other professions (Butler and Budgell 2015; Snider 2003).

4. Identity, which is a self-concept made up of attributes, beliefs, values, motives,
and experiences (Butler and Budgell 2015; Ibarra 1999; Slay and Smith 2011).

5. Culture, which is a set of shared values and beliefs within an organization (Ewles
et al. 2017; Fiol 1991; Korabik 2006; Ravasi and Schultz 2006; Soeters et al.
2006).

As one would expect, unprofessionalism or poor professionalism mirrors the
highly differentiated character of professionalism (Butler and Budgell 2015). Unpro-
fessionalism, including misconduct, has myriad causes: external limitations (e.g.,
under-staffing; Butler and Budgell 2015; Martimianakis et al. 2009), ineffective
training, unfamiliarity with proper responses to threats, command failures, group
influencers, lack of discipline (Butler and Budgell 2015; Rowe 2008) and may range
in severity (e.g., from rule-breaking to crimes; Butler and Budgell 2015; Westmar-
land 2005). Unprofessionalism can be understood simply as the absence of one or
more elements of professionalism. The causes of unprofessional behavior, however,
aremany, and thewillingness to understand its causes and consequences—evenwhen
this analysis points to the culture of the profession—is important to maintaining the
integrity of the profession.

The recent external review of sexual harassment and sexual assault in the CAF
provides a case in point of such a challenge to the professional military culture
(Deschamps 2015). TheExternal ReviewAuthority pointed to “an underlying sexual-
ized culture in theCAF that is hostile towomen andLGTBQmembers, and conducive
to more serious incidents of sexual harassment and assault” (Deschamps, 2015, p.
i). As a result, the integration of gender and diversity has become a salient concern
for the military profession, even though gender and diversity were not concerns in
traditional theories of military professionalism.
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The Study of Military Professionalism

Butler and Budgell (2015) and Ewles et al. (2017) observe that the touchstones
of military professionalism are military ethics (Alagappa 2001; National Defence
2009), discipline (Arvey and Jones 1985), socialization (Van Maanen and Schein
1977), leadership (Brown and Treviño 2006), and the military culture more broadly.
Each of these can be seen as key elements in the study of military professionalism
because they have a certain stability across all theories.

The military ethos can be understood as the distinctly military component of
military professionalism (Alagappa 2001; Butler and Budgell 2015). In the CAF’s
conception of military professionalism, for example, identity, expertise, and respon-
sibility constitute the military ethos (Butler and Budgell 2015; National Defence
2009). The CAF identity is understood as the uniquely Canadian military history
and organization,while expertise refers to the proficiency in armed conflict—whether
warfighting or humanitarian missions—and responsibility is the obligation to defend
the people of Canada and their interests (National Defence 2009). The Canadian
military ethos is also understood to include beliefs and expectations about mili-
tary service, Canadian military values, and Canadian values—all of which shape a
specifically Canadian military profession (National Defence 2009).

Discipline, socialization, and leadership also play essential roles in developing
and maintaining military professionalism. Discipline is the means of maintaining
the high standard of the military as a profession (Arvey and Jones 1985; Butler and
Budgell 2015). Discipline includes the adherence to dress, deportment, and drill,
which help control behaviors through cues as to what is acceptable, a sense of a
shared identity, and group structures and relations (Arvey and Jones 1985; Butler
and Budgell 2015; National Defence 2009). Socialization, especially the early and
intense socialization practiced by militaries (Guimond 2000), molds the members
of the profession. Research has shown that group socialization, such as in Basic
MilitaryQualification in the CAF (National Defence and the CanadianArmed Forces
2016), influences intergroup perceptions, such that attitudes and beliefs can change
during the training (Guimond 2000). Leadership and leaders play a central role
in exemplifying the core ethics, helping shape identity, supporting cohesion, and
relaying customs and traditions of the military profession (Butler and Budgell 2015;
National Defence 2009).

Numerous researchers over the years have examined organizational culture (e.g.,
Alagappa 2001; Burke 1999; Butler et al. 2014; Capstick 2003; Harries-Jenkins
1990; Huntington 1957; Janowitz 1960; Peirce 2004; Sarkesian 1981; Snider 2003;
Snider et al. 1999; Snider and Watkins 2002; Sørensen 1994; Swain 2010; Winslow
2004; Libel 2013).Military culture, as defined byBurke (1999), comprises discipline,
professional ethos, ceremonies and etiquette, and esprit de corps and cohesion. Other
researchers (e.g., Abbott 1988; Greenwood 1957; Libel 2016; Sarkesian 1981) see
culture as the means for transmitting the understanding of the profession. Thus,
military culture becomes an integral part in the study of military professionalism.
The conduct ofmembers, the “set of normative understandings” (Burke 1999; p. 450)
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defined by the corporate identity, code of conduct, and social worth (Burke 1999),
as well as customs, traditions, rituals, ceremonies, and displays of etiquette are all
imbedded in the understanding of military culture (Burke 1999).

Professions are socially constructed concepts (Ewles et al. 2017;Rudvin 2007) and
defined by the social biases of the dominant culture, whether masculine or feminine
(Davies 1996). The theories presented in Table 1.1 demonstrate the inter-relationship
between the concept of professionalism and the surrounding culture. Traditionally,
military culture is situated in the combat, masculine-warrior image (Dunivin 1994;
Soeters et al. 2006),which emphasizes combat-related activities, such as battle groups
containing the fighting force and a male-dominated institution (Dunivin 1994). Due
to this image, those who do not fit will have to modify their behaviors, values, and
attitudes to be part of the profession (Carlan and Lewis 2009; Davis 2013; Thurman
and Giacomazzi 2004).

Despite the continuity in key concepts, theories of military professionalism have
shifted with changes in the culture, which is evident in the differences between the
theories of Huntington and Janowitz, who wrote in the late 1950s and early 1960s,
and the theories of Sarkesian and Abbot who both wrote in the 1980s. The earlier
studies of military professionalism had relied on understanding the concept from the
perspective of the individual, for example, with less emphasis on the impact of the
external environment. More recent theories of military professionalism, in contrast,
have been more strongly influenced by institutional requirements and community
expectations (Sarkesian 1981), cementing the importance of military culture in the
understanding ofmilitary professionalism.Research onmilitary professionalismnow
faces new culture changes in adapting to gender and diversity.

Diversity and Gender

Although it has been shown that increases in diversity have benefits for organizations
(Pinch 2004), diversity has been an ongoing challenge for the military, including the
CAF (Reuben 2004; Winslow et al. 2006). Diversity in an organization has been
defined as ensuring the workforce reflects the society from which it was drawn
(Reuben 2004; Winslow et al. 2006), with a high reliance on the balance of numbers
(Keengwe 2017). One way to address gender and diversity issues is to challenge how
gender is seen in order to account for the experiences of diverse men and women.
Gender-Based Analysis Plus (GBA+) is an analytical approach, which goes beyond
aspects of gender (e.g., identity, age, culture, etc.) to examine the differential impacts
that programs, policies, research, and services have on diverse men and women
(Status of Women Canada 2016). GBA+ is one tool that can be used in rethinking
the model of military professionalism.
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North Atlantic Treaty Organization

Given that there is no recent inclusive model of military professionalism addressing
gender and diversity, a NATO exploratory team was established with members from
Bulgaria, Canada, and the United Kingdom, which led to a research task group
(RTG) being stood up in the fall of 2016. The NATO RTG, which now also included
members from France, Sweden, and the United States, was tasked with examining
the following:

1. Theoretical, conceptual, andmethodological research approaches for understand-
ing military professionalism.

2. The relationship betweenmilitary professionalism throughout themilitary career
(from recruitment to transition to civilian life) and at different levels.

a. Individual,
b. Group/team,
c. Organizational, and
d. Societal.

3. The cross-cultural context (e.g., historical and current military political, eco-
nomic, social, technological, environmental, legal—PESTEL) of military pro-
fessionalism.

4. The influence of military socialization and the impact on member conduct.
5. Ensuring diversity and inclusion in the study and measurement of military

professionalism (e.g., GBA+).
6. Appropriate methodologies for monitoring, measuring, and assessing military

professionalism.

Once the RTG concluded its work, a group of RTG members decided to expand
their contributions and invite other experts to participate in the present volume.

Chapter Summaries

Research has shown that military professionalism is associated with, influenced by,
and that it impacts numerous aspects of member conduct. Yet existing frameworks
offer limited insight into how military professionalism may be monitored, mea-
sured, and adapted to inevitable changes in domestic, international, and operational
environments. The contributors to this volume discuss the conceptual and practical
challenges that one faces when developing a model of military professionalism that
will be more robust against evolving needs.

Tamir Libel opens the book (Chap. 2) with a sociological analysis of military
professionalism as security expertise. Libel draws on Eyol and Pok’s (2015) alter-
native framework of military professionalism and Libel’s (2019) adaptation of it to
the military domain.
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The next few papers present case studies critically examining aspects of mili-
tary professionalism from different countries, including Bulgaria, Canada, France,
Ireland, Sweden, the United Kingdom, and the United States. Yantsislav Yanakiev
(Chap. 3) presents the results from a survey of Bulgarian Armed Forces members’
perspectives on the military profession, including their views on ethnic, cultural, and
gender diversity, while Krystal Hachey (Chap. 4) presents results from a qualitative
study of diverse CAF members’ perspectives on military professionalism.

Using interviews with French Air Force members, Laurence Frank (Chap. 5)
examines the organization’s ability to integrate, build, and reconfigure internal
and external competencies to address rapidly changing environments. Glen Segell
(Chap. 6) examines what has been done in Ireland’s military to address United
Nations Security Council Resolution (UNSCR) 1325 (NATO 2009). Frida Line-
hagen (Chap. 7) draws on interviews with personnel from Sweden’s Armed Forces
to provide a deeper understanding of the experience female military personnel bring
to the organization and their abilities to identify and use power resources in order
to be accepted by the military organization. Rita Hawkshaw and Clodia O’Neil
(Chap. 8) provide an initial conceptualization of the tenets associatedwith the profes-
sion of arms in the British Army. Finally, Thomas Crosbie and Meredith Kleykamp
(Chap. 9) will present findings on the first phase of the Survey of U.S. Military
Experts, a biannual survey of about 250 experts on American military affairs who
look at how military organizations navigate their increasingly complex global and
domestic responsibilities.

The third set of chapters in this book re-examine specific aspects of military pro-
fessionalism. Vanessa Brown and Al Okros (Chap. 10) present two issues concern-
ing integrating gender perspectives and addressing sexual harassment in the CAF.
The primary recommendation offered is that leaders be encouraged to reconsider the
social construction of professionalism, particularly regarding power, social privilege,
and the reproduction of the identity, norms, values, and beliefs that underpin the mil-
itary ethos. Vilhelm Holsting and Morten Brænder (Chap. 11) examine whether new
cadets share the values of the modern military. Sara Greco and Stéfani von Hlatky
(Chap. 12) outline what the CAF has done until now to update its concept of military
professionalism and the societal norms that have propelled such change. Importantly,
this chapter also highlights prospective approaches to reimagining the concept mov-
ing forward, with an emphasis on gender diversity at the leadership level. Finally,
Krystal Hachey, Tamir Libel, and Zackory Partington (Chap. 13) explore the impact
of artificial intelligence on the military profession, professionalism, and profession-
alization and the extent to which it has and will have in redefining what it means to
be a professional.

Chapter 14 by Tamir Libel andKrystal Hachey summarizes the research presented
in this volume and discusses the usefulness of common theoretical frameworks and
future directions in the study ofmilitary professionalism. In theAfterword,Yantsislav
Yanakiev proposes some future directions for the research discussed here.



8 K. K. Hachey

Conclusion

Since they were first proposed, theories of military professionalism (e.g., Huntington
1957; Janowitz 1960) have been shaped by the cultures in which the militaries were
embedded (Davies 1996). Until very recent times, little emphasis has been placed
on how gender and diversity fit into these theories. In response, a NATO RTG was
established to develop a culture and gender inclusive model of military professional-
ism, taking into account key aspects which influence professionalism (e.g., military
ethos, socialization), as well as additional aspects such as the relationship of military
professionalism throughout the career and at different levels (e.g., individual, orga-
nizational). Given the different cultures of the military (e.g., English 2004), this book
will make a first contribution to identifying the gaps in current practices and provide
an updated discussion on professionalism that is reflective of changing requirements,
culture, and demographics of contemporary militaries.
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Chapter 2
The Rise and Fall of the Study
of the Military Profession: From
the Sociology of the Military Profession
to the Sociology of Security Expertise

Tamir Libel

Abstract Since Huntington (1957), the understanding of the officer corps and the
relationship between the armed forces and society has drawn upon the wider theoret-
ical literature of professions. Over time, however, both theoretical advances (e.g.,
development of more conflictual theoretical models) and societal changes (e.g.,
declining autonomy of professions from the state and markets, competition over
jurisdictional domains with other types of vocations) have impacted the explanatory
power and suitability of employing the theoretical concept of professions to the study
of contemporary militaries. Recently, Eyal and Pok (2015) have provided a review
of the literature on professions and its pitfalls as well as an alternative conceptual
framework. Although they have demonstrated its utility in the study of the security
domain, their research discussed neither the military nor the officer corps. This paper
draws on Eyal and Pok’s review of the evolution of the concept of professions and
adapts their alternative framework to the military profession.

Keywords Sociology ·Military professionalism · Professionalism ·Military
profession · Professions

Introduction

Few would disagree that Western armed forces have experienced dramatic changes
since the end of the Cold War. Much of the recent discussion of these changes has
referred to the concept of professionalism (Libel 2010, 2013, 2016, 2019, Libel
and Gal 2015). This is understandable as the concepts of military professionalism
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and the military profession constitute the foundation for much of the literature on
civil-military relations and military sociology (Burk 2002b; Nielsen 2012), which
originated in the classic works by Huntington (1957) and Janowitz (1960). However,
this approach became outdated as professions in post-industrialist societies entered
a state of crisis as a result of growing competition from a variety of competitors—for
example, vocations, firms, and even non-governmental organizations (Burk 2002a;
Heinecken 2014; Crosbie and Kleykamp 2018).

While some authors (e.g., Snider and Watkins 2002; Heinecken 2014) have
observed that the military profession is experiencing this crisis too, they have failed
to suggest an alternative approach, such as the one introduced outside of the civil-
military relations literature by Eyal and Pok (2015), who observed that the crisis
of professions resulted from an “historical transformation in the social organization
of knowledge production,” necessitating an “analytical move from professions to
‘expertise’” (p. 39). The present study adopts this approach and argues for replacing
the sociology of military profession with that of security expertise.

The theoretical objective of this study is to demonstrate that the traditional concep-
tualization of military organizations is an adaptation of the sociology of professions
to a military setting (i.e., the sociology of the military profession), but that external
and internal changes in the military organization have rendered this approach out-
dated. The study introduces the sociology of expertise as an alternative, adapting
it to the military context (i.e., the sociology of security expertise). The comparison
of the two is based on their foundational commonality—each is based on a specific
form of expert knowledge. The “transformation in the social organization of knowl-
edge production” (Eyal and Pok 2015, p. 39) leads to a comprehensive change in the
relations between experts and the societies they serve.

From Profession to Expertise?

What distinguishes a profession from an occupation is the existence of a theoretical
body of knowledge that serves as the foundation for the practical skills of the pro-
fessional. Laypersons will find it difficult to acquire the knowledge and skills unique
to the profession, creating an effective monopoly. Professional communities seek to
maintain their monopolies through a variety of measures (e.g., control of recruit-
ment and selection of members and the establishment of criteria for promotion).
Nevertheless, professions are not cartels. The state allows them to have a degree of
autonomy because they provide services the free market finds difficult to provide
(Downes 1985, p. 148).

Eyal and Pok (2015, p. 37) proposed that the sociology of professions is too
narrow to account effectively for the diverse phenomena of expertise. The focus on
professions should be substituted with expertise because “the term ‘expertise’ per-
mits to bring into view a much wider field than what is offered by the sociology
of professions” (p. 39). This wider point of view is necessary with regard to armed
forces because the end of the Cold War brought about tremendous change in armed
forces and their relations with their parent societies. First and foremost, the pace of
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the transition from conscription to volunteer forces, a trend that began in the 1970s,
significantly eroded the traditional isolation of armed forces from societies (Sorensen
2000; Van der Meulen and Manigart 1997; Dandeker 1994). Combined with pres-
sure for quick peace dividends, armed forces experienced dramatic downsizing and
reduced budgets.

This shrinkage was partly due to the armed forces’ declining social status, which
resulted in the elimination of their semi-autonomous standing and immunity to social
trends and scrutiny (Dandeker 1994, pp. 648–649). Beginning in the 1990s, Western
militaries faced growing demands to accommodate gender equality and ethnic diver-
sity. A major aspect of this accommodation was the subordination of the military to
civilian legislation and oversight by civilian courts on matters such as safety regu-
lations. This corresponded with the growing influence of international humanitarian
law (Waters 2008).

As a result of their declining size and budget, and facing high operational tempo,
Western armed forces had to rely increasingly on private security companies (Hei-
necken 2014). This unprecedented outsourcing in the military realm was simulta-
neous with a fundamental change in the nature of Western armed forces’ missions.
Western armed forces began operating as part of multinational forces in a diverse
variety of missions in which they played a secondary, supporting role under strict
legal, political, and ethical constraints (Dandeker 1994, pp. 640–641; Luttwak 1995).
Being subject to constant media coverage and frequent political intervention and
scrutiny, officers were not only pressed to ensure force protection and minimal col-
lateral damage at the expense of accomplishingmissions, but also worked closer than
ever with governmental and non-governmental local and international organizations
(Dandeker 1994). The changing character of military mission was accompanied by a
weaving together of military, diplomatic, and economic tools, resulting in a blurring
of boundaries between the civil and military spheres and military and non-military
actors (Dandeker 1994).

Hence, armed forces had to expand military education to equip officers with
expertise beyond themanagement of violence (Dandeker 1994). Ironically, this focus
on security expertise, rather than military professionalism, unintentionally showed
that the sociology of professions was too narrow to account effectively for the diverse
phenomena of expertise in the military domain. To clarify the difference between
these two types of sociologies of knowledge, and the implications of this analytical
transition for analysis of military affairs, the following section reviews the literature
on military professionalism.

The Rise and Fall of the Sociology of the Military Profession

Eyal and Pok (2015) asserted that:

the sociology of professions reflected an earlier status quo…when meaningful participation
in the policy arena, in the public sphere or in courtroom performances of expertise, was
restricted to those experts dully recognized as members of legitimate professions. As long
as it was clear who the experts were and how to recognize them, one did not need a word
for “expertise” (p. 39).
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Although they did not refer directly to the military, this is an accurate description
of the discussion of military professionalism within the civil-military relations liter-
ature. Huntington (1957, p. 11) was the first to identify officership as a profession,
distinguished from other professions in its reliance on a theoretical body of knowl-
edge and a derivative skill set: a monopoly on the knowledge and skills related to the
management of violence (Nuciari 1994, p. 7).

The inclination of scholars and practitioners in the 1950s to define the military
as a profession reflected the high social status of professions at that time. It also
reflected in part the logic of the then-predominant structural-functionalist theory,1

presenting professionals as public trustees who pursue the common good (Burk
2002a, p. 27). This was reflected inHuntington’s (1957) articulation of themilitary as
a profession, which was followed by Janowitz’s (1960) conceptualization of military
professionalism.2 Huntington (1957) concluded that the military profession had to
be distinguished from civilian society. Similarly, its values, although recognized by
the society, are often not in sync with those of the civilian society.

However, the same social processes that reshaped the value orientations ofWestern
societies also influenced their armed forces, eroding the separation of the two (Caforio
1994, p. 35). This led Janowitz (1960) to present his civilianization hypothesis,
whereby the armed forces converged increasingly in their orientations to large civilian
organizations (Caforio 1994, p. 35). Huntington’s and Janowitz’s studies, although
debating the same issue, used different terminology and conceptualizations, which
made reaching common ground much harder than was necessary (Sørensen 1994,
p. 600).

Considering their impact on later generations of scholars, “it is striking that
Huntington and Janowitz never discussed their different approaches and concepts”
(Sørensen 1994, pp. 605–608). The lack of dialogue left several analytical and
methodological problems unresolved. First, both had reached their conclusions con-
cerning the nature of the military profession without empirical exploration. Sec-
ond, rather than looking for a common conceptual understanding, Huntington and
Janowitz developed separate terminologies and formulated key concepts differently.
Third, both Huntington and Janowitz assumed that if the officer corps felt that its
identity, attitudes, and norms were being attacked by the political echelon or civil
society, it would refrain from responding and remain passive. This assumption is
not only unreasonable given the historical record, but it hinders the potential of their
theories to be used for accurate analysis of the two-directional relationships of civil-
military relations. Fourth, neither Huntington nor Janowitz explicitly mentions the
level of analysis of the armed forces that was the focus of their work. Fifth, and

1“A basic premise of structural functionalism is that society needs a certain level of social cohe-
sion, solidarity, or integration in order to function, and structural functionalists can be regarded as
attempting to identify, and perhaps promote, the sources and forms of social cohesion” (Dew 2014,
p. 1).
2In contrast to the widely common attribution of the identification of the military as a profession to
Huntington, Crosbie and Kleykamp (2018, p. 524) argue that he was preceded by Lasswell (1941)
and Charles (1956).
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perhaps the most problematic, is that their seminal studies drew upon questionable
assumptions concerning causal relations and their directions (Sørensen 1994, p. 608).

Despite these terminological divergences, Caforio (1988) and others argued that
the theories were quite similar and mutually supportive. Libel (2010) suggested
that Huntington, Janowitz, and most of their followers did not focus on military
professionalism itself, but on its social, political, and cultural consequences. In other
words, their interest in conceptualizing the officer corps as a military profession was
due to the methodological benefits for analyzing the relation between the military
and its society. The analytical framework of the relations between a profession and
its parent society could be used to define and to understand civil-military relations
(i.e., between the officer corps and its parent society). Thus, many, if not most of
the scholars who belonged to what could be called the first generation of military
professionalism, did not delve deeply, either theoretically or empirically, into the
meaning of the military profession or professionalism.3

An exception to this general trend was Jacobus Adrianus Antonius (Jacques) van
Doorn.4 He used a structural-functionalist approach (Moelker and Soeters 2008) to
refine the key concepts of the sociology of the military profession. Highly influential,
in a career that spanned 57 years (Moelker et al. 2009), his work is much less known
and influential nowadays, which may be a result of the increasing split into North-
American and European streams in the civil-military relations literature. While the
works of Huntington and Janowitz are still considered relevant and often cited in
current North-American studies, this is not necessarily true in European studies. In
addition, while the classic studies of Huntington (1957) and Janowitz (1960) were
written in the lingua franca of science (i.e., English), most of Van Doorn’s and
his contemporaries’ studies were written in their native languages and were only
accessible to the English-speaking audience via either old (by now) translations or
as references in English studies.

One of Van Doorn’s main contributions was the distinction between the insti-
tutional patterns of professions and bureaucracies. In a representative article, Van
Doorn (1965) claimed that

the most important difference between the professional man and the bureaucrat, however,
is their distinctive frame of reference. The loyalty of the professional man is directed at
his profession: his loyalty to the employing organization is low. He takes his standards and
norms from the professional community, and he tries to protect these from interference and
administrators. His performance as a professional can only be validated by colleagues, not
by his superiors and still less by a layman. Connected with this is the “horizontal” structure
of the profession which is composed of equals (pp. 262–263)

3This trend continued if not until this day than for several decades at least. Writing in the late 1980s,
Caforio (1988, p. 65) indicated that although there were many studies concerning the relations
between the military profession and its parent society, “they are all studies that have been done
from outside the military profession (or, at least, on its relations with the outside world), almost as
if the military were an impenetrable subject of study, one not approachable from within.”
4Moelker and Soeters (2008, p. 36) defined Van Doorn as one of the founding fathers of military
sociology, alongside Janowitz and Raymond Aron.
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In spite of these observed differences, a societal process of convergence between
professions and bureaucracies began in the 1950s, leading scholars to conclude that
“conflicts easily arise, and where the ‘interlocking controls’ of professions and orga-
nizations clash, the professional seems to be the weaker partner” (Van Doorn 1965,
p. 263).

Van Doorn (1965, p. 263) indicated that this process took place within Western
armed forces, and commented that it is remarkable that the military profession is
seldom or never mentioned in these studies. Sometimes the professional soldier is
not mentioned at all, evidently because his calling is not regarded as a profession.
Sometimes he is mentioned in passing, but his position is not further discussed
(p. 263).

Ultimately, Van Doorn contradicted this position and defined officers as pro-
fessionals, in line with Huntington and Janowitz. He argued that, in the context of
armed forces, the attribution of professionalism should be restricted to commissioned
officers because their “role comprises the elements of specialized expertise and com-
petences, public responsibility, formal license (the commission), corporateness, and
a usually strong social isolation in a professional community” (Van Doorn 1965,
p. 264).

Thus, drawing on Huntington’s (957, p. 16) observation that “the officer corps is
both a bureaucratic profession and a bureaucratic organization,” Van Doorn (1965,
p. 264) argued that that the officer corps is a fusion of a profession and bureaucracy.
This conclusion seems to derive from his structural-functionalist analysis of the
armed forces’ function:

The distinction between officers and men is certainly not simply the outcome of a historical
process. Rather, it is a functional distinction: the military profession is traditionally and
actually a managerial profession.

Therefore, assigning the attribution of professionalism to non-commissioned offi-
cers runs against the institutional logic of the armed forces. Van Doorn (1965) further
elaborated this point:

The combination of profession and organization in the army has thus been institutionalized
in two ways: in fusion on the level of the officer corps, and in a simultaneous segregation
of both patterns in the army as a whole by a sharp division between officers and men. This
dichotomy might endanger the functioning of the military forces, if the army was not part
of an institution strongly isolated from society (p. 271).

Hence, from the structural-functionalist perspective of the first generation, dis-
cerning and maintaining these structural distinctions among the various strata within
armed forces were of the utmost importance for its internal function and relations
with its parent society. It was reflected in Van Doorn’s (1965) observation that

This isolation, which exceeds the normal institutionalized division of labor in modern soci-
eties, may be explained especially by the very exceptional function of the army: the conduct
of war, respectively, the preparation for war. This function is so exceptional and therefore
differs so sharply from other institutions which ensure the continuity of society, that the
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standing armies were distinctly isolated from the rest of society, logically, socially, and cul-
turally; in ethos, ideology, ritual and dress. This situation strongly fostered the integration
of all sections of the armed forces as well as the emergence of a specific military culture
(pp. 271–272).

Further, from the structural-functionalist standpoint, the erosion of internal and
external isolation results in tensions, if not crisis. Van Doorn observed several causes
in his time that led to this erosion, many of them continuing today: politicization
of domestic and international politics that violate professional neutrality, erosion
of the elite status of the officer corps and of its distinction from the other military
ranks, and segregation from society due to growing democratization of Western
societies, growing inter-service competition within the armed forces, and increasing
competition from civilian security experts (Van Doorn 1965, pp. 273–274).

Ironically, at exactly the same time as Van Doorn wrote this, these assumptions
concerning how professions in general, and the military profession in particular,
began to be questioned (Eyal and Pok 2015):

Once the relative dominance enjoyed by the established professions was challenged…which
happened precisely during the 1960s, the number of contenders for expert status increased
and the basis for their claims became more heterogeneous (p. 39).

Thus, in the 1960s, social scientists replaced the structural-functionalist logic
with a conflictual one, perceiving professions as self-interest groups (Burk 2002a).
By the late 1970s, this was implicitly integrated into the work of Moskos (1977). In a
series of studies, he presented the institutional/occupational (I/O)model, arguing that
the military profession moved away from institutional–professional principles and
toward occupational ones (Moskos 1981, 1986, Moskos and Wood 1988). Moskos
defined the institution as

legitimized in term of values and norms: that is, a purpose transcending individual self-
interest in favor of a presumed higher good….Members of an institution are often viewed
as following a calling (Caforio 1988, p. 55).

In contrast he defined the occupation as

legitimized in terms of the marketplace—that is, prevailing monetary rewards for equivalent
competencies….The occupational model implies a priority of self-interest rather than of the
employing organization (p. 55).

Moskos suggested a set of indicators that he claimed could indicate whether a
given armed forces is institutional, occupational, or positioned between these poles
(Caforio 1988;Nuciari 1994). The indicators diverged from each other in their weight
concerning the determination of where a specific armed force was positioned along
the spectrum (Nuciari 1994). According to Caforio (1994), most of these indicators
could also be used with profession, rather than institution, in the opposite pole from
occupation. However, this would have required limiting the inquiry only to the officer
corps; i.e., to military professionals. Caforio (1994) also attributed the popularity of
the model in the late 1980s to the ease with which this set of indicators could be
implemented, as well as the perception of scholars and practitioners that Moskos
was a scientific authority. As Caforio (1994) argued
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Moskos uses the term occupation in a general sense—that is, including both professional
and nonprofessional jobs—rather than in a specific sense—in contrast to a professional
activity—as it has been used up to now [i.e., clearly distinguished from professionalism]
(pp. 66–67, footnote 6).

This was part of a wider tendency of Moskos to re-coin common terms using
alternative, ambiguous terminology, thereby damaging the prospects of shared under-
standing among academic and professional communities (Sørensen 1994). Caforio
(1988) was probably the first to notice that Moskos did not explicitly define the
distinction between his institutional/occupational dichotomy and the first gener-
ation’s professional/occupational dichotomy. This resulted in wide misuse of the
concrete concepts of profession, institution, and occupation in in academic and
military-professional research.

In a more analytical terms the institutional/occupational model, as was mentioned
above, ran against the key distinction of the first generation of military profession
scholars between profession and occupation. Their structural-functionalist orienta-
tion resulted in a focus on the officer corps and in insisting that its separation from
the other ranks was crucial to the functioning of the armed forces. In contrast, the
institutional/occupational model conceptualized the entire armed forces as a social
group, rather than focusing on the officer corps (Nuciari 1994). Hence, Moskos, who
could be seen as the founder of the second generation of military profession schol-
ars, imported the “dynamic logic” of the sociology of the professions of his time
into the sociology of the military profession. This definition of Moskos draws upon
Nuciari’s (1994) observation that the institutional/occupational model set a new, dif-
ferent course for the sociology of the military profession than the original one set by
Huntington (1957) and Janowitz (1960).

The research program of the second generation of the sociology of the military
profession drew uponMoskos’s studies and criticized them. Nuciari (1994) indicated
that the institutional/occupational model gained with time the status of a classical
point of reference rather than an actual research design. To some degree, a growing
division could be seen in the literature in North America and Europe. A prominent
figure among the European second generation scholars was Giuseppe Caforio, a
retired Italian brigadier general turned scholar. In his early works in English, Caforio
discussed Moskos’s work a lot. In a typical early study, he referred to the institu-
tional/occupational model as the predominant framework for analyzing processes of
change in the military profession at that time (the late 1980s). In this work, Caforio
(1988) defined the military profession as

a lifetime work activity that is essential (or at least useful) to the community and that is
sufficiently demanding to require a certain intellectual ability and the acquisition of con-
siderable theoretical knowledge, specific to the particular profession. This knowledge is
acquired through educational institutions at the university level that are dedicated to that
specific profession (p. 55).

In his inquiry into analytical frameworks for explaining processes of change in the
military profession, Caforio (1994) relied on Van Doorn’s work on the dual nature of
the officer corps as a profession and a bureaucracy. This led him to see this structural
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tension as a reason to think about professionalism as a degree rather than as a fixed
property (Caforio 1988):

I consider the officer’s profession to be a bureaucratic one, in which there exists a dialectic
tension between the hierarchic and the professional poles. The distribution of the posi-
tions taken by individual officers between these two poles can, in different historical and
environmental contexts, render the role of officer more—or less—professional (p. 55).

Caforio (1994) had relied to a large degree on surveys in order to study processes
of change in the military profession, using survey data to evaluate the dominant
role-orientations among officers. He argued that the professional and occupational
dimensions should be analytically separatewhen evaluating this.Moreover, he argued
that despite this analytical distinction, these orientations were not mutually exclusive
but could exist simultaneously, resulting in a fourfold typology of ideals.

His prolific research agenda was often done in collaboration with the no-less-
influential Marina Nuciari, an Italian professor at the University of Turin. In the early
1990s, she also contributed significantly to the revived interest in the sociology of
the military profession. Much like Caforio, Nuciari’s (1994) work was based on Van
Doorn: “All scholars dealing with the military profession agree on one peculiarity:
it is simultaneously a bureaucracy and a profession” (p. 15). Moreover, she added a
crucial complementary observation:

In formal organizations…professional roles are usually intertwined with a complex role
system reflecting the functional structure of the organization itself, so that the necessary
integration of the professional activity leads to a strong limitation of the single professional
practitioner’s autonomy, discretion and control. These limitations are counterbalanced, how-
ever, by the fact that the top level of the organization is often formed by people belonging
to the same professional group (p. 8).

This determination is valid in the military, perhaps even more than in other orga-
nizations, because its top leadership—the generals—could be appointed only from
within the members of the officer corps. Thus, Nuciari (2012) argued that the profes-
sional characteristics of the military profession are hardly distinguishable from its
organizational (i.e., bureaucratic) ones. She claimed, further, that this was empha-
sized as the unique characteristic of the military profession in most, if not all, the
theoretical models for explaining the changes in contemporary armed forces:

The common core of all research relating to these models seem to lie in the generalized
perception of an ongoing decline in the relevance, legitimacy and prestige accorded by con-
temporary affluent society to the military profession, which can be defined as a “role crisis”
or as “deprofessionalization” or as the “occupationalization” of the military profession. This
process of change is also signaled by a change in the value orientations of military profes-
sionals, who seem to be turning from reference patterns based on the assumption of definite
responsibilities in favor of the community (the defence of the common good) at the expense
of the individual good, to individualistic patterns grounded in career and job security, like
any other occupation (p. 8).

In North America, similar reasoning a decade later brought about a group of U.S.
Army researchers, with Don Snider as the leading figure, to turn to Huntington’s and
Janowitz’s concepts of military professionalism as the conceptual foundation for
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proposing reforms for the U.S. Army (Matthews 2002), marking the beginning of
the third generation in the literature. Thus, according to Snider and Watkins (2002),
military organizations have a dual nature, being both professions and bureaucracies
simultaneously. As professions, they focus on developing expert knowledge in their
members and encouraging them to implement it in new situations. As bureaucracies,
they concentrate on the implementation of expertise in routines and organizational
processes. They argued that this analytical framework can be used to identify “profes-
sional deficiencies” in armed forces and develop appropriate remedies. Meanwhile,
militaries’ ability to maintain professional characteristics had significantly declined.
The integration of an increasing variety of actors in military operations challenged
the military’s claim to unique expertise, eroding its status as a profession (Heinecken
2014).

Although relying on similar conceptual foundations, the second generation’s
European and third generation’s North American sociology of the military profes-
sion diverged significantly from each other. The former, while it often involved either
soldiers–scholars or civilian faculty members of military colleges, was mostly aca-
demically oriented and often referenced the work of the previous generation (e.g.,
Van Doorn), which was accessible mostly only in European languages. The lat-
ter, although it often involved collaboration with civilian scholars, was much more
policy-oriented in its goals, as reflected in Snider’s work (Snider and Watkins 2000,
2002; Snider 2012). Both strands did recognize that the military profession was in a
crisis for reasons similar to those that caused the crisis of civilian professions.

The recognition that “the scope of the phenomenon has changed, and that a new
approach is needed” (Eyal and Pok 2015, p. 39) was also the common thread in the
work of the third generation. This scholarship can be divided into two strands. The
first consists of studies influenced by Moskos’s terminological ambiguity and the
over-stretched concept of military professionalism. As Moten (2011) observed:

Some writers loosely use the term professional when describing the Armed Forces, meaning
that the Services are a standing force or that its members serve for long periods of time.
Such imprecision conflates “professional” with “regular” and a “professional military” with
a “standing army” (p. 15).

While some argue that this should be looked upon as an alternative conceptual-
ization, they tend to ignore that “those terms are not synonymous” (Moten 2011,
p. 15). Moreover, the loose use of concepts, which amounts to academic submission
to popular abuse of defined concepts,5 sacrifices the internal coherence and explana-
tory power of the concepts (i.e., what a profession is and who is a professional). This
resulted in growing ambiguity as to the meaning of military professionalism (e.g.,
equating the status of professional with a type of militarymanpower system—the all-
volunteer force; Renz 2014; Szymański 2015; Wyss 2011) and who could be defined

5Moten (2011) eloquently described this practice as follows: “From time to time in the United
States, a clearly defined word will find itself dragooned by popular culture to serve the common
lexicon. Before long, that proud old word will get bandied about somuch that it changes andmorphs
into something that is at once broader and less than its former self. The term professional is such a
word. Today, everyone wants to be a professional” (p. 14).



2 The Rise and Fall of the Study of the Military Profession … 23

as a professional (e.g., defining non-commissioned officers as military professionals;
Gutknecht 2005; Willeford 2014).

The second strand includes studies that adopted a normative stance and assumed
that, despite the crisis of professions, militaries should stay professional (Libel 2010,
2013). These studies are theoretically sound and draw upon the well-established lit-
erature concerning professions in general and the military profession in particular.
However, while scholars who work in this strand acknowledge the crisis of profes-
sions, they tend, as a rule, to assume that it can be remedied (Snider and Watkins
2002). In other words, these scholars reject either explicitly or implicitly the virtual
irreversibility of the crisis and resulting decline of the theoretical value of the concept
for analysis of contemporary armed forces and civil-military relations.6

From the Sociology of the Military Profession
to the Sociology of Security Expertise?

The decline in the conceptual clarity and scientific value of the sociology of pro-
fessions in the civil-military relations literature requires turning to the sociology of
expertise. According to Eyal and Pok (2015):

the field covered by the sociology of professions is too narrow to be able to contend with
the diverse phenomena of expertise in contemporary society…. This analytical move from
professions to “expertise” reflects a historical transformation in the social organization of
knowledge production….Once the relative dominance enjoyed by the established professions
was challenged, however, which happened precisely during the 1960s, the number of con-
tenders for expert status increased and the basis for their claims became more heterogeneous
(p. 42).

This in turn necessitates clarifying the distinction between the two analytical
frameworks. The sociology of professions is focused on jurisdiction, “the link
between a profession and its work” (Abbott 2002, p. 20 in Eyal 2013, p. 864). In other
words, “the approach is focused on who has control and of what kind over a task,
while leaving aside the question of what arrangements must be in place for a task
to be accomplished and through what processes these arrangements were created”
(Eyal 2013, p. 864).

In contrast, the sociology of expertise focuses on “the arrangements and conditions
necessary for problems to become objects of expert labor” (Eyal 2013, p. 864). Its
aim is to combine the analysis of “how networks of expertise are assembled with
jurisdictional analysis in order to conduct a history of tasks and problems” (Eyal
2013, pp. 868–869). Table 2.1 presents an abbreviated version of the table of Eyal
and Pok (2015, p. 41) that detailed key distinctions between the two sociologies.

6It should be emphasized that the concept of military professionalismmaintains its theoretical value
for analysis of historical periods or geographical regions in which professions are either not in crisis
or are able to win battles over jurisdiction (Burk 2002).



24 T. Libel

Table 2.1 Dimensions of contrast between the sociology of expertise and the sociology of
professions

Sociology of professions Sociology of expertise

Scope Limited to professions and
would-be professions

Inclusive of all who can make
viable claims to expertise

Modes of analysis Expertise reducible to the expert’s
interests and world-views

Experts and expertise
distinguished as two different
modes of analysis

What is privileged? Organizational and institutional
forms: credentialing, licensing,
associations, etc.

What experts actually do. The
capacity to perform a task better
and faster than others

What is expertise? Attribution, a formal quality
reducible to actors’ interests

A network connecting together
actors, devices, concepts,
institutional, and spatial
arrangements

Abstraction The most distinctive characteristic
of professions is their possession
of esoteric, decontextualized
knowledge

Abstraction is just shorthand for a
chain of practical transcriptions.
Different forms of expertise
abstract differently, because their
chains are different

Source Eyal and Pok (2015), p. 38. The table is copied verbatim

With regard to the scope of the sociology of professions, the phenomena under
study are limited to those that either are or would be professions, while the sociology
of expertise consists of all those who could inform the analysis. Similarly, regarding
modes of analysis, expertise is equated in the sociology of professions with the
interests and worldviews of members of the profession. Alternatively, the focus on
expertise in the sociology of expertise results in an analytical distinction between
experts and expertise. The former are the “actors who make claims to jurisdiction
over a task” (Eyal 2013, p. 869), and the latter is the “capacity to accomplish this
task better and faster” (Eyal 2013, p. 869).

With regard to what is privileged, the emphasis is on the “set of mechanisms
designed to control the supply of and demand for professional services” (Eyal 2013,
p. 874). The autonomy of the profession gives it a monopoly over who can become
a member of the profession and how. In contrast, the sociology of expertise focuses
on analyzing expertise as the “capacity to accomplish this task better and faster”
(Eyal 2013, p. 869). With regard to what is expertise in the sociology of professions,
expertise is “an attribution, a quality that the experts possess by virtue of recognition
granted by significant others and thereby reducible to their interests, role sets, and
modes of organization” (Eyal 2013, p. 870). Concerning abstraction, the autonomy
and monopoly of the profession depends on the existence and codification of some
abstract knowledgeuniquelypossessedby theprofession. In contrast, the sociologyof
expertise, with its distinction between experts and expertise, suggests that different
groups of experts would have different abstract knowledge. Thus, the analysis of
abstraction should be of the ways and the chains of reasoning (i.e., transcriptions)
for each of these groups.
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Table 2.2 Dimensions of contrast between the sociology of the military profession and the
sociology of security expertise

Sociology of military profession Sociology of security expertise

Scope Limited to commissioned officers Inclusive of all who can make
viable claims of security expertise

Modes of analysis Expertise reducible to the officer
corps’ interests and worldviews

Security experts and security
expertise distinguished as two
different modes of analysis

What is privileged? Organizational and institutional
controls and practices

What security experts actually do:
the capacity of a security expert to
perform a security-related task
better and faster than others

What is expertise? Formal military doctrine A network connecting national and
transnational as well as public and
private security actors, devices and
concepts, including institutional
and spatial arrangements

Abstraction The most distinctive characteristic
of the military profession is the
formal codification of its abstract
knowledge into field manuals

Abstraction is just shorthand for a
chain of practical transcriptions.
Different forms of security
expertise abstract differently
because their chains are different

Source Author’s depiction following Eyal and Pok (2015, p. 38)

The sociology of expertise’s inclusive approach encompasses the current security
environment where the officer corps is just one, albeit often the leading one, among
many actors. Because the analysis provided by Eyal and Pok (2015) does not pertain
to either military or security organizations per se, their generic analytical framework
has to be adapted tomilitary settings. Table 2.2 contrasts the sociology of themilitary
profession with the sociology of security expertise.

The evolution of the sociology of the military profession (whose characteristics
are distilled in Table 2.2’s left-hand column)was described above. The characteristics
of the suggested alternative analytical framework, the sociology of security expertise,
are described in Table 2.2’s right-hand column. Further work is required to explore
its potential and applicability.7

Conclusions

This paper is built on Eyal and Pok’s (2015) sociology of expertise in twoways. First,
their discussion of the evolution of the sociology of professions is used to analyze
the development in the literature of the two concepts of the military profession and
military professionalism. Second, the paper demonstrates that their critique of the

7For a first implementation of sociology of security expertise see Libel (2019).



26 T. Libel

limitations of the sociology of professions and their suggested alternative framework
also applies to the study of the military profession. The analysis shows that the con-
cepts of profession and professionalism do not apply to the officer corps adequately.
Moreover, the concept of profession has lost its value in military affairs because it
does not account for the characteristics and developments of contemporary armed
forces and military operations. Hence, the general alternative framework suggested
by Eyal and Pok (2015) was adapted to the analysis of the military domain. This new
approach can be termed the “sociology of security expertise” in accordance with
Eyal and Pok’s more general “sociology of expertise.” Further work is required to
develop the sociology of security expertise into a fully-fledged research agenda.

From these general findings, several additional conclusions could be drawn. First,
the officer corps never fully met the characteristics of a profession, as defined by the
sociology of professions.Above all, the officer corps existedwithin state bureaucracy,
which led Van Doorn (1965), perhaps the leading theorist in the first generation of
the military profession literature, to tackle the issue via the construct of the officer
corps’ dual nature, being a fusion of profession and bureaucracy.

While conceptually beneficial in the revival of military professionalism theory
in both the second generation in Europe (e.g., Nuciari and Caforio) and the third
generation in the U.S. (e.g., Snider and Watkins), there is still reason to question
whether defining the officer corps as a profession was appropriate to begin with. If
this doubt is valid in regard to the officer corps, then the common practice of defining
and referring to other ranks within the armed forces as professionals should certainly
be avoided.

Next, the sociology of the military profession’s evolution followed roughly the
developments identified by Eyal and Pok (2015) in the scholarship of the sociology
of professions. Thus, it seems that the leading figures in each of the three generations
were familiar, if not well-versed, in the wider scholarship on professions. This is
especially noticeable in the cases of the founders (i.e., Huntington, Janowitz, Van
Doorn, and in the deans of the American strand of the third generation; i.e., Snider
andWatkins 2002). The latter even included in their work discussions concerning the
evolution of the literature on the military profession (Burk 2002a) and professions
in general (Abbot 2002).

As a result, continuous trends—for example, those identified already the 1960s
by Van Doorn (1965, pp. 273–274), such as the competition of officers with civilian
security experts—were labeled as new developments. This is especially noticeable
in the influence of the digital revolution and big data analytics on the military profes-
sion. One can find a large number of either heavenly or apocalyptic forecasts about
the “obvious” ramifications of these developments for the military organization. A
historically informed analysis, which would have to take into account the inherent
relations of the officer corps andmilitary expertise to technological innovation, could
probably reach a much more balanced and policy-relevant analysis.8

8For comprehensive discussion of this issue see the Chap. 15 in this volume.
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The new, more comprehensive theoretical framework of sociology of security
expertise, as proposed above, could facilitate the understanding and comparison of
such cases.
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Chapter 3
The Changing Military Profession
in Bulgaria

Yantsislav Yanakiev

Abstract This chapter analyzes the transformation of the Bulgarian military and
its concept of professionalism after the end of the Cold War, beginning with the
social and political transition from socialism to democracy after the dissolution of the
Warsaw Pact in 1991. The focus is the postmodern trends in themilitary organization,
such as the change in the traditional warrior’s role as a result of participating in
international missions and operations, the creation of an all-volunteer force, and the
full integration of women into the services. In addition, this chapter presents survey
results from military members regarding their perceptions of their social status, the
prestige of the military profession, and the public image of the defense institution.
Finally, public support for the military institution and the military profession is
discussed. The chapter concludes with some views about the future of the military
profession in Bulgaria and the key challenges to military expertise.

Keywords Military professionalism · Postmodern military · All-volunteer force ·
Public image of the military · Peace support operations · Bulgarian armed forces

Background: The Bulgarian Military Transition
from Socialism to Democracy

Bulgaria was a member of the Warsaw Pact until March 31, 1991, and one of the
closest allies of the Soviet Union. Under the conditions of socialist society, the core
role of the military profession was the defense of the socialist social system on the
national and international level. In essence, this role was first and foremost political:
the Peoples’ Republic of Bulgaria was a socialist state by virtue of the Article 1 of
the Constitution the Peoples’ Republic of Bulgaria from 1971.
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The dominant ideology was uniform and corresponded to an axiological self-
identification. There was a hierarchical structure of participation of the military in
exercising power. In addition, there was an established system of restrictions and
privileges for the military (basically, the officer corps), justified by its assigned role
as guarantor of the established socio-political system. Finally, therewas a clear policy
on shaping and maintaining the public image of the armed forces as the “sentinel of
peace and socialism.”

Since the end of the Cold War, in the conditions of a radically changed social
environment and pluralistic society, the core role of the Bulgarian Armed Forces
(BAF) became the defense of national sovereignty and territorial integrity (see the
Constitution of the Republic of Bulgaria, Art. 9 inNationalAssembly of theRepublic
of Bulgaria 2011). Correspondingly, the core of military professionalism changed
significantly toward the acceptance of new democratic values and norms by service
members, even though the norms were quite different from those of the authoritarian
socialist society.

The 1990 Political Parties Act effectively banned political activity in the BAF.
The act bans command personnel and ranks from membership in parties and polit-
ical organizations. It bans also political and religious propaganda in the units. The
majority of the officer corps approved of these changes (Bongalova et al. 1995a,
pp. 41–46). The process of changeover from socialism to democracy was not easy,
and it did not happen overnight. First, the process of differentiation between the
political and professional ranks in the top echelons of the military administration
and building democratic civil-military relations had started in the beginning of the
1990s, but the process was too slow and accompanied with many tensions (Yanakiev
2005). Second, the definition of the national ideal concept—the axiological back-
bone of the officer’s professional identity—was even more ambivalent and vague. To
quote Charles Moskos, the military profession is “legitimated in terms of values and
norms: that is, a purpose transcending individual self-interest in favour of a presumed
higher good” (Moskos 1986, pp. 377–382).

According to data from surveys carried out in 1994–1995 in the military orga-
nization, at the individual level, the majority of military members felt that their
profession had low social prestige, and this was an important indicator of the crisis
in professional identity (Bongalova et al. 1995b, pp. 53–60). Similarly, opinion polls
carried out in Bulgaria after 1990 showed that the public assessed the performance of
defense in quite disparate terms. On the one hand, the Bulgarian public was steadily
appreciative of the military as an institution. For the period 1990–1995, public trust
in the BAF as an institution varied from 65 to 75%, and mistrust from 10 to 12%.
During the first five years of the transition to democracy, the BAF had undoubtedly
been one of the highest rated institutions in the state. On the other hand, the same
public was not so positive about the military profession. Few young people were
interested in joining the armed forces. Conscription was not popular at all. At the
same time, close to two-thirds of the commissioned officers were not satisfied with
the social status of the military profession (Bongalova et al. 1995b, pp. 53–60).

There were several social reasons for this situation: lack of public recognition of
the military profession as a “value for the others,” lack of stability and predictability,



3 The Changing Military Profession in Bulgaria 31

underpayment, no housing arrangements, lack of adequate jobs for spouses, etc. As
a result, the key characteristics of the military profession, such as public recognition,
predictability, stability, job security, were undermined. Last but not least, funding for
defense has been a major problem for the BAF since the end of the Cold War.

Nonetheless, the social and political context in Bulgaria has gradually changed,
even if there is roomfor improvement. Several factors contributed to gradual improve-
ment of the situation of the Bulgarian military over the last two decades and there
have been significant changes in the understanding of military professionalism.

First, Bulgaria became a member of the North Atlantic Treaty Organization
(NATO) in 2004 and of the European Union (EU) in 2007. The country has been an
active member of the Alliance, and it has deployed troops on various NATO and EU
missions and operations. Moreover, Bulgaria looks for an expanded NATO presence
in the Black Sea region and, in support of this goal, has held a growing number of
joint NATO military exercises in recent years. A NATO Force Integration Unit was
also established at the MoD in Sofia in September 2016, which contributes to better
coordination of national and Alliance efforts to guarantee security and stability in
the region (NATO 2019).

The second factor is related to active Bulgarian participation in regional and bi-
lateral security cooperation in South Eastern Europe (SEE). A practical expression of
the cooperation in the frameworkof this process is the establishment of theSouth-East
EuropeanBrigade (SEEBRIG) in 1998 (South-East EuropeanBrigade 2019). In addi-
tion, theDefense CooperationAgreement of 28April 2006 between theUnited States
and Bulgaria allows the U.S. government to deploy and train up to 2,500 soldiers
at three joint Bulgarian and U.S. military installations (AFB Graf Ignatievo, AFB
Bezmer, and Army training range Novo Selo) under Bulgarian command (Ministry
of Defence of the Republic of Bulgaria 2019d).

The third important factor for the positive change of the situation of the BAF and
themilitary profession is related to the politicalwill to increase defense spending over
the last several years. During the NATO Wells Summit in 2014, Bulgaria agreed to
spend at least 2% of its GDP on defense. In accordance with this decision, a national
plan for increasing defense spending to 2% of gross domestic product until 2024 was
approved byParliament (Council ofMinisters of theRepublic ofBulgaria 2017). This
important commitment of the Bulgarian government for increasing defense spend-
ing made possible new projects for modernizing the BAF. These projects included
procuring new multipurpose fighter jets for the Air Force, building new patrol ships
and renovating existing frigates for the Navy, and procuring new armored vehicles
for the Army (Council of Ministers of the Republic of Bulgaria 2015).

Today, theBAFhas a clearly defined role andmissions. Themain role of the armed
forces is to guarantee the sovereignty, security, and independence of the country and
defend its territorial integrity. There are threemainmissions for the BulgarianArmed
Forces: defense, support of international peace and security, and national security in
peacetime (Republic of Bulgaria 2010).

To summarize, important political, economic, legal, and organizational develop-
ments have transformed the defense institution inBulgaria, its civil-military relations,
and have contributed to a new type of military professionalism.
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Postmodern Missions and Postmodern Soldiers

The post-ColdWar era has seen a significant increase in the number of military oper-
ations requiring multinational coalitions, such as peacekeeping, peace enforcement,
anti-terrorism, stability and support, search and rescue, humanitarian, etc. None of
thesemissionswere traditionalmilitary operations, being quite different fromSamuel
Huntington’s classical definition of the military profession as “direction, operation
and control of a human organization whose primarily function is the application of
violence” (Huntington 1957).

Under these circumstances, gradual change in the nature of military professional-
ism and the traditional military culture has taken place. Military sociologists defined
the period as postmodern and, correspondingly, the defense forces as postmodern
organizations. The broader range of recent operations requires additional knowl-
edge and skills from the military and “alternative professional types” have emerged.
Besides the traditional warrior’s role, military professionals today are expected to be
“soldier–statesmen,” “soldier–scholars,” “soldier–diplomats,” etc. In addition, there
is a trend toward more extensive use of multinational military forces and internation-
alization of military forces themselves (Moskos et al. 2000). Today, one can identify
many of these postmodern trends in the defense organization in Bulgaria. The first
trend in Bulgarian military professionalism is the new missions undertaken by the
BAFafter 1990, beginning in 1992with the international deployment of theBulgarian
military with the United Nations Transitional Authority in Cambodia (UNTAC). Two
infantry battalions, 850 personnel each, took part in UNTAC. The mission started
in June 1992 and ended in September 1993. This was the first mission in which 10
Bulgarian soldiers died in service (MoD of the Republic of Bulgaria, Peacekeeping
Operation in Cambodia 2019).

Following the UNTACmission, Bulgaria took an active part in several NATO and
EU peacekeeping activities, as well as ad hoc coalitions to enhance the international
security environment. Most active and lengthy were the missions in the Balkans
NATO-led Stabilisation Force (SFOR) and the European Union Force Bosnia and
Herzegovina (EUFOR) after the dissolution of the former Yugoslavia. The Bulgarian
military contributed one engineering and one transportation platoon to SFORas a part
of the Dutch contingent and the logistic group HELBA/BELUGA under Greek com-
mand during 1997–2001. In addition, a force protection company of 149 personnel
and equipmentwas attached to SFORHQ in the operation from2002 to 2004. Finally,
several Bulgarian military served as civil-military cooperation (CIMIC) officers.

An official ceremony of handing over peacekeeping duties from the NATO-led
SFOR mission in Bosnia and Herzegovina to the EU’s military operation EUFOR
(Operation ALTHEA) was held on December 2004 at Camp Butmir in Sarajevo. The
BAF participated in Operation ALTHEA with a 120-strong contingent, comprising
a light infantry company protecting the headquarters of the operation, a national
support element, a liaison and observation team, and staff officers at operation
headquarters (Ministry of Defence of the Republic of Bulgaria 2019c).
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Bulgarian military personnel were also deployed in both missions in Kosovo, the
NATO-led KFOR and the UN peacekeeping operation (UNMIK). Since February
2000, a 40-strong Bulgarian engineering platoon (attached first to the Dutch and
later the German contingent) took part in the construction, maintenance, and repair
of engineering facilities, as well as in the reconstruction of buildings needed by
the local population. Since January 15, 2000, Bulgarian military observers have also
been deployed in UNMIK. As part of the planned reduction in the strength of KFOR,
our engineering platoon terminated its participation in the operation at the end of
2009. Currently, the Bulgarian contribution to KFOR is 10 military personnel at
mission headquarters (Ministry of Defence of the Republic of Bulgaria 2019b).

Bulgarian participation in the NATO-led International Security Assistance Force
(ISAF) in Afghanistan started in the beginning of 2002 with a small 32 personnel
sanitary contingent deployed in the area of responsibility of the British contingent
outside Kabul. Changes in the security environment in the region have necessitated
changes in the tasks performed by the contingent. Since 2003, the National Assembly
authorized the participation of a mechanized platoon in ISAF and instructors to train
the Afghan National Army. In 2007, our country gradually increased its contribution,
sending another two companies, one under the Italian Battle Group in Kabul, the
second in the defence of Kandahar Air Field, along with experts in specific tasks
(i.e., Air Traffic Control of Kabul Airport, intelligence groups, and a military police
platoon).

During the handover of security responsibilities in the capital from ISAF to the
Afghan National Security Forces in 2009, our mechanized company and the safe-
guard platoon were pulled out of the operation zone. However, in 2009, a Bulgarian
company took over the protection of Kabul Airport’s inner perimeter. Early in 2009,
Bulgaria sent an Operational Mentoring and Liaison Team to Kandahar in support of
the Afghan National Army, and in 2011 another three such teams (two in Kabul and
one in Kandahar), along with a Senior Advisors Team. Bulgaria has also committed
medical teams to the operation in Kabul, sending the first team of surgeons to work
under the Spanish Field Hospital in 2004, and later enlarging the participation of
Bulgarian medical surgery teams in Herat and Kandahar.

In September 2012, the four Operational Mentoring and Liaison Teams in support
of the Afghan National Army were transformed into Advisor Teams. Following the
operational transformation processes, the Ministry of Defence conducted a military
assessment, with analysis and recommendations for our participation in the operation
in 2011. As a result, by the end of the same year the government had adopted the
Strategy for Transformation of the Participation of the Armed Forces of the Republic
of Bulgaria in the ISAF Operation in Afghanistan, setting up the framework of the
forthcoming transformation of the Bulgarian contingent.

Currently, Bulgaria participates in NATO’s Resolute Support Mission in
Afghanistan, which is focused on the preparing, assisting, and provisioning teams of
advisers for the Afghan state institutions and national security forces in the Afghan
government, along with partners and other international organizations engaged in
the regional mission (Ministry of Defence of the Republic of Bulgaria 2019a).
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Since 2005, the Bulgarian Navy has supported Operation Active Endeavour
(OAE), part of NATO’s naval force in the Mediterranean, which is an effort by
the international community to combat terrorist activity in the Mediterranean. The
Bulgarian Navy provided a frigate with a crew of roughly 110 service members to
participate in the operation for a month each year, as well as a task force of the
special maritime vessel inspection team. The Bulgarian frigate last participated in
the October 2009 OAE mission (Ministry of Defence of the Republic of Bulgaria
2011b).

In addition to the above-mentioned missions and operations, Bulgaria contributed
to the first phase of the Stabilization Force in Iraq (SFIR), from 2003 until the end of
2005, as a part of the multinational coalition forces in the Polish division. During this
period, five infantry battalions were rotated, each deployed for 6months. As a whole,
2,309 Bulgarian military personnel participated in this phase of the SFIR operation,
primarily in CIMIC projects and patrolling. Officially, the battalion commander was
the Military Governor of Karbala. After 2005, and until 2008, the Bulgarian contin-
gent was redeployed to guarding the Ashraf Detention and Protection Centre and to
the protection of detainees undergoing a reintegration program at the Cropper Base
in Baghdad (Global Security Forum 2019).

Bulgaria has also contributed to theNATOTrainingMission–Iraq (NTM–I),which
was launched in 2004 to provide practical assistance in the training and equipping
of the Iraqi Security Forces. NTM–I focused on training and educating mid-to-
senior-level officers and the creation of robust and reliable military leadership at the
strategic and the operational levels. In essence, NTM–I was not a combat mission;
it was a separate operation, auxiliary to other international efforts aimed at the relief
and reconstruction in Iraq. Since the beginning of 2009, Bulgaria has renewed its
contribution to NTM–I, deploying two military personnel to mission headquarters
(Ministry of Defence of the Republic of Bulgaria 2011a).

All told, the military has been much more involved in operations that differ from
the warfighting that they had been trained for. Bulgarian participation in peace sup-
port operations (PSOs), the umbrella term for operations like the traditional peace-
keeping, peace-enforcement, peace-building, peace-making, humanitarian opera-
tions, conflict prevention, etc., has initiated a process of transition from the traditional
role of the warrior toward the new role of the proactive peacekeeper (Yanakiev 2000).
In other words, this long participation in peace-support operations has precipitated
a gradual change in the traditional military culture.

One of the most important indicators of the change is the relation between the
military and the local population in the area of deployment. The peace-support force
is deployed in the host country, both in the case of traditional peacekeeping and in
peace enforcement, in order to help people and to protect their lives and their rights.
This is a quite different role from the one of the warrior in the previous times.

The second important characteristic of themilitary culture change is themilitary’s
involvement in managing civilian tasks. This is particularly true for the role of pro-
active peacekeepers. The PSOs, as a result of their complex character, involve many
actors in the field, both military and civilian. Both sides frequently have different
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perceptions of the success of the PSOs. The way of working of the civilian orga-
nizations is quite different from the typical military understanding of organization,
discipline, and responsibility. In such situations, the military has had to cooperate
and work together with civilian organizations.

The third characteristic of the military role change, which distinguishes it from
the traditional role of the warrior, is related to the extensive use of multinational
military forces for executing PSOs. This change elevated the importance of cultural
adaptability and cross-cultural competence among peacekeepers who had to be able
toworkwith their counterparts from othermilitary contingents and local populations.

The Bulgarian military was challenged to work with colleagues who have dif-
ferent organizational culture (decentralized vs. the centralized one typical for the
Bulgarians), different leadership skills (direct vs. indirect, which is common for the
Bulgarians), different education and training, and, among other differences, the lan-
guage barrier. In addition, the Bulgarian military faced organizational barriers to
effective integration in multinational coalitions, such as different concepts of tactics
and mission planning, different disciplinary codes, different command and control
systems, equipment and armament, payment differences, and so forth.

All these factors undoubtedly influenced the change in military professionalism
in the BAF. The role of proactive peacekeepers is connected with the performance of
new tasks concerning active cooperation and coordinationwith civilian organizations,
the local population, and the mass media. At the same time, the new generation PSOs
have faced many of the demands belonging to traditional military professionalism.
As we have seen in the recent PSOs, like ISAF and SFIR, strong combatant skills
are still required to succeed in the operation. In this respect, the traditional military
skills and values have not lost their value.

It is therefore important to determine the kinds of knowledge and skills the mil-
itary needs to succeed in the new missions. A survey of Bulgarian service mem-
bers—specifically, the contingent in the ISAF operation in Afghanistan—regarding
challenges that they had encountered in multinational operations identified a number
of gaps in knowledge and training (Yanakiev 2012). More than half the respondents
(53.4%) reported needing additional English-language training, particularly in the
specialized English used in the documents they worked with on the mission (e.g.,
NATO abbreviations).

A second gap in the preparation of the Bulgarian military, according to about
one-third of respondents, was knowledge of international law (35.3%), national psy-
chology in the region of the mission (35.0%), religious communities in the region
of the mission (33.3%), and international relations (32.7%). These knowledge gaps
characterize the new dimensions of the military job and point to the need for new
professional types, which differ from the traditional understanding of the military.

The third gap was in pre-deployment training, which almost one-third of respon-
dents cited, and also relates to specific tasks during multinational operations: mul-
ticultural communication techniques (31.3%), history of the mission area (31.0%),
and logistics on a mission (29.6%).
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The fourth gap in training mentioned by about one-fourth of respondents was
knowledge in the spheres of CIMIC (25.2%), economy in the region of the mis-
sion (25.2%), and public relations (23.7%). This knowledge is important for the
success of contemporary military operations, which require good awareness of
the socio-political and economic situation in the region of the mission, as well as
the organization of CIMIC projects for winning the hearts and minds of the local
population.

In fifth place, about one-fifth of respondents noted that they needed additional
training in public administration and administrative procedures when working in
multinational operations, including better information about the administrative sys-
tem in the region where the operation was carried out (21.1%), as well as the manuals
and regulations of a NATO-led multinational operations (20.9%).

The lowest-ranked items on respondents’ list were additional knowledge in topog-
raphy (14%), tactics (9.8%), conflict-resolution skills (13.2%), leadership skills for
working in a mission (11.3%), team-working skills (9.5%), and decision-making
skills (8.7%).

The comparison of these data with the data gathered from earlier surveys shows a
steady trend of interest in additional knowledge and skills in multicultural commu-
nication techniques and the need for a better knowledge of the history of the conflict.
This is easy to understand when one bears in mind that the Bulgarian contingent in
the NATO ISAF acted in a relatively strange and remote region and among a popula-
tion different from the Bulgarian culture. The share of the respondents who wanted
more knowledge about logistics on missions was also relatively high.

To summarize, the data analysis shows that Bulgarianmilitary personnel were sat-
isfiedwith the level of their training asmilitary specialists.When comparedwith their
colleagues from other countries, 79% of the Bulgarian military personnel declared
they did not face any deficiencies in their professional military education and train-
ing. At the same time, they lacked the training needed to fulfil the nontraditional
part of their military jobs—of the “soldier diplomat” and the “soldier statesman,”
which becamemore andmore important on operations. They also thought it was very
important to broaden their English-language proficiency in the new subject matter
areas, such as rules of engagement, logistics, staff procedures, etc.

Transition to an All-Volunteer Force

The Bulgarian Parliament decided to end conscription after 31 December 2007. This
significantly changed the concept of military service and military professionalism,
influencing the recruitment, motivation, and retention of Bulgarian military person-
nel. The decision to abolish conscription in Bulgaria was made as a result of two
main factors. The first was the significant downsizing of the BAF after the end of
the Cold War. From 1960 to 1990, the strength of the BAF was around 120,000.
Until 1990, the period of conscription was two years for the Army and Air Force,
and three years for the Navy. A 1990 amendment to the Universal Conscription Act
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reduced the draft to 18 months. As a result, the strength of the BAFwas downsized to
104,000. After that, the government adopted what was known as “Plan 2004,” which
provided for decreasing the number of soldiers to 45,000 by the end of 2004 and
ending conscription by 2007. During this time, the conscription period was reduced
to 9 months. All the same, the motivation of young people to serve in the military
was extremely low. In addition, this short term of service was not enough to train
a soldier (Domozetov et al. 1999). The second important factor behind abolishing
conscription was the need for military training and skills needed for the BAF’s new
missions. Sending mixed military formations (professional, conscript, and reserve)
in the UNTAC mission in Cambodia had been unsuccessful.

Today, more than 10 years after abolishing conscription, the Bulgarian military
is undergoing a mixture of “institutional” and “occupational” trends, to use Charles
Moskos’s terms. According to Moskos, traditional military culture is based on spe-
cific norms and values, which constitute a specific military ethic (i.e., defense of the
common good, national sovereignty, and territorial integrity). This is one side of the
coin of Moskos’s understanding of the military as an institution. The other side is
the understanding of the military profession as an occupation or as a job “like any
other job.” In this case, the main source of legitimacy is the market: Self-interest is
a high priority, rather than the interest of society (Moskos 1986, pp. 377–382).

Representative surveys for theBAFcarried out by theDefenceAdvancedResearch
Institute atG. S. RakovskiNationalDefenceCollege from2013 to 2017 are indicative
of the gradual transition from the institutional to the occupational model of military
professionalism in Bulgaria, even though the two models still co-exist.

Table 3.1 presents some indicators of this trend, based on data from the last
survey of BAF members in 2017. The first indicator is related to the leading motives
of service members who have chosen a career in the BAF. For those surveyed, the
top three motivators for becoming a military professional were the desire to serve
the motherland (M = 4.40), job security (M = 4.36), the amount of pay (M =
4.31), and the opportunity for professional development (M = 4.24). Interest in a
specific specialty (M = 4.11), early retirement opportunity (M = 4.06), and interest
in military equipment, weapons, and technology (M = 4.05) were also highly rated.

Motivators with comparatively less importance were the public prestige of the
military profession (M = 3.90), the possibility for longer annual leave (M = 3.89),
and the challenges of the military profession (M = 3.74). Finally, the motives with
the lowest importance were the opportunity to use military housing (M = 2.95),
participation inmissions abroad (M=3.41), and a desire for leadership and command
of other people (M = 3.51).

The results on two indicators need additional clarification. The first is the com-
paratively low importance of a typical institutional factor like the public prestige of
the military profession. The result can be explained by the fact that military person-
nel perceive the image of the profession as comparatively low. The analysis of the
data from the last survey in 2017 shows that nearly half of the respondents (49.0%)
perceived the image of the institution as “not very good” and 31.0% considered it as
“not good at all.” Merely 17.0% of respondents gave a moderately good rating to the
public image of the military institution, and only 2% rated it unconditionally as “very
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Table 3.1 Arithmetic mean
scores of the answers of the
respondents on the degree of
importance of motives for
career development in the
BAF

Career development motives Average arithmetic mean
score

Desire to serve my home
country

4.40

Safe and secure work place 4.36

Amount of pay 4.31

Professional career
opportunity

4.24

I like the particular specialty I
work in

4.06

Early retirement opportunity 4.05

Interest in military
equipment, weapons and
technology

4.03

Public prestige of the
military profession

3.90

Possibility for longer annual
leave

3.89

The challenges of the military
profession

3.74

The desire to be a leader, to
command and to lead others

3.51

Opportunity to participate in
missions abroad

3.41

Opportunity to use military
housing

2.95

Scale minimum = 1, maximum = 5

good.” The comparative analysis of the data for the period 2013–2017 confirms the
negative tendency in the self-assessment of the public image of the BAF.

The poor perceived public image of the military is a worrying tendency because
it influences the core value of the military profession as a “profession for the others”
aimed at “defense of the common good.” When military members perceive their job
as not prestigious and not valued by society, this creates problems with attraction,
recruitment, motivation, and retention of human capital.

The second indicator needing additional comment is the comparatively low impor-
tance of a typical “occupational” factor like the opportunity to use military housing.
This result can be explained by the fact that in the period after 1990 the military
housing opportunities have been significantly reduced and, as a result, this is not a
real motivator for military service.

To summarize, the leading motives for career development in the BAF were iden-
tical to those identified in the previous surveys from 2013 to 2015, and they relate
mainly to the desire to serve the motherland (institutional motive) and the social
aspects of the service and job security (occupational motive). An emerging trend is
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the higher importance accorded to stability and the predictability of a professional
position in a defense organization over more traditional factors, such as participation
in operations abroad and the command of others.

In the context of these occupational trends in the military professionalism in Bul-
garia, two more indicators deserve attention. The first is the self-assessment of the
social status of military personnel. The 2017 survey data clearly expressed nega-
tive self-assessments by service members of their social status. The overwhelming
majority of respondents gave their social status a low assessment: 48.3% reported
“not very good” and 36.2% “not good at all.” Moderately positive self-esteem was
expressed by less than one-fifth of the surveyed members (17.3%). The percentage
of those respondents who rated their social status as “very good” was only 2.2%. A
comparison of 2017 data with the data from previous years (2013–2015) shows that
there were no significant changes over the years regarding the self-assessment of the
prestige of the military profession.

The second indicator is the perceived job stability and predictability provided by
the military profession. Respondents were asked to assess the degree to which BAF
service guarantees them a safe and secure future. The answers to this question can be
interpreted as an overwhelming perception of insecurity among the respondents about
the future of their military service. Nearly half the respondents (46.2%) declared “I
rather do not feel secure,” and 14.3% said “I do not feel secure at all.” Less than
one-tenth (5.9%) perceived complete job security, and close to a third (33.6%) felt
rather secure about their future. A comparison with previous surveys from 2013 to
2015 shows a sustained negative trend of uncertainty among service members about
their future in the BAF. Accordingly, there is also a reduction in the relative share of
those who perceived service in the institution as predictable and stable.

To summarize, the low level of perceived social status among BAF personnel in
combination with perceived job instability and lack of predictability provided by
the military profession deserves particular attention because it can lead to severe
difficulties with attraction, recruitment, and retention of members in the years to
come. Actually, the services have already experienced such problems.

Full Integration of Women into the Services

The third postmodern trend in the BAF is the full integration of women into the
services. As a result of abolishing formal barriers to service in the defense institution,
all positions in the BAF are now open to women, and there has been a gradual
increase in women’s representation. Table 3.2 shows that for the period 2014–2018
the percentage of women among active duty military increased from 14.8 to 16.0%.

In addition, more women have been participating in international missions and
operations (Table 3.3). For the period 2014–2018, the average female participation
rate in Bulgarian military contingents abroad was 9.4%, and the highest percentage
of women on such a mission was 12.5% during the four-year period.
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Table 3.2 Female active duty military personnel members of the Bulgarian Armed Forces

Year 2014 2015 2016 2017 2018

% 14.8% 15.1% 15.2% 15.9% 16.0%

Source Ministry of Defence of the Republic of Bulgaria. Action plan for implementation of United
Nations Security Council Resolution 1325 at the Ministry of Defence of the Republic of Bulgaria
(Ministry of the Republic of Bulgaria 2019e)

Table 3.3 Female active duty military personnel in international missions and operations

Year 2014 2015 2016 2017 2018

% 6.5% 10.1% 12.5% 8.3% 9.6%

Source Unpublished internal report of the Bulgarian MoD

Compared with the previous four-year period, 2009–2013, where women’s share
in Bulgarian contingents was about 7%, the participation of women in international
military missions and operations has been increasing. Women in medical positions
and CIMIC teams, where they are in permanent contact with a wide range of civilian
organizations and local community representatives, have been particularly valuable.

The results from the surveys carried out in Bulgarian defense during the period
2013–2017 confirmed that there is no indication of organizational discrimination
against female service members. People of both sexes reported that there are equal
opportunities for professional realization in the defense institution. Thus, measures
taken by the Ministry of Defence leadership to remove legislative and organizational
barriers to guarantee gender equality are working. The problem is gradually over-
coming prejudices and stereotypes in people’s minds, which is a process that will
require focused policy, systematic work, and education.

Public Support for the Military Institution and the Military
Profession

Public support for the defense institution and the military profession is impor-
tant for defense policy development and implementation. This section looks at the
perceptions and attitudes of citizens regarding the BAF and the military profession.

According to data from a recent nation-wide public opinion poll carried out by the
Bulgarian Defence Institute Professor Tsvetan Lazarov, in cooperation with Gallup
International Balkan EAD in July–August 2019, the BAFwas the secondmost highly
approved national institution, after the president. Themajority of Bulgarians (60.8%)
approve of the BAF’s performance as an institution. The lack of approval was close
to a fifth (21.3%), and 17.9% of respondents had no opinion. In addition, more than
half of Bulgarians had “very positive” (15.9%) or “rather positive” (42.0%) personal
attitudes toward the BAF. Those who had “rather negative” and “negative” attitudes
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amounted to 11.5 and 4.7%. One-fifth of the respondents (20.0%) declared that they
had no opinion on the question.

When Bulgarians were asked whether they trusted the BAF as the guarantor of
the territorial integrity and sovereignty of the country, most of them declared that
they “trust fully” (19.0%) or “rather trust” (38.0%) that the institution will be able to
fulfil its constitutional responsibilities. About a third stated that they “rather do not
trust” (22.3%) and “do not thrust at all” (11.5%), while 9.2% had no opinion.

Moreover, the vast majority of the citizens reported that improving the public
prestige of the BAF was a “very important” (50.2%) or “important” (33.7%) goal for
the government,while 3.5% thought it “rather unimportant” and 1.2%“unimportant.”
Less than a tenth (8.1%) were indifferent, and 3.3% had no opinion. Similarly, the
great majority of Bulgarians thought that building andmaintaining a strong BAFwas
a “very important” (59.1%) or “important” (28.4%) goal, with only 1.6% thinking
it “rather unimportant” and 0.9% “unimportant.” Less than a tenth (7.4%) were
indifferent, and 2.7% had no opinion on the question.

Data clearly show a positive and supportive attitude of Bulgarians toward the
BAF. If we compare these results with the data from the beginning of the democratic
changes in Bulgaria, we see that the positive attitude toward the defense institution
has been stable, and there have been no significant changes over the time. Hence, the
BAF can rely on comparatively high public support.

Regarding the public image of the military profession, a majority of Bulgarians
perceived it as “very good” (15.1%) or “good” (43.6%), while less than a fifth con-
sidered the prestige of the profession as “not very good” (11.5%) or “not good at all”
(4.7%). Another fifth (20.0%) had no opinion on the question. Comparing these data
with military members’ self-assessment of their profession presented in the previ-
ous section, we see that BAF members are much more critical and unsatisfied than
Bulgarian citizens. This discrepancy is likely the result of different expectations,
different bases for comparison, and different levels of information. In any case, the
low level of perceived prestige of the military profession among service members
deserves attention by policy-makers.

When compared with 17 of the most popular professions in the country, commis-
sioned officer (CO), non-commissioned officer (NCO), and volunteer soldier/sailor
were rated 9th, 14th, and 15th. Obviously, the public makes a distinction between
the hierarchical positions inside the military profession, placing COs in the middle
of the rating scale and NCOs and volunteer soldiers/sailors at the bottom. According
to the data, commercial airline pilots, medical doctors, diplomats, university profes-
sors, engineers, pharmacists, attorneys in law, and judges were perceived to be much
more prestigious than being a CO. Less prestigious than COs were the professions
of public prosecutor, journalist, police officer, clergyman, and customs officer. With-
out analyzing the reasons behind the ratings, it should be mentioned that the CO
profession has occupied the middle of the rating in previous surveys.
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Conclusion: The Future of the Military Profession
in Bulgaria

This final section of the chapter presents a view about the transformation of the
military professional in Bulgaria and some of the key challenges tomilitary expertise.
First of all, the postmodern trends show every sign of continuing to develop in
the Bulgarian military, especially the change to occupational motives for military
service. For this reason, it is important for the government to create and implement a
corresponding long-term vision, strategy, and policy options for attraction, selection,
recruitment, motivation, retention, and development in the defense organization.

The low level of perceived public prestige for the military profession by BAF
members, their perceived lack of stability and predictability in military service, and
their perceived lack of public support must be ended. Achieving this goal will require
a whole-of-society approach that includes policy-makers, military leadership, educa-
tional institutions and academia, non-governmental institutions, media, and citizens
themselves. Otherwise, the defense institution will be unable to attract and retain
qualified young people.

Second, the rapidly changing strategic security environment and the rising unpre-
dictability of the world conflicts will require augmentation and intense specializa-
tion of the competencies of military professionals. The military will continue to be
involved in implementing civilian tasks, in addition to warfighting. The process of
integrating military and civilian expertise while guaranteeing security will continue
to advance and, as a consequence, the competencies required to work in interagency
and diverse environments will become more and more essential for the military pro-
fessional. In order to be effective in tomorrow’s military operations, leaders and the
teams will have to be able to adapt rapidly not only to the military requirements of
future operations, but they must also be able to collaborate with many civilian actors.
Obviously, the military has to pursue a mixture of role models that combine tradi-
tional warrior’s skills with the skills of soldier diplomat, statesmen, mediator, etc.
In addition, military leaders will have to develop a strong coalition and joint culture
because future operations will be joint, multinational, and interagency. Likewise, the
future armed forces will have to develop leaders who can lead the transformation
process and build a new organizational culture.

Third, the BAF, like other postmodern armed forces, will continue to follow the
process of changing the military organization as a whole—i.e., from a hierarchical to
a network-building principle. The focus will be on de-learning and decentralization
of the organizational processes, which will require a change in leadership practices
and the organizational culture as a whole.

Fourth, the military profession will be strongly influenced by the development of
new defense technologies, particularly digitalization and artificial intelligence (AI).
One of the key questions is whether in the mid-term AI will replace human decision
making in defense organizations. The answer is likely no, but AI will definitely be
valuable in enhancing the human capacity to process huge amount of data and to
increase immensely human effectiveness in decision making. To win future wars,
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defense organizations will have to leverage specialized skills in digital automation
and AI. In addition, it is important that commanders have experts with a data sci-
ence background, as well as people with on-the-ground expertise—i.e., people who
understand use-cases and objectives.

Finally, and equally important, the process of building and sustaining democratic
civil-military relations in Bulgaria and the improvement of civilian control over
defense will continue in the context of Bulgaria’s membership in the EU and NATO.
The key element of future civil-military relations will be the awareness of policy-
makers in the military and security domains and the broadening of the expertise and
skills of the military in global, regional, and national security policy. All this will
require cultivating military-sensitive politicians and a politically sensitive military.
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Chapter 4
Perspectives on Military Professionalism
from Canadian Armed Forces Members

Krystal K. Hachey

Abstract Little research has been conducted on how diversity and gender affect
military professionalism (Ewles et al. 2017) and how diverse groups perceive this
concept. This project examined perspectives on military professionalism and unpro-
fessionalism from diverse members across the Canadian Armed Forces (CAF) using
a qualitative approach. To ensure diverse participation, the study was based on the
constructivist paradigm (i.e., multiple realities), using the Gender-Based Analysis
Plus process, which helps identify the differential impacts of research on diverse
groups of men and women. A total of N = 125 individuals participated in interviews
and focus groups from October 2016 to January 2017. Results revealed that there
are unique aspects associated with both professionalism and unprofessionalism, with
leadership playing a key role. This study sheds light onto the experiences of members
and how perceptions of professionalism are shaped by members’ experiences.

Keywords Canadian Armed Forces ·Military · Professionalism · Qualitative
research · Diversity

Introduction

Professionalism in the Canadian Armed Forces (CAF) has been defined for almost
two decades by Duty with Honour (2003, reprinted in 2009), a guidance document
prepared by the Canadian Forces Leadership Institute under the aegis of the Chief of
theDefence Staff. As the introduction suggests,DutywithHonour was strongly influ-
enced by the concepts of military professionalism advanced by Huntington (1957)
and Janowitz (1960):

The profession of arms is distinguished by the concept of service before self, the lawful,
ordered application of military force, and the acceptance of the concept of unlimited liabil-
ity. Its members possess a systematic and specialized body of military knowledge and skills
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acquired through education, training and experience, and they apply this expertise compe-
tently and objectively in the accomplishment of their missions. Members of the Canadian
profession of arms share a set of core values and beliefs found in the military ethos that
guides them in the performance of their duty and allows a special relationship of trust to be
maintained with Canadian society (National Defence and CAF 2009, p. 10).

The traditional touchstones in Huntington’s and Janowitz’s definitions of pro-
fessionalism—specialized knowledge, responsibility, competence, and the nature of
civil-military relations—are woven with traditional military concepts like unlim-
ited liability, the fighting spirit, discipline, and teamwork, along with Canadian and
Canadian military values, such as duty, loyalty, integrity, courage, and the warrior’s
honor (CAF 2003). Social and organizational imperatives are laid out as well, includ-
ing different levels of responsibility (e.g., organizational, professional) and kinds of
expertise (i.e., core, supporting, specialized, and common knowledge). Duty with
Honour defines leadership, policies for professional development, history, heritage
and traditions, and the key roles these concepts play in sustaining the profession of
arms (CAF 2003). Figure 4.1 is meant to symbolize the relation between the concepts
that represent Canadian military professionalism.

Duty with Honour also speaks to the importance of adapting to the evolving
nature of professionalism as the environment and culture changes. The profession of
arms must stay relevant (i.e., meet Canadians needs), be open (i.e., knowledge and
relevant skills), be consistent (i.e., attributes of responsibility, expertise, and identity
are consistent), and provide reciprocity (i.e., expectations and obligations between
the Canadian society and the profession and vice versa). In keeping with the model
in Fig. 4.1, changes in one area will affect other areas. Changes in technology, for
example, will lead to changes in expertise and perhaps changes in one’s responsibility
and identity (e.g., different occupation; CAF 2003). In this respect,Duty withHonour
recognizes that military professionalism is shaped by the surrounding culture and its
values (English 2004; Evetts 2013; Ewles et al. 2017; Hachey 2017; Rudvin 2007).

Fig. 4.1 Theoretical
construct of the profession of
arms in Canada (CAF 2009)
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Over the years, military professionalism has been shaped by conceptual and cul-
tural influences. On the conceptual side, theories of military professionalism have
been evolving since Huntington and Janowitz as a result of changes in society and
changes in the function of the military (Ewles et al. 2017; Gates 1985). Researchers
have sought to understand the influence from social, organizational, and individual
levels, including a move from a more traditional view of the military (e.g., Hunting-
ton 1957; Janowitz 1960; Sarkesian 1981) to one shaped by the external environment
(Abbott 1988). On the cultural side, the Government of Canada recently released a
new defense policy, Strong, Secure, Engaged, which calls for institutionalized culture
change that is more inclusive of gender and diversity (CAF 2017).

Considerable research has examined themilitary as a profession (e.g., Crosbie and
Kleykamp 2017; Snider 2015; Stouffer and Lindsay 2012) and militaries’ efforts to
increase diversity (e.g., Scoppio 2009), but few researchers have examined the diverse
perspectives of members themselves concerning the concept of military profession-
alism and how diversity fits into it. The goal of this project, therefore, was to exam-
ine the perspectives on military professionalism from diverse members across the
CAF using a qualitative approach informed by Gender-Based Analysis Plus (GBA+)
(Status Women of Canada, 2018). GBA+ challenges assumptions regarding shared
experiences among diversemen andwomen to better understand diverse perspectives
and experiences regarding the concept of military professionalism in the Canadian
military.

Methods and Participants

The research was developed using a constructivist paradigm, which emphasizes the
inclusion of many social realities experienced by participants (Creswell 2007; Lin-
coln et al. 2011) and the GBA+ process (Status ofWomen Canada 2015, 2016, 2018)
to capture experiences from a wide variety of participants. This paradigm consid-
ers how racial, cultural, ethnic, and gender identities are included in the military
institution, which has a robust socialization processes to create a shared identity.1

After Department of National Defence (DND) ethics approval,2 members of the
Canadian military were invited to participate through a parallel subgroup (Onwueg-
buzie and Leech 2007) and snowball sampling technique (Mason 1996) to ensure
diverse participation (Hachey et al. 2018). Participants were selected from across
specific demographic groups, including age, gender, military rank, geographic
location, and diverse identities, including Indigenous and visible minority people,
and members with a disability.3 Participants employed in occupations with a low

1For more information on the methodology of the study consult Hachey et al. (2018). For more
information on the larger study results consult Hachey (2019).
2Department of National Defence Social Science Review Board Ethics Approval 1565/16F.
3In complying with national legislation, the Employment Equity Act of the Government of Canada,
the Canadian Armed Forces is required to ensure representation in the military of designated group
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representation of men (e.g., men employed as dentists) or women (e.g., women in
the combat arms; CAF 2015a) were sought out.4 Potential participants were invited
via email to in-person interviews or focus groups at bases across Canada or to a tele-
phone interview at their own convenience. All data were collected between October
2016 and January 2017. Interviews and focus groups ranged between 30 and 90 min
(Hachey et al. 2018), including administration of a consent form, semi-structured dis-
cussion using interview and focus group protocols, and debriefing regarding follow-
up contact should they have further questions. While all the data were integrated for
data analysis, some focus groups were mixed gender and some only contained men
or women.

As Table 4.1 shows, the final sample of voluntary participants consisted of 125
CAFmembers, with the highest representation being older than 35 (76.5%); Regular
Force members (53.7%); those wearing a Navy uniform (56.1%); men (58.0%);
English speakers (72.5%); and officers holding the rank of major and above (36.2%).
Moreover, the majority of participants came from National Defence Headquarters in
Ottawa (n = 37; 29.6%), two naval operational bases in Victoria (n = 20; 16.0%)
and Halifax (n = 13; 10.4%), the Primary Reserve headquarters in Québec City (n
= 11; 8.8%) and a Regular Force base in Vancouver (n = 14; 11.2%). As shown
in Table 4.2, roughly a third of the sample identified as designated group members,
with roughly the same number from each group. While efforts were made to include
diverse perspectives (e.g., visible minority), there are limitations to understanding
the intersectionality (e.g., visible minority women) of these perspectives.

Since this research project focused on investigating military professionalism
among diverse CAF members, the following questions sought to tap into their per-
ceptions of professionalism, which would have been shaped, in part, by Duty with
Honour (CAF 2009):

1. As a CAF member, how would you describe professionalism?

a. What are the characteristics that make an individual professional?
b. What makes a military professional?
c. What makes you a professional?

2. To what extent is it important for the military to be considered a profession?

a. In your experience, to what extent is professionalism an important part
of the CAF/Royal Canadian Navy/Canadian Army/Royal Canadian Air
Force/Regular or Reserve Force/your unit?

members (DGM), defined by four designated groups: women, Indigenous people, persons with
disabilities, and members of visible minorities (Government of Canada 2007, 2019). As a result,
member sampling can include those who have self-identified in one of these categories. Purposive
sampling was not possible for lesbian, gay, bisexual, transgender, and queer (LGBTQ) members as
this information is not held in databases from which samples are drawn.
4A representative sample of potential participants was created using SAS software. CAF member
data were obtained from Director Human Resources Information Management, while employment
equity DGM information (e.g., Indigenous people) was obtained fromDirectorate of Human Rights
and Diversity (Hachey et al. 2018).
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Table 4.1 Demographic characteristics

Demographic characteristic Frequency Percentage

Age

Youth (18–24) 4 3.4

Young adults (25–35) 24 20.2

Middle age (36–49) 51 42.9

Older adulthood 40 33.6

Service component

Regular Force 66 53.7

Primary Reserve Force 56 45.5

Environmental uniform

Seaa 69 56.1

Land 40 32.5

Air 14 11.4

Gender

Female 29 42.0

Male 40 58.0

First official language

French-speaking 15 21.7

English-speaking 50 72.5

Other 4 5.8

Rank

Junior Non-Commissioned Member (NCM) (private/ordinary
seaman to master corporal/master seaman)

11 15.9

Senior NCM (sergeant/petty officer 2nd class to chief warrant
officer/chief petty officer 1st class)

15 21.7

Junior Officer (officer cadet/naval cadet to captain/lieutenant [navy]) 18 26.1

Senior Officer (major/lieutenant-commander and above) 25 36.2

aThe proportion of Royal Canadian Navy (RCN) participants was higher because they were targeted
for another project involving the RCN

Table 4.2 Additional
employment equity group
membership

Employment equity group Frequency Percentage

Indigenous person 14 11.4

Person with a disability 12 9.7

Member of a visible minority 15 12/1



50 K. K. Hachey

Given the impact of socialmedia on professionalism, and in particular the potential
impacts on the relationship between personal and professional identity (Mostaghimi
and Crotty 2011), the following questions were included:

1. With the increase in the use of social media, to what extent is social media
changing how work and personal life are divided?

a. To what extent is social media impacting your professional relationships? On
professionalism?

Once the interviews and focus groups were completed, data were first coded using
the questions in the protocol, followed by a deeper investigation of the themes and
patterns in the data (Miles et al. 2014). NVivo (2015) was used to organize the data
and present large themes,MicrosoftOneNote to summarize and articulate the themes,
and Microsoft Excel to present a summary matrix of all the themes discovered.

Results

This section presents the major themes in professionalism and unprofessionalism (a
theme that emerged in the analysis) identified by participants.5

Professionalism

When asked about aspects of professionalism in general and whether the Canadian
military was considered a profession, some participants felt that it was not a profes-
sion, others that it was difficult to define, and still others that it was more of a job
than a career, calling to mind Moskos’s (1977) institutional/occupational model of
military professionalism (Cotton 1995). Some participants felt that professionalism
depended on occupation, service type, and environment. One participant thought
that professionalism was more important for the Army than for the Air Force or
Navy “because you are more in the public eye” (interview, Regular Force, English-
speaking, RCAF, junior NCM, female). Conversely, those who felt that the military
was a profession generally spoke of its importance across the Canadian military.

Trust was an important aspect of military professionalism for participants in sev-
eral senses: One must be trusted to get the job done, one must be able to trust that
one’s peers will have one’s back, and the Canadian public must trust one’s efforts
and approach. One participant remarked,

I think because there’s a lot of trust that’s put into us, not just in the role that we play in…but
that we have to be able to work within our own organization and trust and believe in each

5Quotations will include (if applicable) (1) Interview or focus group, (2) Regular Force or Primary
Reserve, (3) First official language (English, French), (4) RCN, Canadian Army (CA), or Royal
Canadian Air Force (RCAF), (5) officer or NCM, (6) male or female, and (7) DGM status.
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other and believe that you have a good leader….But there’s a lot of trust needed from outside,
in society, as well (focus group, English-speaking, senior officer, female).

Several participants related professionalism to the purpose of the military and
the reason people join: that members know the risks, show a willingness to serve,
that the military is a way of being, and, above all else, the military is unique among
professions. As one participant defined military professionalism, “It’s just a way of
being” (interview, English-speaking, Regular Force, RCAF, officer, female, member
of a visible minority).

Many participants noticed a change in what it meant to be a professional since
the strong public reaction to military misconduct in Somalia in 1992 (Coombs 2017;
Shorey 2000–2001), which resulted in themurder of a civilian during a peacekeeping
mission and became part of the cultural narrative, resulting in professional leadership
doctrine being developed (National Defence and the CAF 2005). There has also been
heightened attention to sexual misconduct and sexual harassment in the CAF, with
the release of the Deschamps (2015) report on sexual misconduct in the CAF and
the Baines (2014) report on misconduct in the Navy. Finally, the culture has also
been affected by a younger generation reshaping the values, beliefs, and norms of
the military (see also Hinote and Sundvall 2015).

The major specific themes that arose concerning professionalism can be grouped
under (1) code of conduct and DND standards, (2) cohesion and loyalty, (3) com-
petencies and individual characteristics (positive), (4) dress and deportment, (5)
societal standards and public image, and (6) training, education, and professional
development.6

Code of conduct and DND standards. DND and the CAF have a Code of Val-
ues and Ethics that sets a standard for members (National Defence and the CAF
Forces 2014). Participants identified the code and its ethos as being key aspects of
professionalism. One participant stated,

To be a professional, in general, basically means that you have a culture and understanding
of what is right and wrong and how to go about doing things to be successful (interview,
English-speaking, Regular Force, CA, senior officer, male).

Professionalism meant adhering to standards set out by the military and society.
As one participant noted, “It also means acting in an ethical manner in terms of not
taking advantage of people, either in the chain of command, those who are above, or
those below you” (interview, English-speaking, Regular Force, RCN, senior officer,
male).

Cohesion and loyalty. Several participants noted that being professional also
included teamwork and feeling a connection with those around you: “To me, pro-
fessionalism means building a team, being loyal to your superiors above within the
limits of the law, and showing loyalty downwards to your subordinates” (interview,
English-speaking, Regular Force, RCN, male). Another participant remarked that
“we all learn about each other, then we have this symbiotic work relationship that
we all understand and do” (focus group, English-speaking, senior officer, female).

6Results are presented in alphabetical order.
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Competencies and individual characteristics (positive). Several participants
listed competencies and individual characteristics important to being a professional,
such as honesty, integrity, loyalty, selflessness, sacrifice, reliability, and especially
discipline and respect. Many participants felt that discipline was a main tenet of
military professionalism: “I’d say a high degree of discipline and self-control makes
one a professional” (focus group, English-speaking, Primary Reserve, CA, male).
On being respectful, one participant remarked, “I would suggest that a professional
treats every human being the same regardless of their culture, or where or how they
identify” (interview, French-speaking, Regular Force, RCN, junior officer, male),
while another stated, “Respect and fairness… I think professionalism has a lot to
do with treating people fairly and equitably” (focus group, Regular Force, RCN,
senior officer, female). Another participant stated that “Professionalism comes from
a lot of personal characteristics…to be dedicated, to be honest, integrity, loyalty,
those sorts of things, and to respect your surroundings, everyone in it” (interview,
English-speaking, Regular Force, CA, junior officer, female, Indigenous member).

Dress and deportment. Participants often reported that one’s dress and how
one portrays oneself were key features of professionalism, which is articulated in
CAF dress instructions (National Defence and the Canadian Armed Forces 2018):
“Professionalism is looking sharp each and every day, being kind, and being respect-
ful” (interview, English-speaking, Regular Force, CA, senior NCM, male). Another
participant remarked, “What I believe is professionalism in the Armed Forces is
an individual, a soldier who exemplifies the discipline and the deportment that is
required of a soldier at any rank” (interview, English-speaking, Primary Reserve,
CA, senior NCM, member of a visible minority). This sentiment was widely shared
by the participants.

Societal standards and public image. While linked to dress and deportment,
as well as to the code of ethics, several participants suggested that general social
standards and public image play a role in professionalism. One participant said, “We
are a profession because we have standards that have been published and everybody
has agreed to” (interview, English-speaking, Primary Reserve, RCAF, senior NCM,
male), while another stated,

The military has to be professional because not only are we projecting a sense of profes-
sionalism out to the civilian population who are looking at us each and every day…it’s
something the country can use to be proud of their military as an institution (interview,
English-speaking, Regular Force, CA, senior NCM, male).

Liability to the public was another standard: “We’re accountable to the public,
there’s that expectation of accountability” (focus group, English-speaking, senior
officer, female). Finally, some participants felt that professionalism extended to
one’s personal life. One’s actions reflect either positively or negatively on one’s
professionalism:

I think it should be expected outside of work as well. You are always in the public eye. When
you make your oath to serve the Queen and the country, it’s not to make an oath to serve
them eight hours a day; it’s for the whole time (interview, Regular Force, English- speaking,
RCAF, junior NCM, female).
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Training, education, and professional development. Finally, competence in
one’s occupation and a continued interest to learn through training, education, and
professional development was considered a main theme of professionalism. One
participant stated, “I think professionalism is based in the education” (interview,
Regular Force, CA, juniorNCM, femalemember of a visibleminority), while another
remarked, “we are a groupof people that have to behighly skilled” (interview,Regular
Force, English-speaking, CA, senior officer, male). Given the expertise required
for a number of occupations in the CAF, several participants felt that maintaining
and pursuing education, training, and professional development opportunities were
important aspects of being a military professional.

Unprofessionalism7

Whenasked to identify aspects of unprofessionalism in themilitary, someparticipants
felt there were none to report, while others felt that there were, but that they were
not unique to the military. Several participants also felt that the culture had changed
over the years. As one reported,

I feel there is a change that is happening and I think it is the right change, what is acceptable,
what is not acceptable, and it seems like people are slowly buying into it. And it’s really
difficult to create change especially in a masculine environment (interview, Regular Force,
French-speaking, RCN, junior officer, male).

For those who identified aspects of unprofessionalism, the following themes
emerged: (1) alcohol in the military, (2) aspects of military culture, (3) individual
characteristics (negative), and (4) subcultures in the military.

Alcohol in the military. Changes have been made to alcohol policies in the mil-
itary over the years (e.g., RCN Internal Review of Personal Conduct, Baines 2014),
and several participants noted the impact it has had on unprofessionalism. One partic-
ipant stated, “One of our big things was drinking, and we would see in foreign ports
people would do stupid things” (interview, Regular Force, English-speaking, RCN,
senior officer, male). Another remarked that when a tradition involves drinking, “un-
professional behavior can follow” (interview, Primary Reserve, English-speaking,
CA, junior officer, male, person with a disability). Although drinking was still part
ofmess life, several participants felt that the use of alcohol in themilitary had changed
substantially. As one participant remarked, “Now it’s controlled” (interview, Primary
Reserve, French-speaking, RCN, senior NCM, male).

Aspects of military culture. Several participants identified customs and tra-
ditions that can support poor or unprofessional behavior, including the language
imbedded in everyday life, as well as jokes and hazing, but they acknowledged that
the culture was undergoing changes: “Sometimes the language is not as sensitive at
times to certain items. But I would say we are definitely working to try to resolve

7Results are presented in alphabetical order.
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that” (interview, Regular Force, RCN, senior officer, female, member of a visible
minority). Another participant felt,

I will tell you that I feel there is a change that is happening and I think it is the right change,
what is acceptable, what is not acceptable, and seems like people are slowly buying into it
(interview, Regular Force, French-speaking, RCN, junior officer, male).

One participant stated, “Gender-related jokes and stuff still happen” (interview,
Primary Reserve, English-speaking, RCN, senior NCM, male, member of a visible
minority), while another noted,

A lot of ethnic groups love to make fun of themselves….I have definitely participated in that
where we all make fun of each other in front of others. So we perpetuate a racial stereotype,
but at the same time we are laughing about it (interview, Primary Reserve, English-speaking,
CA, senior NCM, male, member of a visible minority).

Another participant stated that, “Sometimes it comes out in jokes and sometimes
those jokes go a little too far, but this day and age, people catch on to it pretty quick
an apologize” (interview, Primary Reserve, English-speaking, CA, junior officer,
Indigenous member). Those who noted the inclusion of these aspects in military
culture also felt that it was changing and that they had been desensitized to the full
impact. As one participant stated,

There’s a lot of inside kind of jokes and within different communities….There’s a different
sense of humor, but maybe I’m desensitized to it to a certain degree, and I know how to
stop if the conversation goes too far (interview, Primary Reserve, English-speaking, RCAF,
junior NCM, female).

Individual characteristics (negative). Several participants felt that certain indi-
vidual characteristics in people who join and how individuals portray themselves can
affect professionalism. One participant noted, “This is an organization that you really
want certain personality attributes….But the very attributes that benefit a person tend
to push against some of the politically correct ideals that we see” (interview, Primary
Reserve, English-speaking, CA, junior officer, male, person with a disability), while
another suggested that “some people, regardless of the job or culture they are in, are
unprofessional” (interview, Regular Force, French-speaking, RCN, junior officer,
male). Another characteristic raised by participants concerned being self-serving.
As one participant remarked, “Most people are there for themselves. Either they will
try to get all the credit so that they can look good, so they can go and get promoted”
(interview, Regular Force, French-speaking, male).

Subcultures in the military. A number of participants perceived that unpro-
fessionalism was more prevalent in certain military subcultures. One participant
suggested that there was “a culture of who’s good enough, who can measure up” in
specific subcultures (interview,PrimaryReserve, English-speaking,RCN, junior offi-
cer, Indigenous member). Another stated that in other subcultures it can be a “ground
for military problem children” (interview, Primary Reserve, English-speaking, CA,
junior NCM, male, member of a visible minority). One participant felt that there
has been “a lack of professionalism” in some as well (interview, Regular Force,
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English-speaking, RCN, junior NCM,male, Indigenousmember).While not exhaus-
tive in the examination of subcultures in the CAF, these remarks do suggest that
unprofessionalism in some subcultures in the CAF should be further investigated.

Leadership

Leaders were seen as essential to the professionalism or unprofessionalism of their
subordinates. Participants thought that those who became role models had to provide
support both to their subordinates and to their chain of command. One participant
summarized the relation between leaders and professionalism as follows: “Leading
from the top and setting those standards and achieving them yourself….A profes-
sional can’t hold anybody else to a standard if they’re not willing to do it themselves”
(focus group, English-speaking, RCN, female). Another stated that “there has to be
an active interest on the part of leaders to develop and mentor those who are coming
after them” (interview, Regular Force, English-speaking, RCN, senior officer, male).

Thosewho identified unprofessional aspects of leadership referred to certain types
of leadership and organizational approaches. Echoing the approach to unprofessional
behavior in Leadership in the Canadian Forces: Conceptual Foundations (2005), one
participant said that when unprofessional behavior occurs,

leaders have to engage themselves at all levels. And the corporal has to grab the private and
the sergeant has to grab the corporal. You can start off with a little bit of gentle coaching
to bring things back in line—or you can stomp your foot and say, “That’s it.” (interview,
Primary Reserve, English-speaking, CA, junior officer, male, person with a disability).

Some participants felt that lack of consistent organizational communications and
a consistent response to unprofessional behavior has affected professionalism in the
military. One participant stated regarding lack of communication, “It was a couple of
months ago they suddenly announced that four people were getting court-marshalled
back East….Nobody saw anything until this all popped up” (interview, Primary
Reserve, English-speaking, CA, senior NCM, male). Another participant, regarding
appropriate approaches to unprofessionalism, remarked, “But you don’t get fired,
even if youdon’t showup forwork, even if youdo somethingbad, the punishment is so
ridiculous—you get promoted anyway” (interview, Regular Force, French-speaking,
RCN, senior officer, male).

Discussion

This qualitative study examined the perspectives of diverse CAF members on mili-
tary professionalism to see how their perspectives of Canadian military profession-
alism related to the concept of professionalism in Duty with Honour (CAF 2003),
the CAF’s long-standing guide to military professionalism. This section discusses
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the main themes that emerged and how they compare with the concept of military
professionalism in Duty with Honour and in recent literature.

Figure 4.2 illustrates themes related to professionalism and unprofessionalism as
experienced bymembers of the CAF. Participants identified several aspects of unpro-
fessionalism (left side of figure) and professionalism (right side of figure) that are
all affected by leadership. The relationship between leadership and professionalism
mirrors the one in Duty with Honour in which leadership is essential to sustain-
ing the profession (CAF 2003). For the participants, ultimately, professionalism is
presented, understood, and practiced through leadership (CAF 2003), which is also
responsible for creating a culture inclusive of gender and diversity (see also Gibbons
2010; Hachey 2017; Segal et al. 2015).

Given the importance of leadership in regulating themilitary as a profession, prob-
lems arise when that leadership is toxic (e.g., micro-manager; Box 2012; Elle 2012;
Reed 2004; Truhon 2016) or ineffective (laissez-faire; Elle 2012; Bass 1985; Truhon
2016), or perceived as narcissistic (Elle 2012;Doty andFenlason2013;Truhon2016).
This can be an issue when there are ethical lapses (Crosbie and Kleykamp 2017) that
require leadership intervention. Solutions to admonish toxic leadership include lead-
ership performance, which takes into account subordinate feedback (Hardinson et al.
2015), advisory panels (Bass 1985), and increased focus on the qualities of effective
leadership (Elle 2012; Truhon 2016).

The CAF leadershipmodel, which focuses on the qualities of values-based leader-
ship (CAF 2005) is defined as “directing, motivating, and enabling others to accom-
plish the mission, professionally and ethically, while developing or improving capa-
bilities that contribute to mission success” (p. i). Ultimately, vertical cohesion is an
important aspect of group performance and mission success; how effective a leader
is, affects how members work with one another (Segal et al. 2015). As depicted in
Fig. 4.2 cohesion and maintaining and pursuing training, educational, and profes-
sional development opportunities were identified as key aspects of professionalism.

Fig. 4.2 Meaning of unprofessionalism and professionalism from a sample of CAF members
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While cohesion here was described as working with others, research has shown that
task cohesion, rather than group cohesion, is important to performance (Mullen and
Copper 1994; Segal and Kestnbaum 2002; Segal et al. 2015). In other words, the
competence of the group members working toward a common goal matters more
than whether they fit together socially (i.e., group cohesion), which has implications
for diversity. Leaders who focus on tasks and practice respecting and caring for
others lead to more successful teams (Segal and Kestnbaum 2002; Segal et al. 2015).

As in Duty with Honour, participants considered adhering to a code of conduct,
DND standards, dress and deportment guidelines, societal standards, and maintain-
ing a professional public image were key to professionalism. These aspects depend
on policies being clear and concise, as well as how members are socialized into
them (Hachey 2017; Pinch 2004). This points to the importance of inclusive policies
and leadership adhering and maintaining a consistent practice of these policies. As
articulated by Canada’s latest defense policy, Strong, Secure, Engaged, people are an
important part of the military and, thus, the new policy aims to have “well-supported
diverse, resilient people and families” (National Defence and the CAF 2017, p. 19).
To allow time for these changes to be integrated into the culture of the CAF, it would
be beneficial to revisit in a couple of years to see whether these changes have taken
effect.

Instances of unprofessionalism were attributed to the use of alcohol (at cer-
tain events or during customs and traditions), specific aspects of military culture
(e.g., jokes), specific individual characteristics (negative: individualistic versus col-
lectivist), and military subcultures where the environment is highly competitive.
Basically, these aspects demonstrate where there are gaps in the professionalism of
the military, some of which are currently being addressed by Operation HONOUR,
the CAF strategy to eliminate inappropriate sexual behavior (National Defence and
the CAF 2015b), as well as Canada’s defense policy (National Defence and the CAF
2017). Again, this policy was released just after the current research was conducted,
so it would be beneficial to revisit unprofessionalism once more time has passed to
see whether cultural changes have taken place.

Important Considerations and Limitations

It is important to keep in mind several considerations and limitations when inter-
preting the results reported here (Hachey 2019). In particular, external influences,
such as the situational or environmental aspects that could have shaped participants
responses—e.g., the release of the Deschamps report (2015) on sexual misconduct
in the CAF and the Baines report (2014) on misconduct in the Navy. A second con-
sideration is the research method, which was shaped by GBA+ to ensure diverse
participation. Linked to the participation of diverse members, a third consideration
is the sampling procedure, which sought input from specific groups (i.e., DGM).
There are limitations regarding the representativeness of the experiences of diverse
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men and women (i.e., only binary information collected) and the generalizability of
the findings to the entire CAF population.

While efforts were made through sampling to target diverse CAF members, only
binary information was collected for gender; therefore, other gender identities could
not be included in the sampling strategy, which is also important for understanding
diverse views. Nor could this research consider intersectionality (e.g., visible minor-
ity women) and its effects on experience, professional identity, and perspectives on
the military profession. Future research, therefore, should explore how models of
professionalism impact different gender identities and the intersectionality of those
identities. In addition, the goal of a qualitative study is not to generalize across a
population but to provide insight into the experiences of a group of CAF members,
which can be used to formulate future research considerations (Hachey 2019).

Further, military professionalism has been examined many times before (e.g.,
Burke 2002), and the definition has been evolving for over 50 years. Although not
generalizable to the entire CAF population, the results nonetheless demonstrate CAF
members’ perspectives and experiences reflect the traditional concept of military
professionalism. Notably, leadership is seen as one of the most important aspects for
facilitating a diverse culture in the military (Gibbons 2010; Hachey 2017), and it can
affect both professional and unprofessional behavior.

Conclusion

This research focused on the diverse perspectives of CAF members and their under-
standing of professionalism and unprofessionalism. Using a qualitative approach
integrated with the GBA+ process, interviews and focus groups were conducted
across Canada. The pivotal role that leadership plays in conveying, understanding,
and practicing professional behavior is key. This research highlights themany factors
concerning professional behavior, with important considerations and future research
in the field of military professionalism. Further research will be important to bet-
ter understand how diversity contributes to, and to what extent different others are
absorbed within, traditional models of military professionalism.
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Chapter 5
New Times for Military Professionalism:
Rethinking Core Competencies
and Dynamic Capabilities

Laurence Frank

Abstract This chapter examines the future ofmilitary professionalism in the context
of technological advances, social evolutions, and capacity-building requirements.
New applications have arisen from technological innovation, such as human-machine
interface, artificial intelligence, and drones, with significant effects on the organi-
zation of military operations. But military professionalism is also bound by val-
ues and traditions that also provide capabilities to accomplish future missions. This
study seeks to explain how military organizations can adapt to change and become
more agile to better cope with the unpredictability of the future political context and
social evolutions, especially in the domain of human resources management with the
coexistence of varying technological dexterity. A review of properties underpinning
adaptive and agile organizations is proposed here as a new framework to effectively
cope with multidimensional challenges and resource base reconfiguration.

Keywords Military professionalism ·Military competencies ·Military
capabilities · Capacity building

Context: Evolutions for French Defense

In France, the election of a new president generally comes with an update of the
Defense White Paper outlining the overarching defense orientation, at the heart of
which is the preservation of France’s independence and sovereignty. The most recent
White Paper (2016) published under the presidency of François Hollande highlighted
the increasing complexity of the defense sector. The state set strategic priorities for
the coming years, encompassing homeland security and the continuity of the nation’s
essential functions, and at the external level themaintenance of security inEurope and
in the North Atlantic space, the control of amplifying risks and threats arising from
economic globalization, crisis analysis and management, the fight against terrorism
and criminal trafficking, and strengthening of cybersecurity. High technologies have
become an important part of military equipment evolution and a prerequisite to
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improving operational performance. The state engaged significant investments in its
Defense Industrial and Technological Base (DITB) to equip defense forces with new
generations of arms, anticipation and tracking devices, and enhanced destruction
capabilities. The Ministry of Armies (MoA) now has a dedicated body, the Agency
for Defense Innovation, which coordinates all research and development projects
initiated with industrial partners and with academic and research institutions. The
atypical ties theMoAhaswith industrial consortiums also fostered the need to control
DITB firms’ internationalization strategies, mergers, and the opening of investment
to foreign countries, which have led to complex contractual arrangements and the
necessity of balancing secret defense aspects and the strategic positions of French
defense with the business competitiveness of the DITB.

In 2016, the MoA employed 205,120 military personnel and 60,300 civilians,
according to the Social Yearbook of 2016. Past cuts in military budgets have restruc-
tured the whole of the defense sector and led to the scaling down of operations and
the reduction of staff. New operational challenges, the appearance of new threats, and
increased participation in international military alliances forced the MoA to expand
human resources and financial means. The new defense orientations also require new
skills and expertise, mostly technological knowledge for intelligence units, which led
to a recruitment campaign seeking 15,000 officers under fixed-term contracts. Major
efforts have been deployed to attract female candidates with minimal success. The
share of female staff in the MoA has stagnated at around 20% (civil/military). The
MoA takes pride in being one of the most feminized armies in the world. Equality is
one of the founding principles of armies since 1972, and women and men soldiers
have exactly the same rights and duties.

As with any public institution, defense also faces the need to modernize its func-
tioning and to become a more adaptive organization able to cope with the changes
occurring in the business environment. The capacity to handle change has become a
major asset and a critical capability in both public and private sectors. Change can be
needed at different levels and varies from incremental modifications to discontinuous
flows. At best, change improves the overall functioning after a reconfiguration of the
organization and at worse it raises anxiety and skepticismwhen the actors do not per-
ceive themselves to be gaining from the restructuring process. Baker (2007) observes
that the pace of technological innovation is increasing and thatmost organizations are
under greater pressure to deal with constant and pervasive technology, which in turn
requires enhanced skills and active strategic management processes. Technology has
the power to revolutionize the way an organization operates and to set new working
patterns that lead to increased productivity and more efficient resource consumption
(human andmaterial). Sometimes change occurs like a big bang that acts like a shock
to the system and to historical practices, such as demonstrated by drones flying over
a remote war zone with air control performed in a container located in the United
States.

Sophistication and precision of weapons is expected to reduce of the number of
collateral civilian casualties and to enhance tactical performance. The recent kill shot
record by Canadian special forces in 2017 on an ISIS target in Iraq from a distance
of more than 3500 m shows that electronics have improved. Optical equipment,
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such as rangefinders and ballistic calculators, have eliminated manual mathematical
calculations to determine elevation and windage.

Military applications developed with artificial intelligence (AI) will undeniably
mark the end of an epoch. AI is a priority defense issue for all military powers of
the twenty-first century. The U.S. and China are currently at the forefront of the
new digitalized arms race (Noel 2018). The French MoA believes that AI will be
crucial for tomorrow’s military operations. A new dedicated agency has a budget of
100 million euros to handle all AI projects and ventures until 2025, and more than
200 experts will be recruited. Human-machine interface (HMI) technology has been
used in different industries, like electronics, entertainment, military, and medicine,
and helps in integrating humans into complex technological systems. The interface
consists of hardware and software that allow user inputs to be translated as signals
for machines that, in turn, provide the required result to the user.

The use of electronic control systems, HMI, andAI has initiated profound changes
in military practice. It has redefined operational tactics, widened the scope of activi-
ties, and also effected the way forces are trained, managed, and assigned to missions.
The subject of technology assisted wars and remote control systems has led to the
discussion of whether a physical military presence in the field will still be required
as technology evolves. If soldiers are no longer deployed in the field and if most of
the work is performed from home in a safe working environment, what will become
of military values? How is military professionalism going to evolve in the context of
increasing technological assistance? In the armed forces, terms such as discipline,
obedience, commitment, unity, and comradery have long been considered the essence
of military professionalism. With technological progress and new actors setting foot
in the military sector, new ethical and moral questions arise. Countries like the U.S.,
Canada, and the UK regularly resort to private military service providers, but France
remains reluctant to use the services of contractors. When discussing the matter in
an economics of defense class in the French Air Force Academy, a majority of cadets
felt that private military contractors might be less committed and more motivated by
high wages. They questioned the military values of private agents they perceived as
mercenaries.

The new types of war require new skills, means, and dynamic capabilities. Con-
temporary military operations are conducted in the era of the knowledge economy
and professionalism is now defined by essential skills. Skills allows members of the
military to complete missions assigned to them and complete them well. Profession-
alism is the key to any job, but probably more so when it comes to the military. An
infantry soldier needs to be able to shoot, an engineer to build, and a pilot to fly. Lack-
ing knowledge and skills can mean death for someone who has only seconds to react
to fire or stop the bleeding of a wounded comrade. Professionalism entails that the
evolution of skills and competencies follow technical evolutions and that continuous
learning becomes the priority of human resources management. In sociology, many
authors have raised the difficulty public institutions have in freeing themselves from
path dependency because the past often determines organizational evolution. How
willmilitary culture and traditions copewith the newdigitalized defense system?Will
this affect the core essence of military values and hence military professionalism?
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Moving to a new level of capacity requires capacity building, which results from a
series of decisions and actions made at different organizational levels. Miller (1996)
brought up the importance of configuration as a distinctive asset explaining the firm’s
performance.Value stems from the synchronizingof all organizational elements, such
as technology, policies, and systems and routines, which determine “the degree to
which an organization’s elements are orchestrated and connected by a single theme”
(p. 509). Miller argues that successful configurations derive from competitive tac-
tics, organizational skills and resources, decision support systems, and coordinative
mechanisms. With the current pace of innovation and technological revolutions, the
military institution will have to become ductile, a process that Rindova and Kotha
(2001) named continuous morphing as the capacity to reshuffle resources and skills
as needs arise to preserve a competitive advantage and stay ahead of the competition.

In this chapter, I examine the future of military professionalism in light of these
evolutions. In management science, the subject is usually studied under the rubric
of the revolution in military affairs. I first address the meaning of military profes-
sionalism that prevails and how things have been done and envisioned in the armed
forces. I then provide a quick overview of new technological applications that will
complement or become alternative military practices. In the following section, I dis-
cuss the need to reach a dynamic state where the French Army is organizationally
alignedwith innovation andmeets its new capabilities requirements. Finally, I review
the set of properties making organizations more adaptive and agile, and I propose a
conceptual model for military professionalism that accounts for these multidimen-
sional challenges and enables military institutions to reconfigure their resource base
when necessary, without compromising the core values and the cohesion of the entire
system.

The Way We Do Things Around Here

A military career is not like any other occupation. It is a patriotic commitment, a
mission, and a moral engagement with something bigger than a job. Military pro-
fessionalism embodies sacred values and representations, and the traditional mili-
tary terminology still encompasses the words loyalty, duty, respect, selfless service,
honor, integrity, and courage. Facing fear, danger, and adversity (physical or moral)
shape the personal courage that has long been associated with armies. It is a matter
of enduring physical duress and at times risking personal safety. Military profes-
sionalism was discussed in the special issue of Joint Force Quarterly in 2011, which
reiterated the notion that dedication remains at the heart of military engagement:

It’s an Army of flesh and blood, an Army of young men and women like yourselves who
signed up willingly to face danger and to risk their lives for something greater than those
lives. Your job is to lead them and lead them well. That is what they expect of you. Actually,
it isn’t a job at all; it’s a duty. For those of you who have no prior service, you are going
to be awestruck at the manner in which these young Soldiers do their duty every single day
(p. 6).
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Meaning is essential and significant both personally and culturally. How belief
and culture are understood, interpreted, translated, internalized, applied, and put into
practice can be complicated. Leaders set the tone of the culture of their organiza-
tions. The meaning of the community, no matter how defined, becomes essential
for interconnectedness, for bonding, and for understanding. It all has to do with
the relationship between the organization and the individual. Military institutions
also reflect national and cultural values and cultural peculiarities. Licht et al. (2007)
studied the cultural rules governing social institutions. On the matter of hierarchy
versus egalitarianism, for instance, they examined the ideal way to elicit cooperative,
productive activity in society and observed that hierarchy refers to a cultural empha-
sis on obeying role obligations within a legitimately unequal distribution of power,
roles, and resources. The study of cultural features in a given society also provides
interesting insights on the particular values shaping a nation’s social pact, such as
the use of violence, gender parity, innovation, and democracy. Cultural peculiarities
might become even more prominent when armies live, interact, and work together
in coalitions, and coordinating multinational forces requires strong cross-cultural
management skills.

Making public institutions more adaptive also implies overcoming the hurdles
of bureaucracy and a great deal of skepticism from civil servants. Organizational
sociologists have observed trajectories in public institutions causing path dependency
effects (Mahoney 2000; Pierson 2000). In the public sector, historymatters; it matters
evenmore in themilitary. Emblematic leaders andwar heroes, collective pride, values
and culture shape the military memory. Change can be seen as a betrayal of former
heroes’ actions or a decoupling of decisions and orientations taken by highly ranked
officers or officials. Path dependency shapes organizational patterns, which in turn
predesign sequences of actions entrenched in the day-to-day functioning. Saying
that individuals are naturally inclined to make the right decisions on the basis of
available options is a simplistic view of things. In the armed forces, the symbolic
nature of things cannot be ignored, and pragmatism can be offset by traditions,
thereby reducing the number of available options to resolve a given situation. Political
institutions might be less fluid than other sectors and less flexible because structural
arrangements reflect historical decisions and political ambitions and aspirations.

Di Maggio and Powell (1983) have coined the term institutional isomorphism
(also called the Iron Cage) to describe the tendency of leaders to imitate other orga-
nizations: “Once a set of organizations emerges as a field, a paradox arises: rational
actors make their organizations increasingly similar as they try to change them.” Iso-
morphism is particularly common in public institutions as it guarantees legitimacy,
proven decision-making, and the reproduction of successful past actions. In France,
for instance, high-level bureaucrats have graduated from the same prestigious schools
and have obtained a standardized education and similar training. There is a sense of
a professional community sharing the same beliefs and vision in various sectors and
interacting on a regular basis about what they deem to be “best practices.” In public
institutions, two sources of pressure co-exist: the pressure of compliance/efficacy
guaranteed by the application of norms and procedural patterns and the pressure to
maintain ceremonial organizational cultures. These aspects are deeply ingrained in
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the functioning of the public system and usually survive political change because
high-level civil servants remain in place in France after presidential elections.

In the turmoil of current times, institutions face the double pressure of coping
with unforeseen events and to modernize, which implies that technological progress
is likely to reengineer organizational and human routines. The next section provides
a brief overview of what awaits the military sector with regard to technological
revolution.

The Way We Will Do Things from Now on: War-Embedded
Technologies

Is military professionalism called into question in the contemporary political and
social environment? According to Carnes Lord in Joint Force Quarterly (2011),
the U.S. Army is suffering an erosion of the traditional values that underpin its
professional ethos on account of the continuing disintegration of traditional moral
and cultural values in the larger society:

The weakening of organized religion in much of the country, the breakdown of the family,
the impact of Hollywood and popular music and related developments pose a formidable
challenge to the good order and discipline of a military that, thanks to the internet and
contemporary socialmedia is evenmore inextricably embedded in civilian society and culture
than ever before (p. 71).

Inevitably, internal tensions arise with progress. The digital divide is not to be
taken lightly because in military institutions rank sustains historical working pat-
terns, resists the adoption of new technologies, and maintains obsolete procedures.
The pace of innovation of the last three decades created three generations of mil-
itaries with variable digital dexterity and enthusiasm for electronic and automated
devices. In France, a quick look at the career officers age-pyramid indicates that four
“technological generations” interact, the mean age of officers being 41.6 years in
2016 (age interval ranges from 22 to 61 years), with a significant proportion between
42 and 52 years (MoA 2016).

Maintaining military critical capabilities requires advanced technology. Will tra-
ditions and beliefs be sustained if human relationships and communications become
increasingly handled by technological applications? Major technological changes
have reshaped strategic priorities in defense. Cybersecurity, whose function is to
protect systems, networks, and programs from digital attacks, has become a cor-
nerstone of military activity. Cyberattacks usually aimed at accessing, changing, or
destroying sensitive information, extorting money from users, or interrupting normal
business processes now target civilian public infrastructures (e.g., hospitals, power
plants, water and sanitation systems). Strengthened surveillance, control, and secu-
rity have become a critical component of the MoA’s mission, which is also in charge
of protecting strategic sites, ensuring nuclear deterrence, and maintaining homeland
security in times of repeated terrorist attacks.
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Artificial intelligence is becoming a critical part of modern warfare. Compared
with conventional systems,military systems equippedwithAI are capable of handling
larger volumes of data more efficiently. In addition, AI self-control, regulation, and
actuation of combat systems (due to its inherent computing and decision-making
capabilities) is expected to increase performance and empower armed forces with
new capabilities: automation of actions, increased pace of operations, better prepared
forces and strengthened strategic influence, and psychological domination (Noel
2018). AI applications already in use allow facial recognition, image reading, and
making sense of a large volume of data. Inventoried AI military applications that will
be put in use in the years to come include the following (Singh and Gulhane 2018):

Warfare platforms: efficient warfare systems, less reliant on human input and increased
synergy, and enhanced performance of warfare systems while requiring less maintenance.

Cybersecurity: protect networks, computers, programs, and data from any kind of intrusion.
Cyberattacks can lead to loss of classified military information and damage to military
systems.

Logistics and transportation: prepare effective and safe transportation of goods, ammu-
nition, armaments, and troops. AI may help lower transportation costs and reduce human
operational efforts.

Target recognition: enhance the accuracy of target recognition in complex combat environ-
ments. Defense forces may gain an in-depth understanding of potential operation areas by
analyzing reports, documents, news feeds, and other forms of unstructured information.

Battlefield healthcare: robotic surgical systems and robotic ground platforms can pro-
vide remote surgical support and evacuation activities in war zones. Systems equipped
with AI can mine soldiers’ medical records and assist in complex diagnosis. IBM’s Wat-
son research team partnered with the U.S. Veterans Administration to develop a clinical
reasoning prototype known as the Electronic Medical Record Analyzer. The technology is
designed to use machine learning techniques to process patients’ electronic medical records
and automatically identify and rank their most critical health problems.

Combat simulation and training: construct computerized models that acquaint soldiers
with the various combat systems deployed during military operations.

Threat monitoring and situational awareness: intelligence, surveillance, and reconnais-
sance operations used to acquire and process information to support a range of military
activities.

AI and data information processing: quickly and efficiently process large volumes of data
to obtain valuable information. AI can assist in culling and aggregating information from
different datasets, as well as acquiring and summing supersets of information from various
sources. These devices include probability-based forecasts of enemy behavior, aggregation
of weather and environmental conditions, anticipation and flagging of potential supply line
bottlenecks.

Augmented soldiers: technologies that augment human capabilities with material such as
exoskeletons and wearables based on soft robotics that tune into the human body, which are
being created to directly interact with the central nervous system of the soldier.

Innovation makes available less expensive and human-costly flying equipment,
such as unmanned aerial vehicles (UAVs), commonly called drones, which are
remotely piloted aerial vehicles that have significant roles in defense as well as com-
mercial sectors. UAVs are increasingly used for border surveillance, and they allow
monitoring, surveying, and mapping tasks formerly performed by fighter planes and
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a human presence on the ground. Drones also have improved range, persistence, and
surveillance capabilities, along with the ability to use force without physical risk to
the attacker.

The use of drones in the French Air Force
The potential of drones became obvious in the Air Force. In 1995, four Hunter mod-
els, conceived by Israel Aerospace Industries were acquired and used until 2004. To
welcome these devices, an inter-army team was put in place in the Air Force Exper-
imentation Center (CEAM) in Mont-de-Marsan before the creation in 2001 of the
experimentation squadron drone 1/33 Adour, renamed in 2010 “Escadron de drones
1/33 Belfort,” based in Cognac since 2009. The tactical Hunter drone, deployed in
Kosovo in October 2001, completed 25 missions and was also used by civil authorities
to conduct surveillance of the G8 Summit in Evian in 2003 and 60th anniversary of D-
Day in 2004 in Normandy. The European Harfang drone completed its first operational
mission in Afghanistan from the Bagram base in 2009.

Medium altitude long-endurance drones have unique features. They allow a perma-
nent and discreet presence in target zones and improve understanding of conditions on
the ground, movements of the enemy, and real-time data transmission. Their 24/7 avail-
ability provides a major time efficiency. By increasing potential interactions between
observation-decision-action, drones have significantly contributed to the reliability and
the shortening of decision-making process, called the OODA loop (observe, orient,
decide, and act) or Boyd cycle, also referred to as F2T2EA (find, fix, track, target,
engage, and assess).

Integrating new devices, such as drones, automated applications, and, very soon,
AI-enabled systems, goes far beyond the simple acquisition of technology. As Baker
(2007) argues, technology has the power to reshape institutional functioning, and
a change of such magnitude will necessarily marshal a vast quantity of additional
means and resources as well as new skills leading to new capabilities. It goes without
saying that AI will instigate profound changes in the configuration of armies and in
the way operations have been conceived until now. For instance, the use of com-
bat simulation and training will require major investments in computers, simulation
software, training of trainers, and a reconfiguration of education programs in mili-
tary academic institutions. The introduction of AI also entails that life-long learning
will become an essential component of a military career. Military education will be
impacted too, and many courses, such as human resources management, aeronauti-
cal engineering, ethics and legal knowledge, and the economics of innovation—to
mention just a few examples—will need updating.

The adoption, testing, and integration of a new generation of devices induces a
time-lag until they are sufficiently reliable to shift practices. During this time, it is
business as usual. The capacity to remain efficient in this dual mode of functioning
means that military institutions need to become ambidextrous, a notion that I explain
in the next section. It also supposes a complete shift of mindset about the organi-
zation of the war and the preparation of forces. The dual functioning entails major
adaptations in terms of training, learning, changing processes, review of strategies,
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and operational tactics. Needless to say, military institutions will have to become
more adaptive, find ways to develop skills rapidly, and remove the bottlenecks of
bureaucracy.

Making Institutions Agile and Capacity Building

Change management and capacity building are intertwined notions. Making insti-
tutions more agile and reactive means that these systems are prepared for reconfig-
uration, optimization, and modernization, both at the human and structural levels.
Armies deal with two types of pressures: maintain peace and security in the state
and abroad and adapt to external changes, such as the social and cultural environ-
ment, which compel defense to accept more intimate relations with the rest of society
through more open and transparent communication from political power. With infor-
mation and communication technology, social media, and the free press, citizens
have the right to be accurately informed.

The need to preserve traditional values while inculcating new modes of func-
tioning (with technologically assisted and automated material, for example) forces
military institutions to practice a dichotomous management that academic research
calls organizational ambidexterity. Some authors have characterized satisfying com-
peting or antagonistic objectives as organizational schizophrenia (Gureja 2013). The
concept of organizational ambidexterity stems from the field of organizational learn-
ing and innovation in which March (1991) first examined how firms have, on the
one hand, exploited accumulated knowledge and perfected processes to organize
their activities, and have, on the other hand, experimented in new directions, taken
risks, and created new knowledge. In the managerial literature, ambidexterity refers
to the capacity to produce and combine innovations sourced in both exploitation
and experimentation so as to develop the scope of business and optimize strategies.
Further research has identified four types of ambidexterity: structural ambidexterity,
a deliberate split of exploration and exploitation activities within the firm, temporal
ambidexterity, alternating periods focused on one or the other, reticular ambidex-
terity, the capacity to liaise with other organizations in the innovation process, and
contextual ambidexterity, an intrinsic way of functioning in which some firms are
genetically ambidextrous (Dhifallah et al. 2008). O’Reilly and Tushman (2004) also
observed ambidexterity among individualswho simultaneously performed routinized
tasks and innovation actions. Lievre and Aubry (2007) described how project man-
agers handled emergency situations in polar expeditions and observed that their
propensity to react efficiently to sudden events depends on their capacity to artic-
ulate in situ exploitation and exploration skills, as well as to adapt and to resort to
rational thinking.

Howfirms rapidly and fluidly adapt to change has led to extensive research in orga-
nization sciences. From the 1970s onward,many authors have investigated the field of
capacity and how organizations cope with organizational change and modernization.
The capacity tomake an appropriate changehas paved theway to the studyof dynamic
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capabilities, which provides insight for strategic renewal, agile organizations, change
management, reconfiguration of routines, and flexible processes. The seminal work
of Teece et al. (1997) laid the foundations of dynamic capabilities, which means
the ability of an organization to purposefully adapt an organization’s resource base.
Dynamic capabilities underpin the firm’s ability to integrate, build, and reconfigure
internal and external competences to address rapidly changing environments.

Dynamic capabilities theory provides senior managers of successful companies
with actionable tools to adapt to radical discontinuous change, while maintaining
minimum capability standards to ensure competitive survival. Accordingly, man-
agers reorganize their own routines to make the most of their existing resources
while simultaneously planning for future process changes as the resources depreciate.
Dynamic capabilities divide into three categories: anticipate and influence opportu-
nities and threats, seize and take up opportunities and reconfigure the resource-base,
and protect and optimize tangible and intangible assets.

At the individual level, capacities and capabilities arise from a blend of knowledge
acquired in the socializing process, as Nonaka and Takeuchi (1995) have shown. The
authors observed that while people interact in an organization, they exchange and
gain tacit and explicit knowledge. New knowledge, new know-how, and competen-
cies form in learning stages and follow an incremental process in which new mental
schemes set in (Argyris and Schön 2002; Huber 1991; Bennis and Nanus 1985).
If people have a propensity to learn, so do organizations. In the past two decades,
managerial research has shown that when individuals work together and cooperate
they develop collective skills and capabilities (Ferrary and Pesqueux 2011; Cohendet
et al. 2006). Rindova and Kotha (2001), who have studied the lifecycle of Yahoo and
Excite, noted that firms becamemore agile and adaptive from the moment they opted
for continuous morphing, which describes the comprehensive ongoing transforma-
tion through which the focal firms sought to regenerate their transient competitive
advantage in hypercompetitive environments.

If everyone agrees on the importance of capacity and capability to achieve the
desired objectives, less attention has been paid to the practice of capacity building.
Capacity building is a term used by international donors and development experts
to designate actions aimed at creating an enabling environment. The problem with
the capacity-building concept is that it has become too closely associated with initia-
tives such as micro-credit programs, health policies, trainings, organizational mod-
ernization, livelihood policies, economic development, entrepreneurship innovation,
technological progress, etc. This expansion of the concept has made it ambiguous,
inviting many critics among academics and practitioners. Yet most agree on the fact
that there are actions that enable individuals, organizations, and countries to “ac-
cess more capacity.” For Hilderbrand and Grindle (1994), capacity building refers
to efficacy, the “ability to perform proper tasks effectively, efficiently and sustain-
ably.” For the Organisation for Economic Cooperation and Development (2006),
capacity building is the “ability to handle or manage affairs successfully.” Systemic
approaches have been adopted to understand how capacities and capabilities arise
from the combinations of skills (Alaerts and Kaspersma 2009), and how knowledge
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can bemarshalled to solve problems. Until now, capacity building has found no legit-
imacy and no academic credibility from a theoretical standpoint, although capacity
is the stepping stone of individual, organizational, and institutional development.

Cohen and Levinthal (1990) argue that the ability to exploit external knowledge
is another critical component of innovative capabilities. The ability to evaluate and
utilize knowledge from outside stems from the use of prior related knowledge. At
the most elemental level, this prior knowledge includes basic skills or even a shared
language but may also include knowledge of the most recent scientific or technolog-
ical developments in a given field. Thus, prior related knowledge confers an ability
to recognize the value of new information, assimilate it, and apply it to achieve a
goal. These abilities collectively constitute what is called a firm’s absorptive capac-
ity, with the assumption being that the organization needs prior related knowledge
to assimilate and use new knowledge.

Military knowledge and practice now apply to a wider array of people and orga-
nizations. New technological knowledge, the need to gain more human resources
flexibility and the rising privatization trends have led to a greater mixing in the
composition of armed forces. In the operating environment, diverse categories of
actors interact and handle warfare with, as one might expect, a different conception
of military professionalism. Historically, the military usually distinguishes between
enlisted and officer careers. In 1996, French president Jacques Chirac announced
the end of mandatory military service and his decision to professionalize armies.
Professionalization draws from the hypothesis that the industrialization of Western
countries, the weakening legitimacy of the use of force, the nuclear threat, and the
rise of technologies made the annual costly training of thousands of new young sol-
diers irrelevant. In a context in which new technologies arose and missions gained
in complexity, more specialized manpower was needed. Handing over expensive
material and sensitive functions to inexperienced hands could not be allowed. Tech-
nological skills became the backbone of the institution, and the MoA now recruits
contract officers on 5- and 15-year contracts to rapidly inject technical expertise
into the various domains, with new staff capable of using and mastering the most
advanced knowledge and technologies. Armies now have a critical need for spe-
cialists in various fields, such as ICT, logistics and maintenance, human resources
management, and communications. An accelerated training of sixmonths is provided
to acquaint these candidates with the military culture and functioning. The war in
Iraq has witnessed the entry of a new category of military personnel, with varying
degrees of acceptability around the world, private militaries or military contractors.
The so-called business of war includes independent corporations offering military
services to national governments, international organizations, and also to non-state
actors. They are providing combat and protection forces and other support or techni-
cal services. In some countries, private militaries are controversial, but more subtle
forms of privatization exist. In France, private companies such as Defense conseil
international, Cassidian, and Helidax provide military training for cadets and special
forces, helicopters, aircraft maintenance, and other support services to the military.

Whether these newactors have conferred greater agility and capacity on theFrench
military forces has led to animated debates, but the matter remains to be studied
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academically. The most skeptical viewpoints argue that these “mercenaries” do not
share military values and the institutional culture. At worst, it is believed that they
could join opposing forces for higher wages if the opportunity arose.

Is military professionalism gender sensitive? Many studies have tried with mit-
igated success to investigate (with good intentions) whether women bring specific
skills to militaries. The matter usually leads to stereotyped ideas or clichés, such
as “women are more caring, social or less violent.” No study differentiates gender-
based skills or competencies within forces. As General de Lattre de Tassigny once
said: “I don’t want to know if there are women in the division, for me there are only
soldiers” (Pajon 2016a, b). Of course, reality is more complicated.

Sisters in Arms

For modern armies, gender mixing is an asset and an opportunity to display modern
values. There are many reasons explaining the discrepancies of gender representa-
tions at the center of which glass-ceiling effects and invisible filters prevent female
candidates from climbing the rank ladder. Role and statusmay lead to different analy-
ses.With a rate of 20%, the FrenchMoA is among the top four most feminizedMoDs
worldwide. Women make up 55,000 of 266,800 staff and have access to all func-
tions—32,000women serve in the army.Womenonly count for 7%of general officers
and for 8% of all deployed staff in external operations. The 2019–2025Military Law
Project ensures that women get access to officer positions at the Chief of Staff level
and to the French War College. A recent survey indicates that 60% of MoA female
staff feel it is difficult to be a women in the army. The recruitment of female candi-
dates has been stable since 2008, and several explanations have been put forward.
Pajon (2016a, b), who conducted several studies related to the role of women in the
air force, notes that the strong masculine cohesion and promiscuity representations
could deter women. Women might also be more caught between female identity and
military identity in international conflicts. The symbol of morals (courage), physical
features, and virility also belong to masculine representations, and the percentage
of women decreases in the higher ranks. In addition, the French military recruits
in prestigious engineering schools and scientific and technical academic institutions
that have low feminization rates.

The nature of war is changing, and Rambo-style illustrations of soldiers have
given way to an image of technological dexterity and expertise. Less direct combat,
more anticipation, more analysis and efficiency in four dimensions dominatemilitary
practices today. Pajon (2016a, b) proposed that the increasing technologization of
military operations will have an impact on the attractiveness of a military career for
women because it reduces the use of physical force. Other aspects might be worth
investigating. From my experience as a lecturer at the French Air Force Academy,
female military personnel open up more easily about their dissatisfaction or their
difficulty respecting and being managed by a superior they consider not competent
enough. Generational gaps also seem to widen and the perceived obsolescence of
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military structures and the burden of bureaucracy often deter young hires who share
some disappointment and a relative skepticism about the military institution and its
overall performance.

Military Professionalism in the Era of the Millennials

The Millennials, also known as Generation Y, are the demographic cohort following
Generation X and preceding Generation Z. Millennials are sometimes referred to by
media and social networks as “echo boomers” due to a major surge in birth rates in
the 1980s and 1990s, and becausemillennials are often the children of baby boomers.
For the last few years, the driving force behind organizational transitions has been
theMillennial generation. The “digital natives” have infused the working world with
their own style of communication and relationship to personal information. Orga-
nization 1.0 was structured according to rigid processes. This process-dominated
system of management is now challenged by an expectation of greater flexibility and
mobility. Organization 2.0 has to be responsive, which presents a major problem for
human resources because a hierarchical structure is replaced by internal network-
ing through social communities. Performance and results are attained with a more
collaborative, solutions-based work structure, which often blurs hierarchy or makes
routines obsolete. Managerial figures are no longer involved in day-to-day projects
because the system does not endow them with classic authority and capacity. Nimon
(2007) believed that the employee of the future does not need to have experience
as much as a potential for learning skills. In a system of agile process management,
employees want to be constantly informed as to how successfully or efficiently they
are executing the tasks assigned to them. And to achieve this, a new culture of evalua-
tion has to be created. Born in the digital society,Millennials are alsomore concerned
with ethics, social impacts, and environmental considerations of business.

In the era of the Millennials, will the military be judged negatively by concerns
for global peace, justice, and ecological behavior? A national poll in 20181 in France
indicates that the perception of the military remains positive:

• 84% of the French people have a good image of their military
• The young generation shares this opinion in the same proportion (84%)
• Militaries are perceived as efficient (79%), reactive (79%), reassuring (77%), and

they have a special place in the French spirit
• Courage (47%) and commitment (45%) are the two values that best reflect French

soldiers
• 84%of thoseunder 30years old consider that being amilitarymember is rewarding
• 81% believe that defense budgets should be maintained or increased
• 48% think that soldiers are insufficiently equipped with materiel and weapons to

fulfill their assignments.

1Ministry of Armies, IFOP-DICoD, May 2018.
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At the organizational level, moving forward is easier when citizens support the
institution and have a positive opinion about its missions. This being said, the enthu-
siastic portrait of the French armed forces should be placed in context because these
surveys took place after major terrorist attacks perpetrated in Nice and Paris in 2016
and 2017.

The Outlook of Military Professionalism

Resteigne and Soeters (2010) argue that working in military coalitions has become
the rule rather than the exception. Since the Cold War, several reasons have led to
increased cooperation between nationalmilitaries. First, professionalization of forces
and the end of conscription decreased the number of available soldiers. Second, the
end of the Soviet threat and the global financial crisis impacted national budgets (and
hence military spending). The quest for efficiency and the elimination of resource
duplication also motivated forces to share resources. Given the more diffuse nature
of threats, extended overseas postings are required, and operations are extended over
longer periods.

Working in military coalitions entails multicultural interactions, reflecting vary-
ing military cultures, professional organizations, languages, religions, and visions.
The modular environment can lead to culture shocks when some values or beliefs
collide, become incompatible, or difficult to accept by others. The concept of mil-
itary culture has been vastly debated in sociology through its symbols, physical
attributes, language, traditions and history, and if common culture elements have
been observed, significant peculiarities remain among international forces involved
in joint operations.

The rationale for coalitions (EU, NATO) is the “pooling and sharing” policy,
which describes various forms of defense cooperation. Pooling means that national
capabilities are provided to other countries. A special multinational structure is set
up to pool these contributions and coordinate their deployment. The European Air
Transport Command is one such example. Pooling can occur in the development,
procurement, or subsequent operation of sharing, which means that one or more
countries provide their partners with capability or equipment (such as airlift) or
undertake a task for another country (Mölling 2012). If this occurs on a permanent
basis, the partners can cut this capability and, theoretically, save on costs. In the EU
Council’s conclusions onmilitary capability development of December 2010, the EU
proposes pooling and sharing as a solution to save money and increase the efficiency
of their military resources. NATO is pursuing similar aims with its Smart Defense
initiative, made official at the Alliance’s summit in Chicago inMay 2012. AsMölling
(2012) observes, role specialization takes place if a state gives up certain capabilities
and concentrates only on a few others. Many European states refuse to do so as
they are afraid of mutual dependence. Nevertheless, role specialization is already
taking place, but it is involuntary, uncoordinated, and has major consequences for
the capability of all partners.
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Considering that coalition partners have different means and capacities, some
will struggle more than others to afford expensive equipment. In addition, state
modernization actions undertaken in many countries worldwide have led to costly
change management programs, limiting their capacity and willingness to purchase
new military material not considered a national priority.

Military Professionalism in Motion: Making Sense
of the Current Defense Environment

Military professionalism is a dynamic concept that is meant to evolve to remain
aligned with societal changes and the global environment. On the one hand, military
professionalism seeks to preserve the core values and the traditions that keep the
spirit of individuals willing to serve their country and work for the security of others.
On the other hand, professionalism requires a vision and new ideas to strengthen the
capacity of the institution to accomplish its mission through a system endowed with
enhanced and distinctive capabilities (Fig. 5.1).

In order to meet the upcoming challenges, military institutions need to make
agility their main objective if they want to become more adaptive. To become agile,
the military institution will have to bring profound changes to its current configu-
ration and “walk the talk” of modernization. Ingraining dynamic capabilities will
ensure that adaptiveness, interconnectedness, resilience, and regenerative capacity
become entrenched institutional assets and not artefacts. Professionalism also entails
marshalling the right amount of resources to achieve goals and to reduce the oppor-
tunity cost of military spending. A recent study conducted with the French Air Force
shows that increasing budgets does not go hand in hand with increased performance.
Despite the additional funding granted to aeronautical maintenance, the number of
available and ready-to-use aircraft has not improved. Problems such as organiza-
tional inertia and burdensome work processes have to be addressed to allow agility
to set in (Frank 2014).

Table 5.1 synthesizes the set of capacities military organizations will need to
become agile. I applied generic properties identified in former studies to the military
environment.

Fig. 5.1 The properties of
military professionalism

Values, norms, 
traditions, 

culture

Innovation, agility, 
capacity, knowledge

Military 
professionalism
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Table 5.1 Typology of dynamic capabilities

Type of capacity Properties Military specifics

Strategic Sensing and seizing new business
opportunities and market
repositioning

Implement ambidexterity in
institutional functioning. Develop
stronger anticipation skills and seek
higher impacts with less resource
consumption. Reduce actions’
opportunity costs

Managerial Quality of leaders’ skills and
competencies

Adopt management practices
valuing competencies and skills
rather than only ranks. Train
managers to effectively lead
different military generations and
inculcate a life-long learning culture

Operational Process reengineering and
redefinition of operational flows

Boost operational readiness with
rehearsing and simulations. Nurture
ambidexterity to exploit/explore
knowledge, solutions, and ideas in
home bases and on international
operations

Innovation Creativity, new ideas and resources
to innovate

Lighten top-down processes and
allow new ideas and solutions to
come from everywhere and
everyone in the organization,
including from external contributors

Relational Quality of relations with
stakeholders (SHs)

SH support eases change, so adopt
fluid and transparent communication
with all SHs (civil/military)

Reticular Strategic networks and alliances,
communities of practice, clusters

Avoid unnecessary duplication of
resources and means. Use
knowledge transfer and information
sharing with all stakeholders
(internal and external)

Structural Corporate design, organization of
business units

Reduce bureaucratic rigidity and
remove burdensome procedures.
Avoid duplication of units and ease
decision-making at all levels. Set up
loosely-coupled units promoting
creative thinking (ideas lab model)

Transfer Projection into another
organizational set up

No one size fits all system. Design
and reconfigure units to enable then
to cope with future actions and
specialties according to their
strengths and distinctive capabilities

(continued)
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Table 5.1 (continued)

Type of capacity Properties Military specifics

Mimetism Anticipation and alignment with
strategic repositioning needs in the
sector

Perform feedback with alliance
partners and industrial/academic
project managers to identify best
practices and opportunities. Resorb
the path-dependency that limits
future options

Resilience Recovery and survival in times of
crisis or emergency

Value the reporting of mistakes and
failure so as to learn from
experience, adjust and improve
actions. Create a
knowledge-management system

Intercultural Acceptation of ideas/concepts from
other cultural paradigms

Develop cross-cultural management
skills to facilitate coalition work
and negotiations with host
governments. Set up international
innovation teams

Adapted from Frank (2014)

Conclusion

This chapter discussed the future of military professionalism and the evolution of
armed forces’ core competencies in the light of technological advances, new sources
of threats, performance requirements, and generational stratification of the work-
force. There have been numerous advancements on the battlefield in the form of
arms, decision-making tools, transportation, and air power. Technological inventions
have direct impacts not only on the battlefield, but also on all the people operating
on a remote computer thousands of miles away from a conflict zone.

AI-assisted warfare is slowly but surely transforming the nature of war, leaving
heroism open for redefinition. Demonstrating overwhelming force while using supe-
rior technology and intelligence stems from the illusion of technological domina-
tion, according to Lefeez (2017). She adds that the increase in armaments combined
with stagnating military budgets might compel military decision-makers to abandon
core capabilities to acquire these expensive materials. Ultimately, it might even be
counter-productive and lead to a loss of capacities. Other social priorities have to
be addressed, such as preserving domestic safety and security, and armed forces
missions must fit into a larger social project (e.g., stabilization, reconstruction). The
positive opinions reflected by polls can quickly be ruined by exaggerated military
spending, due to the high opportunity cost that they entail.

The political turmoil and the pace of innovation entails that military organizations
must ingrain dynamic capabilities in their structures and processes. In the short term,
operational unitsmay bemore concerned about agility than bureaucracies. Upstream,
sharp anticipation skills allow militaries to sense and seize opportunities and to be
better prepared for the unexpected. Ultimately, these capabilities enable militaries
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to detect weak signals and boost reactivity. Downstream, these dynamic capabilities
enable people and organizations to build distinctive assets and unique resources,
to valorize new learning and knowledge, and to make the system responsive to the
changes in the operating environment—all this, of course, without harming the core
values that ensure the cohesion of the system.

With respect to gender equality, armed forces are recruiting more women, who
nevertheless continue to face a glass ceiling. The peculiar input or skills supplied by
women is totally subjective, academically speaking. To some, empoweringwomen in
conflict may be one of themost sensible and effective ways to build peace. For others,
feminization might increase with the technologization of war as lethality decreases.

What the hiring and retaining of highly educated and skilled Millennials will
require in terms of new managerial skills and practices is another aspect of
organizational evolution. According to three senior U.S. officers,2

it is time to understand them. Considering the average age of enlisted members was 27
and the average age of officers was 34 1/2 as of 2015, Millennials are moving into junior
leadership positions where they are shaping the Army’s values, ethics and organizational
functions.

The challenge awaiting armies is to preserve the core values of military engage-
ment and answer the ever-increasing demand for performance. The growing social
pressure concerning the preservation of natural resources, human rights, and the
accountability for the destruction of populated living areas will need to be addressed
in future strategies. However, the main challenge resides in the management of the
transition period. Understanding the mechanisms of organizational ambidexterity
will help fill the gap. In practice, the existing material and resources will be used to
their end of life, while new high tech material is gradually added to the artillery.

To conclude, the main challenge is institutional. Changing work routines can be
painstaking if the system values the past over the present. In military institutions,
history matters, and it probably matters more than in any other government depart-
ment. Agility requires getting rid of bureaucratic bottlenecks and also ofmental cages
locking the system in the past. The following citation could not better illustrate this
state of mind:

At its center, war defines the military profession and, therefore, war is what officers must
study. History offers the reality of war far more effectively—and realistically—than exer-
cises, simulations, or the efforts of war gamers using computers to imagine an unknowable
future (Kohn 2013).
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Chapter 6
Irish Defence Forces Implementing
United Nations Security Council
Resolution 1325

Glen Segell

Abstract The Republic of Ireland Defence Forces (DF) has taken substantive mea-
sures to implement United Nations Security Council Resolution 1325 (SCR 1325)
on gender equality. SCR 1325 was the first of its kind to call on all states to imple-
ment the Women, Peace, and Security agenda. This chapter describes how the DF
introduced gender equality into recruitment and retention, in-service life, training
and professional military education, and created representative associations through
three national action plans. The changes to suit SCR 1325 are structural and formal
changes that make the DF more inclusive, without undermining the core of the DF’s
military professionalism. It also harmonizes the DF with its partners in the United
Nations, the European Union, and the North Atlantic Treaty Organisation.

Keywords Republic of Ireland Defence Forces · United Nations Security Council
Resolution 1325 · Civil-military relations · Gender equality

Introduction

October 2020 will be the twentieth anniversary of United Nations (UN) Security
Council Resolution (SCR) 1325 (UN 2000), which called for all states to implement
aWomen, Peace, and Security (WPS) agenda. UNmember states were to implement
the WPS agenda through national action plans (NAPs), and 78 member states, 23
of which are European Union member states, have created NAPs. The Republic of
Ireland Defence Forces (DF) are currently implementing a third NAP for the years
2019–2024. Martin (2006, p. 10) observes that SCR 1325 was a watershed moment
for gender equality in Ireland’s DF when it was passed by the UN in 2000. Although
Ireland had allowed women to join the DF in 1979, and it had been the first European
military to allow women in all roles (including combat), there had been few efforts
toward gender equality in the DF before SCR 1325.
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This chapter discusses the DF’s implementation of SCR 1325 principles of gender
equality in recruitment, retention, in service, and in professional military training and
development through successive NAPs. This first section describes the contents of
the three NAPs, the second describes the civil-military coalescence that took place
to foster the broad changes in the DF, and the third discusses how the changes
played out across the four areas of concern—recruitment, retention, in service, and
in professional military training and education. I suggest, moreover, that the changes
initiated in the various areas were structural and formal changes that did not affect
the core of military professionalism in the DF, yet they have made the DF more
representative and inclusive of a diverse society and less male-dominated.

National Action Plans

Democratically elected governments, such as in Ireland, uses the expertise and advice
of military professionals in reaching policy decisions about defense and national
security. Civilian officials rely on military expert advice in these matters. But elected
civilian leadership makes ultimate policy decisions, which the military then must
implement in its sphere. Since 2000, UN SCR 1325 has become an integral part
of the Irish government’s agenda, including legislation and its NAPs, which have
included the DF. The DF provided expert advice on the formulation of the parts of
the NAP that applied to the military so that any changes did not compromise its core
mission, tactics, or strategy. This can be seen in the NAP itself.

The Irish government initiated the first NAP in 2011, the second in 2015, and
the third NAP for the years 2019–2024 was launched on June 21, 2019. Ireland’s
third NAP on the WPS agenda was led by a working group made up of 50% govern-
ment and 50% civil society outside of government. It was based on the findings and
recommendations of the midterm and final reviews of the second NAP, including a
review of 48 written public consultation submissions and three public consultation
workshops attended by over 100 representatives from civil society, academia, and
the government.

The NAP approached the implementation of the WPS agenda domestically and
internationally, following the key pillars of SCR 1325: (1) the prevention of gender-
based violence and sexual exploitation and abuse; (2) empowerment and participation
of women in decision-making; (3) protection, relief and recovery, and (4) the promo-
tion of theWomen, Peace, and Security (WPS) agenda, nationally and internationally.
According to a North Atlantic Treaty Organisation (NATO) report (2017, p. 5), the
Irish DF and Danish and Finnish Armed Forces are exemplary as the only militaries
in the world with NAPs on SCR 1325 specifically prepared by and for their own
defense forces.

One of the initiatives the DF is taking includes ensuring that all policies contain
clauses about gender equality (Department of Defence 2015, p. 4). This is evident in
theDepartment of Defence’s (2016, p. 3) Equality Policy, which describes equality of
opportunity in recruitment and retention, training and education, and the deployment
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of forces. The specific reference is to women. It is stated therein that there is no
gender-specific requirement for any DF task or deployment. And all roles, functions,
and tasks are open to all genders based on merit. There is a gender advisor in DF
Headquarters to monitor gender neutrality.

The Impetus for Change in the Irish Defence Forces

The impetus behind the implementation of the SCR 1325-influenced NAP in Ire-
land’s DF was a coalescence among civilian and military leaders on the need to
harmonize DF policies with its partners in the EU, the UN, and NATO, which were
implementing changes in line with SCR 1325 (NATO 2018, p. 27). Accordingly, the
DF incorporated gender perspectives, as defined by NATO, within the analysis, plan-
ning, execution, and evaluation of its operations and missions (NATO 2009, p. 3). As
a signatory member of the NATO Partners for Peace, moreover, Ireland’s DF agreed
to participate, contribute, initiate, respond, and comply with the agendas, initiatives,
and policies of other NATO countries, which includes matters of gender equality
(NATO 2016, p. 4).

Ireland has consulted with experts from public institutions, academia, and non-
governmental organizations on how to participate in Partners for Peace gender equal-
ity projects stemming from SCR 1325 (NATO 2019, p. 9). A review and assessment
of projects from the second and third NAP for the implementation of UNSCR 1325
and related resolutions shows which have been implemented in the DF. The projects
included (1) mapping the integration of women into armed forces; (2) handling
gender-related complaints; (3) writing a handbook on how to prevent and respond to
gender-related discrimination, harassment, bullying and abuse; (4) promoting greater
gender equality; (5) increasing the participation of women in defense and security
institutions for collective defense, crisis management, and cooperative security; (6)
removing barriers for women’s participation in the prevention, management, and
resolution of conflicts and in peace-building; (7) summit debates and resolutions;
and (8) the appointment of a NATO Special Representative as the high-level focal
point on all aspects of NATO’s contributions to the WPS agenda (Government of
Ireland 2019).

TheDF also participates in theNATOCommittee onGender Perspective (NCGP).
In compliance with the NCGP recommendations to the NATOMilitary Committee in
2015 and 2016, the DF has (1) appointed gender advisors to operational headquarters
in order to build capacity in gender perspectives and (2) is fulfilling its commitments
under the SCR 1325 WPS agenda to institutionalize a gender perspective by way of
the DF Action Plan on WPS designed to complement gender perspective training
programs (NATO 2019, p. 14).

Cottey (2017, p. 29) observed that Ireland’s and the DF’s gender initiatives are
also linked to EU co-operation in international affairs through the Common Foreign
and Security Policy agreement, which coordinates opinions and policies among EU
members. Since the EU treaties of Amsterdam (1997) and Lisbon (2007), military
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tasks fall under the European Security and Defence Policy (ESDP). As Cohn et al.
(2004, p. 133) point out, being part of the CSFP and the ESDP brings Ireland under
EU human rights legislation, which includes gender equality requirements mirroring
SCR 1325.

The DF’s preparation for an EU deployment, including recruitment and training,
is no different from NATO or UN missions. The European Peace Building Liaison
Office (2018, p. 78) specifies that Irish participation in the EU’s four units are obliged
to follow SCR 1325 guidelines by sending representatives for the following roles: (1)
Principal Advisor on Gender and on SCR 1325 (created 2015) to ensure exchanges
and coordination of the EU with other international, regional, and national actors on
policy and action related to gender and SCR 1325; (2) the EU Informal Task Force
(set up 2009) to share information relevant for SCR 1325 and organize annual EU
member states meetings on SCR 1325; (3) the Council Working Group on Human
Rights that gathers representatives from EUMember States to discuss issues related
to human rights; and (4) the United Nations Council Working Group responsible for
developing common EU policies with regards to UN issues, including SCR 1325.

With respect to deployments, the political leadership decides why, when, and
where to deploy and the budget for the deployment. The DF leadership decides on
the most appropriate means to accomplish the mission and how and what to use both
in equipment andhuman resources—these are operational decisions. TheDepartment
ofDefence (2014, p. 7) stipulates that human resources policy is the same for domestic
and international deployments. There is no gender-specific requirements for any role
in the DF in either domestic or international deployment. All roles, functions, and
tasks are open to all genders based on merit. A change in the gender composition of
the DF to suit SCR 1325 would not touch the core of the DF’s mission and roles, or
its tactics and strategy. Yet it would make the DF more representative and inclusive
of a diverse society and less patriarchal.

MacCarro (2012, p. 87) observes that the Irish Army is almost never deployed
domestically and only infrequently deployed on international missions for the UN,
EU, and NATO. Domestic deployments of the Army have always been for non-
combatant purposes. A typical task for the DF is to be on stand-by to assist in adverse
weather conditions. As Tonra andWard (2002, p. 31) explain, Ireland has historically
been neutral. It was only after it became a member of the UN in 1955 that a decision
was taken to deploy theDF outside of the state borders for the first time. Deployments
since the first in 1958 were for humanitarian activities and peace-orientated tasks,
and not to take sides or to intervene militarily in any conflict.

MacCarro (2012, p. 32) observes that the UN missions have set the standard in
having no specific gender requirements for any mission and all roles open to all
genders. To be sure, it would be better for some roles to be filled by both males
and females to be operationally efficient where local customs segregate genders for
religious or other reasons.

In sum, Ireland implemented SCR 1325 to harmonize the DFwith other states that
Ireland partners with in the EU. These activities are intended to make the DF more
representative and inclusive of a diverse society and less patriarchal. All roles are
open to all genders based on merit. It should be noted, however, that these structural



6 Irish Defence Forces Implementing United Nations Security … 87

and formal changes do not touch the core of the DF’s mission, tactics, or strategy or
the roles of its members.

The Process of Equal Opportunity

This section looks at the DF’s implementation of an NAP to meet SCR 1325 and
how it has affected recruitment, the service, retention, and training and professional
military education. The Chief of Staff of the Defence Forces’ rationale for meeting
the gender equality requirements of SCR 1325 ran as follows: Equality of opportu-
nity in recruitment and in training and education within a merit-based system leads
to performance, and performance leads to advancements in rank. If experience is
permitted through training and deployment, then there would be equal opportunity
to compete on an equal footing for promotion. Promotion, in turn, would lead to
retention through the status and pay that comes with higher rank.

Recruitment

The first stage of the NAP tomeet SCR 1325was recruitment into the DF, which is an
all-volunteer force. Before 2000 (and pre-SCR 1325) women made up less than 1%
of the DF. By late 2017, women had increased to 6% of DF personnel (595 of 9,214
total active personnel). A total of 751 new recruits were enlisted in 2017, of which
73 or 9.7% were women (Varadkar 2017, p. 9). As described in the White Paper
on Defence (Department of Defence 2015 p. 3), the DF is committed to increasing
the gender balance within the organization. As a public sector body, moreover, the
DF must be fully compliant with all equality legislation in Ireland, referred to as the
Equality Acts 1998–2015. There are no quota systems for men or women in the DF.

As an all-volunteer force, the DF competes with other private and public sec-
tor employers for employees. Thus, the DF Public Relations branch is trying to
increase public awareness about the variety of jobs and opportunities in the DF (fur-
ther detailed in Department of Defence 2015, p. 7). The focus on gender equality
and equity in recruitment aims to be reflective of society, not confined to any eth-
nic or minority background. The DF has increased initiatives and tailors specific
information to attract female recruits aimed at increasing the participation of women
in the DF. The DF has targeted its advertisement campaigns at women via cinema,
television, and social media. Communications strategies and initiatives include the
“Join our Team” campaign, for example, which is directed at women and for which
the DF has won an award for innovation. The DF has a gender, equality, and diver-
sity booklet, which is part of an external communications plan. The Department of
Defence (2015, p. 9) also has a female-specific recruitment day. Prospective employ-
ees can meet serving female soldiers from a variety of corps and hear stories and
anecdotes about service in general and specific roles and fitness demonstrations. The
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information provided is meant to overcome previously identified barriers, such as
problems or misconceptions with the fitness test. For example, the physical entrance
test for men and women varies slightly to consider natural physiological differences
in order to be equitable. Women can do modified push-ups (on their knees) and have
an additional 1 min and 30 s to complete a 1.5-mile run (men 11.40’, women 13.10’).
Enlistment requirements related to physical characteristics (height, weight) are the
same for both sexes, and men and women enlist at the same age.

To ensure that gender equality in recruitment is implemented smoothly and with-
out any misconception of bias in the application, the interview boards and panels
have both women and men as interviewers (Department of Defence 2019, p. 2). In
2016, women represented 15% (680) of total applicants, which was an increase of
10% (530) in 2015 and proved to be more resilient than previous years: 71 female
applicants successfully completed the fitness test in 2016, compared with 44 in 2015,
and 47 women were enlisted in the DF in 2016, compared with 27 in 2015 (Varadkar
2017, p. 9).

In-Service

Gender equality in service was the next process in the NAP to meet SCR 1325.
According to the Department of Defence (2019, p. 8), an increasingly complex
security environment requires a diverse military force and an environment where all
employees can contribute fully to tackle unforeseen events and threats. Creating equal
opportunity in service is understood as an iterative process in keeping with national
legislation, specifically Section 42 of the Human Rights and Equality Commission
Act (Department of Defence 2019, p. 10). Section 42 places a positive duty on all
public sector bodies, including the DF, to eliminate discrimination, promote equality,
and protect human rights in their daily work. The DF complies with this legislation
through the NAP (Department of Defence 2019, p. 11). The DF also liaises with the
Human Rights and Equality Commission for advice on best practices (Human Rights
and Equality Commission 2014, p. 87).

Further, theDFhas a robust complaintsmechanism through the chain of command,
through a redress of wrongs office, and by the ombudsman for the DF. Complaints
concerning and made by serving and former members of the DF can be investigated
by the independent Office of the Ombudsman for the DF, in cases where internal
grievance procedures within the DF have been exhausted. The DF has also imple-
mented strategies and programs to prevent sexual harassment and sexual abusewithin
the DF, and the strategies state that bullying, sexual harassment, and harassment in
any form will not be tolerated (Department of Defence 2016, p. 21).

The interests of members of the DF are represented by several representative
associations, which are like trade unions. Officers of the DF are represented by the
Representative Association of Commissioned Officers, while rank-and-file members
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of the DF are represented by the Permanent Defence Force Other Ranks Represen-
tative Association, which is affiliated to the Irish Conference of Professional and
Service Associations and the European Organisation of Military Associations.

To ensure in-service gender equality to meet SCR 1325, the Department of
Defence (2016, p. 34) states how gender is a topic in operational planning, and it is
included in pre-deployment training and exercises. All DF career courses and over-
seas pre-deployment training includes a gender perspective brief, which incorporates
material on gender equality, the NAP to meet SCR 1325, gender-based violence, and
sexual exploitation and abuse. At all stages of the planning process and operations, a
gender perspective is relevant, effective, and responsive to the needs of both women
and men.

On military operations, both in domestic and international deployment, the DF
encourages mixed-gender units in order to have female and male personnel available
to respond to any given situation. This includes urban operations, search operations,
working on checkpoints, patrolling villages and towns, and in responding to cases
of gender-based violence in post-conflict UN, EU, and NATO deployments. Military
installations have been adapted to both sexes—specifically, female toilets and female-
only accommodation. This includes seagoing operations. Equipment is not fitted for
men and women; it is the same for both genders. Female and male uniforms are
available and are monitored by a clothing committee. Maternity uniforms are also
available.

The DF created the Dignity Charter, which reflects the SCR 1325 ideals, to
prescribe expectations for members in service (Department of Defence 2016, p. 19).
The charter commits theDF to encouraging and supporting the right to dignity atwork
and states that the DF supports an inclusive workplace where dignity and respect are
afforded to all, regardless of rank, gender, race, religion, civil status, family status,
sexual orientation, and membership in the traveling community. It also states that
personnel are selected for various appointments on competency and merit.

Retention

The NAP to meet SCR 1325 makes gender equality in retention an important goal
in DF human resource policy. The Department of Defence (2017 p. 15) has spe-
cific gender equality retention policies, procedures, and initiatives. Some are social,
some are legal, and some are financial, but all are aimed at being practical. There
is gender focal point officer in each barracks and unit trained to assist and mentor
women in their units. The DF has also put in place practices that allow for flexi-
bility due to family circumstances. For example, legal and social support is given
to mothers during pregnancy. There are specific programs and measures to support
parents when both are in the military. Both parents of a new-born child are offered
paid maternity/paternity leave, along with extended periods of leave without pay.
Parental leave is up to 52 weeks, of which 14 are paid. Mothers can only be deployed
on overseas operations if they specifically volunteer to go and not for two years after
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giving birth in order to allow for breastfeeding. The DF also allows short-term leave
to assist single parents or those experiencing difficulties, provided it does not affect
operational commitments (Department of Defence 2017, p. 29).

Further initiatives include the DF Women’s Network, established in 2016 by the
HR Unit J1–HR, which is based around learning circles and is in keeping with both
theWhite Paper on Defence (2015) and theHuman Rights and Equality Commission
Act (2014). The aim of the Women’s Network is to support women in all aspects of
their work to increase participation and help with retention. The network has a lead
point of contact in each brigade and is coordinated by the DF Headquarters Gender
Advisor (Ireland 2019; HREC 2014). Another initiative is the DF Lesbian, Gay,
Bisexual, Transgender, and Allies Network (LGBTA), called Defend with Pride,
launched in 2016 and aimed at providing support, information, and guidance for
LGBTA personnel and for those who wish to support colleagues, family, and friends
(Department of Defence 2017, p. 43).

In email correspondence on February 5, 2019, with the Gillian Collins, Comman-
dant, PSS Gender Equality and Diversity Advisor, Human Resources Branch (J1), I
was informed that the DF carries out exit surveys for men and women who leave the
military. A DF psychologist carries out the exit surveys in order to gain an insight
into why personnel leave the DF. The surveys are monitored by J1-HR, which then
makes recommendations to the General Staff. A climate survey noted that more men
than women were leaving the DF. It was also noted that women were more content
in their work environment than their male colleagues were. The main reasons both
men and women tend to leave the armed forces are better pay in the private sector
and retirement.

Training and Professional Military Education

The NAP to meet SCR 1325 emphasizes the importance of professional military
training and education for gender equality (Department of Foreign Affairs and Trade
2015, p. 2). The underlying principle is that if there is equality of opportunity in
recruitment and a merit-based system, training and education will lead to perfor-
mance, and performance to advancement in rank. If experience through deployment
is permitted after training, then there will be an equality of opportunity to compete
on an equal footing for promotion. Inherent in promotion is status, which potentially
assists the processes of retention.

From the onset of the creation of the DF, there has been an emphasis on service,
duties, and standards instilled by training and education. Shortly after independence,
the firstDefenceAct (Ireland 1923) of the newparliament established an Irishmilitary
college. The most recent White Paper on Defence (Department of Defence 2015)
states that training and education are essential for military personnel. The DF sees
its responsibility to provide both collective and individual training and education so
that “all personnel will be provided with the opportunity for personal development
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and associated professional experience in order to realise their full potential during
their service in the DF” (Department of Defence 2015, paragraph 463).

Initial or basic training is provided for all branches (Army, Navy and Air Corp),
both for recruits and officer cadets, aimed to ensure that they can operate the equip-
ment to fulfil their roles, functions, and tasks. There is also specialist training and
training for international deployments for all personnel at the UN Training School,
Ireland. This training is expanded through an active program of liaison and exchange
with other military and civilian educational and training institutions, nationally and
with international partners. Both genders are trained together across the board.

The DF provides two specialized gender-related training programs (NATO 2018,
p. 56). The first is theGender Perspective Training for Career Course. Participants are
introduced to the main theories and framework of the Women, Peace, and Security
agenda from SCR 1325, the NAP, and the terminology associated with a gender
perspective. Participants are also introduced to gender in military operations, aimed
at the officer ranks OF-1 to OF-5 and all non-commissioned officers. It is a part of
the pre-deployment training and the standard national training.

The second course, Gender Focal Point Training, builds on the main theories and
framework of the Women, Peace, and Security agenda from SCR 1325, the NAP,
and the terminology associated with a gender perspective. Participants study gender-
based violence andgo through facilitated scenario training. The course targets officers
of the ranks OF-1 to OF-2 and OR-1 to OR-4, and it is a part of pre-deployment and
the standard national training. The DF trained 122 gender focal point officers in
2017. Gender focal point officers are posted in units at the tactical level. All units
deploying overseas have at least five gender focal points officers.

In email correspondence on February 5, 2019, with the Gillian Collins, Com-
mandant, PSS Gender Equality and Diversity Advisor, Human Resources Branch
(J1), I was informed that the DF also employs military gender advisors to provide
education on the gender perspective and awareness of gender-based violence in con-
flicts and other settings. Each brigade has a gender advisor in its HQ staff. In 2017,
Ireland had 14 trained gender advisors serving in the DF, compared with two in the
United States. All 14 have been trained in the Nordic Centre for Gender in Mili-
tary Operations. The DF also has specialized gender training for the prevention of
sexual harassment (Ireland 2019, p. 2). This includes a designated contact-person
training program where personnel are trained to inform and to support victims of
harassment. The DF’s military police receive specialized training for investigation
of sexual assaults, and all personnel are briefed regularly throughout their career on
interpersonal relationships.

Professional military education (PME), as high as third-level university degrees,
is available and encouraged beyond in-house DF training (Ireland 2019, p. 5). The
Director of DF Training makes all DF personnel aware of the wide variety of skills
available through civilian educational institutions and embraces these courses under
various educational schemes. The accreditation of training and education programs
represents a policy-strategymatch to fulfil DF operational and training requirements,
as well as individual careers during and after service in the DF. The accreditation
for all learning conducted through collaboration with appropriate higher education
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institutions adheres to the standards laid down in the Qualification (Education &
Training)Act (1999), as governed by theNationalQualificationsAuthority of Ireland.
In doing so, the DF aims to support lifelong learning.

The changes in training and professional military education to comply with SCR
1325 have been structural and formal changes that, arguably, do not touch the core
of the DF’s mission or its tactics and strategy. They have been aimed at making
the DF more representative and inclusive of a diverse society and less patriarchal.
The most recent NAP for gender equality in recruitment, in service, retention, and
professional military training and education was released on September 16, 2019. On
the same day,MaureenO’Brien became the first woman promoted to the general rank
(brigadier general) in the Defence Forces. And she has deployed in an operational
role as Deputy Force Commander with the United Nations Disengagement of Forces
mission in the Golan Heights, Syria.

Conclusion

This chapter examined theRepublic of IrelandDefence Forces’ (DF) implementation
of United Nations Security Council Resolution 1325 adopted in 2000. SCR 1325 is
significant in the history of the UN, with its unique Women, Peace, and Security
agenda. In Ireland, three national action plans in line with SCR 1325 have been
formulated and implemented, becoming the catalyst for gender equality in the DF
by allowing all citizens to join the DF and for all DF personnel to compete on an
equal basis. Pre-SCR 1325 the DF was a male-dominated profession, even though
there was no law or regulation making it so.

The defense white papers, the three national action plans, and the policies and
plans resulting from these were influenced by SCR 1325. All these documents rec-
ommended the removal of barriers to enable and to empowerwomen to play a full and
equal part in security and defensematters. This chapter showed that a gender equality
apparatus exists in the DF, having been introduced through SCR 1325. There are now
complaints and grievance procedures and representative organizations. Institutional
barriers and gender requirements have been removed in recruitment and retention,
and in training and professional military education.

Gender equality is being implemented by the DF quantitatively by increasing
female personnel and qualitatively by granting all an equality of opportunity. There
is no quota system or physical limitations. There is open and transparent competition
for places on courses. There is no suggestion of an imbalance in the gender division
of labor that would indicate a discriminatory environment. All roles within theDF are
open to men and women on merit and equal opportunity. Women have been serving
in operational appointments and deployment overseas.

It was also shown that the DF is working with partner nations in the UN, EU, and
NATO for harmonization with them on gender equality to meet the implementation
of SCR 1325. In all these cases, the analysis suggests that the changes made in the
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DF to meet SCR 1325 are structural and formal changes that do not touch the core
of the DF’s mission and roles, or its tactics and strategy, but rather make it more
representative and inclusive of a diverse society and less patriarchal.
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Chapter 7
Power Resources Among Female Military
Personnel

Frida Linehagen

Abstract The Armed Forces are one of Sweden’s largest governmental organi-
zations and at the same time one of Sweden’s most gender-segregated and male-
dominated workplaces. Recruiting more women into the organization is one of the
organization’s main goals for personnel planning, along with providing them with
more opportunities for career development. This study sought a deeper understanding
of the power resources that can be identified and which are used by female military
personnel within the armed forces. A total of 16 women were interviewed and their
ranks ranged from soldier/sailor to general/admiral. The qualitative analysis of the
interviews shows that female military personnel use power resources to adapt to
the male-dominated organization’s demands and to even out perceived asymmetric
power relationships in their daily professional work. The power resources can be
explained using four themes: structural power resources, cultural and social power
resources, emotional power resources, and minority perspective as a power resource.
More female military personnel would have increased the task effectiveness of the
military organization. To make that possible, the Swedish Armed Forces would have
to discuss the prevailing masculinity norm, the meaning of being a man, and the
gains of a more gender-equal organization.

Keywords Military women · Power resources · Swedish armed forces ·Military
professionalism · Gender perspectives · Qualitative study

Introduction

TheSwedishArmedForces are a politically controlled, bureaucratic, and hierarchical
institution (Alvinius 2013; Bonnes 2017) with a male-dominated culture (Kronsell
2012). Further, Castilla and Benard (2010) argue that the organization is meritocratic
and emphasizes rank, degree, competence, and strong social cohesion. For example,
studies among rangers in the Swedish Armed Forces show that a specific type of
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masculinity fits the culture. The culture states what the men are and are not allowed
to feel, and it creates, among other things, focus and a strong sense of community
(Alvinius et al. 2016). The organization makes clear demands on its members, both
women and men, who are (literally) prepared to sacrifice their lives (Coser 1974;
Ydén 2008).

According to the European Institute for Gender Equality, Sweden is one of the
world’s most gender-equal countries, with the first feminist government in the world
(European Institute for Gender Equality 2017; Swedish Government 2018). The
Armed Forces are one of Sweden’s largest government organizations and, at the same
time, one of the most male-dominated among them (Linehagen 2018). Soldiers and
sailors have long been men only, as well as their commanders. Since 1980, women
are allowed to enter the military, but in specific positions only. The restrictions were
removed in 1989, and there have been no formal limitations on the roles and units
women can apply for since then (Sundevall 2011). Today, after 39 years with women
in military positions, women make up about 8% of the active-duty force (Swedish
Armed Forces 2018). This study examines the historically male-dominated military
profession where the organization conforms to masculine norms (Alvinius et al.
2016; Boldry et al. 2001; Sasson-Levy 2003), which in turn influences how military
women identify with and behave in the organization.

Military organizations have been challenged by the processes of normalization
in relation to other state institutions, professionalization, and social acceleration
(Forster 2006; Holmberg and Alvinius 2019; Norheim-Martinsen 2016; Rosa 2013).
The integration of women and the demands for gender equality seem to challenge
the military profession (Holmberg and Alvinius 2019). Hofstede (2001) argues that
Swedish organizations are considered feminine andwomen-friendlywhen they value
care andwelfare. This contrastswith the SwedishArmedForces,which is amasculine
organizationwith a hierarchy andmeritocracy. Thismeans that the political decisions
made by the Swedish feminist government collide with the masculine norms in the
Swedish Armed Forces.

Iskra (2007), who studied women in the U.S. military elite and their strategies
for achieving success shows that women use opportunities that arise to further their
careers. They do not doubt their ability to be women and feel attached and loyal to
their workplaces, which offer a system with mentors for professional guidance and
personal support. The support systems are crucial to help women in their carriers,
which Alvinius et al. (2016) show in their study.

In order to conform to themale normwithin themilitary,womendevelop strategies
at the individual level (Löfgren Lundqvist 2014), such as distancing themselves from
traditional femininity and instead approaching the prevailing masculine norm by
imitating fighting soldiers (Sasson-Levy 2003). Likewise, Linehagen (2018) writes
thatwomendevelop strategies, and the author considers it a complicated balancing act
between being a woman and an accepted colleague in the military culture. Similar
results can be found in other Western countries (Herbert 1995; Mills 2002; Silva
2008).

Kovitz (2001) suggests that when women demand integration on equal terms they
are perceived as “enemies” in their own organization because women in such roles
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constitute a threat to men’s existence and to the masculine structure. Although there
are women within male-dominated organizations, the male perspective is reinforced
and communicated as the generally accepted norm. The military culture creates a
context inwhich themale-dominated norm constitutes informal rules (Kronsell 2005;
Elmore 2009; Perriton 2009).

Several studies on gender stereotypes show that men are expected to be authorita-
tive, competent, and dominant, while women are expected to be kind, supportive, and
helpful (Eagly 1987; Carli and Eagly 2011; Powell and Eddleston 2013). Stereotypes
also demonstrate perceptions about status, and in male-dominated contexts men are
awarded higher status than women (Ridgeway and Correll 2004; Ridgeway 2014).
Research also shows that organizations that have long been male-dominated resist
female leadership and are unwelcoming to women because the roles of wife and
mother make it more difficult for the women to succeed in the military profession
(Shields 1985). Several other studies from various countries and organizations (Ivars-
son 2001; Iskra 2007; Löfgren Lundqvist 2014) show that when setbacks at work
become too noticeable, the informal support of a partner or other family member is
important.

The focus of this study is informal and formal support, which will be referred
to by the more general term resources so as to include power and power resources.
Resources describe the relationship between the individual and the organization,
in particular between female military personnel and the armed forces. Based on
the literature and the Swedish context, this study examines power resources because
power is a natural part of a hierarchical and bureaucratic organization (O’Neill 1986),
such as the SwedishArmed Forces. The purpose is to arrive at a deeper understanding
of the power resources used by female military personnel within the armed forces.

Power Resources

The empirical evidence in this study shows that capabilities and assets are important
for female personnel in a male-dominated organization. Korpi (1985) suggested that
assets and capabilities are power resources one uses in organizations. There is a lack
of knowledge about power resources among female members of militaries, which
is why the present study can fill a gap in our knowledge. This section looks at the
concept of power resources.

One of the most-cited researchers on power is Max Weber who defines power as
the probability of getting one’s will done despite opposition (Weber 1978). Ahrne
and Roman’s (1997) concept of normative power, which is aimed at consciousness,
is the most applicable in the military context. Korpi (1985) states that the concept
of power is not only about exercising power, but also about possessing resources for
power without having to use them. Having these resources keeps opposing actors
under control because they know they will lose a conflict if it arises. Korpi defines
power resources as actors’ capacities to use their means to reward or punish other
actors. Ahrne and Roman (1997) state that power relationships are not just about



98 F. Linehagen

conflicts and hard resistance, but also about collaboration that arises from access to
differing power resources. They also claim that one normative power resource is the
ability to change perceptions and awareness (Ahrne and Roman 1997).

An actor with many power resources finds it easier to get their will done in a
relationship, according to Korpi (1985), who presents a model for power resources
that explains how the use of power resources express itself as reward or punishment,
depending on how they are used. Korpi (1985) suggests that power is relational and
can therefore be exchanged, where exchange means that two actors trade mutual
rewards, which occurs when there are great differences in power resources between
actors. The stronger actor does not have the need to punish, and the weaker actor
understands that a peaceful outcome pays the greatest dividend, which is at the
same time the weaker actor’s reward to the stronger actor. Conflict is the opposite of
exchange. It occurswhen both actors use power resources to punish each other, which
may occur when the actors’ power resources are close to each other. The exploitation
interaction occurs when one actor uses a pressure resource, a power resource with
negative impact on the actor, whereupon the other actor does as they are told without
confrontation and, in this way, gives some type of reward (Korpi 1985).

Lindgren (1985) studies gender in organizations using Korpi’s (1985) power
resource model. Lindgren considers that power conditions that arise between col-
leagues of different genders are not as easy to determine as formal power relations
between superiors and subordinates. Lindgren (1985) considers that there is imbal-
ance in power resources between women and men in male-dominated organizations
and, therefore, draws on the exchange interaction in this study.

Method

This study was qualitative and inductive in design, with the purpose of the study to
gain a deeper understanding inwhich power resources are useful for female personnel
in the SwedishArmedForces. Thematic analysiswas used to examine the data (Braun
and Clarke, 2013). Thematic analysis is a structured process in which the first step
consists of open coding aimed at identifying meaningful units in each transcribed
interview.

Selection of Participants

This study focused on female military personnel in the Swedish Armed Forces. An
open request for participation was published on a joint social media platform. There
were about 1,000members in the group, allwomenwithin theSwedishArmedForces.
The women who fulfilled the study’s inclusion criteria and who would consider
participating replied by email and were contacted to book a time for an interview.
A total of 16 participants of various ages were interviewed. Rank varied from the
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lowest (soldier/sailor) to the highest (general/admiral). The participants had between
3 and 33 years of service in the armed forces, and all services were represented (army,
navy and air force). Because there were few women within each rank and from each
service, however, no identifying information is given for quotations in the study to
protect participants’ anonymity.

Although not generalizable to all the female personnel in the Swedish Armed
Forces, the 16 interviews provided an in-depth analysis of the power resources used
by the participants in the organization. Bryant andCharmaz (2010)warn about collect
toomuch data, andmean that the analysis of fewer interviews gives better data quality.

Data Collection

A semi-structured interview guide was created for data collection, consisting of
two themes: experiences concerning the military profession and experiences around
gender, status, and support. The interviews were conducted in a location where the
respondent felt most comfortable. The respondents were able to talk about their
experiences of and thoughts about their work in the Swedish Armed Forces and were
not interrupted if they strayed into issues other than those included in the interview
guide. Following Bryman (2001), further questions were asked, based on themes
emerging from the respondents’ description of their experiences as the interview
proceeded. Follow-up questions such as “What do you mean? Did I understand you
correctly? Please describe it in more detail” were used to obtain deeper insight into
the participants’ experiences. The interviews lasted 35–59 min and were recorded,
with the participant’s permission. The material was transcribed in conjunction with
the interview and was thereafter printed out.

Data Analysis

Data analysis followed Braun and Clarke’s (2013) method of thematic analysis. The
first stage was to become familiar with the material. Parts of the material had to
be read several times in order to note initial analytical observations. The second
stage involved coding, whereby the material that was relevant to the issue of power
resources was labelled. In total, around 50 labels were generated at this stage. Stage
three of data analysis sought themes, and the 50 labels were placed into eleven
subcategories, which were reduced to four themes. In the fourth stage, the various
subcategories and themes were scrutinized to see whether they held against each
other. During this review, six subcategories were sorted under other categories or
merged. The fifth stage of the thematic analysis involved identifying the essence
of each theme and naming them. The four themes that emerged were structural
power resources, cultural and social power resources, emotional power resources,
and minority perspective as a power resource. The sixth and the final stage of the
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thematic analysis involved linking together data and the analytical descriptions into
a story and giving it a context in relation to existing literature. This stage forms the
discussion section.

Results

Analysis of the data revealed four themes describing the power resources female
military personnel highlighted in the interviews. The women in the study revealed
that power resources were used in relation tomen and the organization and served the
position of the women in the organization. The power resources were multifaceted
and ranged from the organizational to the individual level. All themes are described
in detail and reinforced with quotations.

Structural Power Resources

The structural power resources category concerns how the women in the study found
methods for success in the structure of the military organization and consists of the
subordinate categories competence, work processes, and career planning.

Competence. The participants reported growing tired of their jobs periodically
and sought to develop. Some had taken leave, and several had attended the Swedish
Armed Forces’ program for life and career development. The women thought that
competence development through trying out a new job or attending a course had
helped them get new positions or other work tasks within the armed forces. In several
cases, the women in the study had university-level education that they had obtained
either before they becamemembers or simultaneously with their military work, or by
taking study leave, and then returning to the armed forces. One participant remarked,

I am an upper-secondary school teacher too, so that fits in really well, the educational training
is largely identical I would say, apart from teacher training being longer….My subjects are
Swedish, history and English, and I studied for six years.

The women had studied in order to change occupations but had the opportunity
to use their new knowledge in other positions within the armed forces. Others had
wanted to remain with their employer, but felt they were not able to further their
careers and had therefore chosen to study at a civilian university in the hope that
this would take them further within the organization, which it had also done. One
participant remarked,

I tried to become an engineering trainee in the armed forces and wanted to study in my home
town, but that university didn’t count in this concept. So I took study leave and did other
things for a bit, and then I got a place at the university to study engineering. Despite knowing
it was a risk, I started studying in any case. During my study years, the rules changed…and
I was finally counted as an engineering trainee in the armed forces.
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Work processes. Performing well was important to most women in the study.
Some were driven to perform to ensure their own unit or group was the best. Others
placed great demands on themselves because they liked to challenge themselves.
However, most performed because they believed they had to perform better than
men do to deserve their place in the armed forces. As one participant said:

You had to cover up all failings, and you had to be on top. Perform in order to be good
enough. This is something personal I carry within myself…but what I can feel is that before
I put more of the burden on myself, but instead it is actually about me being different.…It
isn’t really about me, instead it is about us being women among men, somehow.

Others thought that it is important to be inconspicuous, not to be too much not too
little—but at the same time be better than the men, but without showing it. Several
of the women considered that they had fought hard to get to where they were. At the
same time, several women in the study said that they lacked professional feedback
and often had to find alternative ways to get it. In one workplace where several
women work, they linked up to pep talk each other and give feedback. The feedback
often came from the outside, by someone completely different giving feedback on
what they had seen and appreciated.

Keeping things in order and creating structure at work was something that many
women in the study saw as their strength. Several women thought being helpful and
responsible was strongly associated with the military profession:

Yes, well I know that I am one of those persons who get things done, you know. Orderly and
detailed in what I do.

Some women in the study even said that they had worked out methods of getting
men to agree to their ideas and proposals. They suggested that one way was to talk
individually with the men about your proposal to establish it with each one of them
before raising it with the team. Another way was to choose men closer to oneself
and tell them first. It was important to know that the men are on one’s side.

Career planning. Often, the women in the study did not follow the template for a
military career; instead, they sought and found other routes through their profession.
The reasons were several. One was that they had not found the position they sought
congenial; another reason was that they chose to work in a position closer to office
hours after having a child. Several women have also changed jobs for safety reasons
during pregnancy. Many times, the women had found interesting work that engaged
them and that they had not included in their career plan to begin with:

Then there was the requirement for international postings, and the whole focus changed in
the Armed Forces. And I am a bit of two minds there, and haven’t wanted to take that track,
have felt doubtful about what we are doing. Therefore I have niched myself a bit, within
education and people, because I think that is interesting.

Several of the women stated that they primarily wanted interesting jobs where
they felt comfortable and they could contribute something. They were aware that the
jobs they had were not always the most attractive from a career standpoint, but at the
same time they were happy to have been able to have had an impact on their position
and their tasks. Because several of the women had found their own niche within the
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profession and had not followed the standard template, they had also mostly been
able to drive their own development and career themselves. Many more women did
not have any particular career plans. One woman said that she had never had the
ambition to have a career or to rise through the ranks, although she held one of the
highest ranks in the Swedish Armed Forces.

At the same time, several of the women in the study thought that women on the
whole needed more pushing than men to advance in their careers. One participant
thought the reason was that women tend to rate themselves lower than men and that
they believe they are not sufficiently good at their jobs. Others thought that women
hesitate a bit longer and therefore need a push in the right direction. Several of the
women in the study described that they themselves had been lifted up by others in the
organization, that there had been people who believed in them and that this support
had been necessary for them to dare to take the step. For others, it was the other
way round. Several women described having been openly opposed for no objective
reason when they had applied for jobs. In the end, they had used the last resort and
approached the most senior manager who had decided the case in their favor:

There was a lot of bother before I got the position I had trained for. Despite me having
everything that was required, they still chose not to employ anyone, and said that there was
no vacant position. In the end, I keyed myself up and told the top boss, who blew his top.
After that, I got the job.

Several women in the study took a long view andwere keen to know and be able to
impact their careers in the long term. Some had changed direction entirely, because
the career ladder was very narrow and slow; others hoped that the organization
would open more doors to validate previous academic education to allow quicker
career progress. Some of the women said they had chosen not to study certain courses
or join certain units because there has been no woman predecessor, so the women
had judged it an impossible or extremely complicated route to follow. Some women
had also been tactical in terms of pregnancies and parental leave during their careers
and had clear plans about how to have a career in a system where the majority were
men.

Cultural and Social Power Resources

The category concerns how women in the study found methods for success in
the military organization culture and consists of the subcategories resistance and
adaptation.

Resistance. It emerged from the study that it is important to carry out just the right
amount of gender equality work. The women thought that too much led to people
becoming worried that the smallest miss-speaking might be reported, which is not
considered good. Nobody in the study mentioned anything about too little gender
equality work. Tomakemen think about issues related to gender equality, the women
in the study had sometimes used humor:
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But it was because they were talking about it, and then I just wanted, but we do joke quite
a lot, and then it turned out that I somehow said it in that way. It wasn’t really anything…
and he understood that it was nothing. But perhaps there was a bit of seriousness in it too
from my side, to get an answer. “How shall we do it? Shall I sit by myself in a sauna then,
or? Shall I sit by myself and discuss it myself? While you are sitting together?”.

The women in the study said that, despite lack of gender equality and derogatory
comments about womenmaking themselves heardwhenever, they choosewell-timed
moments to make a stand. They also said that these reprimands did not appear to
help. It seems like no-one cares, and nothing changes.

Several women in the study felt that it was difficult to take the initiative in the
expected way in a male organization. One woman said that men could step up and
carry out a fairly new task with self-confidence while she was expected to not under-
take a similar task unless it was a requirement. The women in the study chose to take
the initiative only when they felt secure:

It is after all, the case that the Armed Forces are made by men, for men. Both in how things
work and how things are done. That is after all themale way of doing things! It might perhaps
be the best way, I don’t know, but women do perhaps have other ways of leading or thinking.
It would be a good thing to include that further up the system too.

Adaptation. It emerged from the study that it might be important for women not
to contribute to the idea that they are different. The participants said that they had
often been asked to give a female viewpoint on something, but they thought that
they could not always do this because they did not know what a female viewpoint
was. Most of the women in the study could not see any differences between women
and men in the exercise of the military profession. When gender differences were
highlighted, they were quickly put down to personality. Many were careful not to
generalize about male and female characteristics.

Similarly, differences between the armed forces and other actors in society were
not discussed.When subjects such as gender inequality in terms of salary, derogatory
jargon, or male-dominated culture were raised, the women in the study were careful
to state that these issues were not unique to the armed forces. On the question of
whether women are treated differently from men in the armed forces, one woman
answered:

Yes, you probably are. Just as you probably are in the rest of society, nothing specific to the
armed forces.

It was also important for several of the women in the study to adopt attributes of
the majority, such as using coarse language when suitable.

The participants also learned how to pigeonhole some individuals in the organi-
zation because it helped them navigate the system by keeping an eye on where the
adversary was. It might be that a top-level manager, for example, only has a few
honest individuals to ask for advice.
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Emotional Power Resources

Emotional power resources concerns how women in the study drew on personal
attributes to achieve success in the military organization. The category consists of
the following subcategories: meaningfulness, positive emotional coping, distancing,
and being oneself.

Meaningfulness. Making a difference in society is a feature most of the women
in the study thought vital to their success. Doing something important for Sweden
weighed heavily on the women, and a few also emphasized that they needed to feel
needed. Several were proud of being part of the security process in Sweden.

Positive emotional coping. It was important to feel comfortable and have fun
at work. The women described their workdays as varied and eventful. They also
thought that they contributed happiness to their work teams, but at the same time that
they also bore an expectation to be happy. Many of the women in the study described
themselves as social beings, with a strong interest in people and curiosity, which
helped them to carry out their work:

Then some come to me and want a confidential chat. They want a sounding board for ideas
about how they can take things further or talk about having encountered this and that. These
things happen now and then, and then I take the time.

Several of the women in the study said that they preferred the company of men.
Some had almost exclusivelymale friends and others had always really likedworking
with men.

Fighting to be considered an equal in a community of men was also significant
for the women in the study. Gaining legitimacy among the men might express itself
as always hurrying so as not to be forgotten or battling with a task so that it is really
well done. Many fought to perform their work tasks well, and one woman thought
that this was one of the reasons many women in the armed forces left early—i.e.,
because they were simply too ambitious.

Distancing. For several women in the study, it was important to be honest and
straightforward, but at the same time even more important not to seem too sensitive.
A few women confessed that they were sad not to have been allowed to become one
of the gang of men at work, but were anxious not to show this. Others said that they
had not at all bothered about being included somewhere. The “blokey” atmosphere
that was common in several places was something that most women shrugged their
shoulders about, at least outwardly. It was more important for the younger women
in the study to be included and less important for the older ones:

This thing about being one of the blokes. I don’t feel very engaged in it, to be honest. I’m in
my bubble somehow, and I do what I’m supposed to.

Being oneself. Not adopting a formal work persona was a characteristic that
several participants thought helped them at work. Yet several thought that they were
expected to be formal as military members, so it was necessary to have a good sense
of what was suitable for the situation. The women in the study reported that that they
sometimes heard from men in the organization that they should be less informal, and
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some were doubtful about how they were supposed to act. Most, however, saw their
informal side as a strength, in being fair, showing fellowship feelings and listening
equally to all, irrespective of their military rank. For all women in the study, it was
important to be the same person at work as at home:

I have actually always been the same at work as I am at home! I don’t think you should
assume a role just because you put on the uniform; instead, it is much easier to just be as I
am.

Despite this, it was important for several women in the study to avoid bringing
the military home with them. Several shared a home with another military person,
and recognized that it was good for them to talk about other things than work during
leisure time. Some of the women in the study made it clear that although they liked
their jobs very much, their lives were not consumed by work—they did not sit at
home in the evening studyingworkmatters. They also said they enjoyed beingwomen
during leisure hours, putting on makeup, painting their nails, and chatting with other
women.

Living in a gender-equal relationship was important for many of the women in
the study. Several said that they shared parental leave and days off to care for sick
children. Making two military careers work, where both travelled periodically, was
not easy, but it worked if you lived in a gender-equal relationship. The women in
the study who were not living with a partner thought that they would have to search
a long time before finding a partner who would buy into their demand for gender
equality:

My husband had to assume chief responsibility at home when I was attending a long and
demanding course some time ago. He is not a military officer anymore, and that is good,
because then we would both have had to be away, but it is great that he has been a military
officer, because that way he knows what it entails.

Minority as a Power Resource

Minority as a power resource concerns how women in the study balanced their roles
as divergent to achieve success in the military organization. This category consists
of the following subcategories: seeking out like-minded people, and avoidance.

Seeking out like-minded people. Most of the participants in the study did not
work closely with other woman. Sometimes they knew other female military person-
nel at the periphery, in other positions, or with other military grades, which meant
that the women had differing work duties. Several described it as a bit of a relief to
sometimes work closely with other women, and sometimes it was enough that the
other woman was nearby. The study shows that women choose to talk about other
things with women than they usually do with men, and that they think that commu-
nity feeling is different when there are more women in the workplace. As a minority,
the women were used to receiving more attention, and the older women in the study
had often been groundbreakers in their field:
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During my second maternity leave, I decided I wanted to go back to the Navy again and
wanted to go to sea. At that time, there was no other woman who had done that—gone to
sea after having children—and then lots of people thought it was mega-odd.

Several of the women chose to contribute actively with their difference and were
proud to be women in the armed forces. Some of them even chose to use their
femininity provocatively; for example, by using strong perfume. After many years
in the armed forces, several women in the study had become increasingly positive
toward other women in the organization; they supported and singled out each other
as positive examples.

Avoidance. At the same time, it was important not to overdo being a woman. It
was important to wear the uniform correctly and not to wear jewelry that stands out
too much, to wear one’s hair up, and so on. According to one woman in the study,
the best situation for them was when the men forgot that they woman. On the whole,
it has taken longer for older women to permit themselves to be women than for the
younger women in the study:

So I can actually admire those young girls today, who stand up for being a woman. Because
I didn’t! It was more like, I would have climbed up and fetched the moon, if anyone asked
me to do so. Like, I will transform myself!

Some of the women in the study said that they were not against gender equality
initiatives but that they had never had any problem and that they were not intending
to work toward a gender-equal organization. Nor did the participants think it a given
that women would be partial toward other women simply because they were women,
and some admitted that they had periodically resisted other women. At the same
time, it was important to not see too much of any man either. Rumors spread quickly
and it was not advantageous for the women either, they say.

Discussion

This study sought a deeper understanding of the power resources used by female
military personnel in the Swedish Armed Forces. The interviews with women in the
Swedish forces revealed several power resources among female military personnel.
The women used power resources to participate and advance in the Swedish Armed
Forces. Analysis of the data revealed four themes describing the power resources
female military personnel highlighted in the interviews. The themes are structural
power resources, social and cultural power resources, emotional power resources and
minority as a power resource. These power resources are individual, informal and to
some extent hidden. It is the women themselves who generate the strategies, to adapt
to organizational requirements and structures and to facilitate them to remain in the
organization. But at the same time this makes it difficult for future recruitment. This
is discussed in detail in the following.

Choosing a career path that differs from the organization’s planned path was a
theme throughout for the women in the study. Congeniality, family logistics, and
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interest were offered as some of the reasons for a different career path, and the
women underlined that they have had to work hard themselves to find this career
path, rarely without encountering resistance. The fact that the organization is so
strongly male-coded could be an underlying reason for their lack of interest and
comfort. Kanter (1977) argued that the women’s behavior can be traced back to their
positions in the organization and considers that the organizational structure limits
women’s opportunities. Women have little expectation of promotion, low ambitions,
and tend to undervalue their competence, which explains why the women in the
study lack career plans, have more education than their positions require, and why
they choose different career paths than those the organization planned. Using power
strategies in this context is a way of adapting to the masculine norms within male
dominatedmilitary organization.On the other hand, there appear to be extra demands,
hidden conditions and invisible power resources that thewomen individually develop
that also constitute an obstacle for the Swedish Armed Forces to achieve its long-
term goal, which is to recruit more women. Recent studies have shown that this
development is slow (Linehagen 2018).

Although the participants’ education, for example, appears to be strong power
resource, it is still used as an exchange relationship, according to Korpi’s (1985)
model. As the military organizational structure limits women’s opportunities, the
women understand that they gain most from a peaceful settlement here too, and
reward the organization. That is to say, the women hold back and fall into place
instead of fighting for themselves by putting their structural power resources into
play. The fact that most of the women found their own career paths can be seen as a
power resource that helps them forward in the organization, but in the longer term also
punishes them. According to Korpi (1985), we can understand that the women, by
choosing a different and informal career path, have found a place in the organization’s
advancement system and their power resources have been strengthened to a level
equal to that of the organization, whereupon they challenge the formal organizational
structure. In this way, a conflict relationship arises, when both parties are punished:
The organization, as its structure is undermined and deviated from, and the women,
as they quickly encounter resistance and withdrawn opportunities.

As Lindgren (1985) wrote, the men in the organization probably have the upper
hand in terms of power resources in the male-dominated armed forces, and the
cultural and social power resources found among the women in the study are largely
used as an exchange relationship, according to Korpi (1985). The women in the
study understand that they are in an inferior position as a minority and that they
gain most from not opposing the masculinity norm. For this reason, they adapt to
the prevailing norm by not contributing with their difference, for example, or by
refraining from criticism of the culture. At the same time, the actions of the women
function as a reward for the male-dominated organization, which is reproduced over
time. The resistance that the women put up against the male-dominated organization
is extremely careful; for example, by joking tomakemen think in a gender-equalway,
and only using carefully chosen moments to make a stand. This carefulness protects
the women from punishing and being punishing, and it does not have any negative
impact on the male-coded organization either; instead, it can still be interpreted as
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an exchange relationship. The reward to the women is to be welcomed into the
organization, and the reward to the organization is that it retains and is reinforced in
its masculinity norm. The cultural and social power resources can be likened to what
Ahrne and Roman (1997) call “normative power resources,” as both the resistance
and the adaptation largely aim to change others’ perceptions and awareness ofwomen
and their assumed intentions. That is, by managing to change the view of themselves,
from probably being a demanding minority asking for gender-equal conditions and
an organization that is adapted to them too, to apparently adapting to the demands
and masculinity norm of the organization.

The emotional resources can be likened toHochschild’s theory of emotional labor.
Hochschild (1983) argued that emotions and their meaning are socially construed in
relation to their specific context (the relationship between employee, employer, cus-
tomers, clients, and colleagues), and that we learn the rules for when, where, and how
some feelings should be expressed by sensing the atmosphere. The theory, according
to Hochschild (1983), concerns work is carried out according to an employer’s spe-
cific emotional rules for what is permitted or not, but like several other researchers
(Mumby and Putnam 1992; Pugliesi 1999; Bolton and Boyd 2003), I would like to
widen the concept to a power resource from a gender perspective, where women form
a minority and need to survive in a male-dominated organization. For this reason,
methods such as distancing, feelingmeaningfulness, being oneself and using positive
emotional coping are important resources in negotiating power with male colleagues
and with the employer. Women control their own and others’ emotions through dis-
tancing or through positive coping, to name some examples. The emotional power
resources can also be likened to coping strategies, according to Lazarus’s (1986)
model. But women’s power resources should be seen in light of work life research
and in an organization context, which means that Hochschild’s theory of emotional
labor fits well.

The women describe themselves as happy and structured, which reinforces the
gender-stereotyped image of women, and give them a lower status in relation to what
Ridgeway (2014) and Ridgeway and Corell (2004) write about men are accorded
higher status in male-dominated contexts. Being typically feminine does not con-
stitute a threat to the male-dominated organization because such a person does not
challenge the gender order (Wahl 1996) and, therefore, does not give rise to any pun-
ishment (Korpi 1985). Wahl (1996) also argues that a woman’s typically feminine
behavior offers limited opportunities for advancement because a woman exhibiting
typically feminine behavior is considered to lack the authority required of managers.
In the long term, women experience the feeling of punishment, according to Korpi’s
model.

When women use the minority perspective as a power resource, they eventually
join together and seek support in each other or find themselves and are proud of being
women. The strength in this provides a power resource that can be used as a pres-
sure resource, according to Korpi (1985), and the result is that the male-dominated
organization offers a reward for not being confrontational because this would have
a negative impact on it. However, the exploitation occurs, in Korpi’s words, when
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women receive attention for being aminority or choose to be provocative in their fem-
ininity. At the same time, the minority perspective’s power resource is antagonistic
whenwomen, instead of choosing the strength of their femininity, choose the strength
in the male-dominated organization. From women’s viewpoint, the avoidance’s dis-
sociation from other women and from gender-equality work develops into a reward
to the male-dominated organization, and the exchange relationship is established,
which is in line with Korpi’s (1985) theoretical perspective.

The study also showed that what, on the one hand, is a power resource, on the
other hand often functions as resistance against something different. According to
Korpi (1985), several of the women’s power resources can reward or punish the
male-dominated organization (Lindgren 1985). The results of this study suggest the
organization usually receives rewards. When the women in the study reward and
reproduce the male-coded organization, which is what the organization demands
(Coser 1974), I suggest they are punishing themselves, their femininity, and the right
to a gender-equal workplace.

The study highlights how women’s power resources in an organization with male
traditions and dominance largely neither reach their full potential nor are utilized
in the organization. With an increased number of women, their power resources
would have grown stronger, and the Swedish Armed Forces would have benefited
and probably increased its effective ability. Like Wahl (1996), I consider that the
increased number ofwomen alsomust increase the number ofwomen inmanagement
positions, because an increased number of female managers means an increased
number of women with power. Wahl differentiates between the group of women as
an unused power resource, and as an unused complementary resource, where the
group of women as a power resource is permitted to exercise power, not be used by
the power. I consider that more women with power in the armed forces would both
have increased the power resources of individual women, and the group of women as
a power resource would, in turn, have increased the task effectiveness of the military
organization.

As mentioned in the beginning of this chapter, military organizations have been
challenged by the processes of normalizationwith other state institutions, profession-
alization, and social change (Forster 2006; Rosa 2013; Norheim-Martinsen 2016;
Holmberg and Alvinius 2019). The integration of women and demands for gender
equality seem to confront themilitary profession (Holmberg andAlvinius 2019). The
military organization has survived many years in its form and although Sweden is
one of the most gender-equal countries in the world, the challenge with feminization
is obvious.

Achieving gender equality in the Swedish Armed Forces requires discussing the
prevailing masculinity norm and the benefits of a more gender-equal organization.
The Swedish Armed Forces would have to reverse the perceived challenge feminiza-
tion presents to the military profession into a strength and allow more women in
leadership positions.

Finally, this is not a study of the military profession, but the study contributes to
a scientific debate about the challenges women face in military organization. This
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needs to be explored from a military professional perspective, including by both
women and men, which is further highlighted in the next section.

Conclusion

The analysis of the interviews shows that the female military personnel use power
resources to adapt to the male-dominated organization’s demands and to even out
perceived asymmetric power relationships in their daily professional work. To par-
ticipate and advance in the organization, the women use power resources that can be
explained using four themes: structural power resources, cultural and social power
resources, emotional power resources and minority perspective as a power resource.

The results of the study can be used as the basis for discussion in education
and in conversations about the conditions of women in the organization, but also as
documentation for illuminating the gender perspective in personnel provision and in
recruitment to the armed forces.

Further quantitative studies are required on the power resources of both women
and men in military organizations. It would also be interesting to make a qualitative
study of the power resources of military men, and then compare it to this study. The
result would create a broad basis for discussions about gender equality, power, and
effectiveness in the armed forces.
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Chapter 8
Military Professionalism and the British
Army

Rita Hawkshaw and Clodia N. O’Neil

Abstract The changing character of conflict and competition demands that the
British Army re-appraise what it means to be a military professional. This requires
a common understanding of military professionalism, which places an emphasis on
professional development throughout a military career, ensuring the British Army is
able to continuously adapt to changing demands. This chapter draws on Butler and
Budgell’s (2015) study of the critical components ofmilitary professionalismderived
from influential theories to briefly review professionalism in the British Army. The
main focus of the review is on professional development, which is a key enabler of
the professional components. We present an initial conceptualization of the tenets
of the profession of arms and the supporting continuing professional development
(CPD) approach, based on a review of the British Army’s current CPD approach.

Keywords British army ·Military professionalism · Continuing professional
development

Introduction

The rapidly changing security environment requires the British Army to re-evaluate
what it means to be a military professional. This necessitates a common understand-
ing ofmilitary professionalism that emphasizes continuing professional development
(CPD), ensuring that members of the British Army remain competent professionals
who are able to continually adapt to contemporary and future challenges. In the first
step to achieving this aim, the British Army sought to conceptualize tenets of the
profession of arms and the supporting CPD approach. The focus on professional
development was taken because this was recognized to be a key lever to profession-
alization in the British Army. To inform the concept, a review of the current CPD
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approach was undertaken to identify opportunities that could, ultimately, further pro-
fessionalize the British Army. This chapter predominately outlines the findings from
the review and presents the initial conceptualization of the professional tenets and the
supporting CPD approach. To gain a broader understanding, a brief review of profes-
sionalism in the British Armywas undertaken using Butler and Budgell’s (2015) four
critical professional components. These components were derived from the theories
of Huntington (1957), Janowitz (1960), Sarkesian (1981), and Abbott (2014). This
brief review will help contextualize the key reasons professional development is an
important enabler of professionalism in the British Army. Further opportunities for
professionalism are highlighted.

A Brief Review of Professionalism in the British Army

A number of influential theories of military professionalism have been espoused,
evolving over time to reflect social and cultural influences and the changing function
of the military (i.e., Huntington 1957; Janowitz 1960; Sarkesain 1981; Abbott 2014).
The early theories were shaped by the hegemony of men (Huntington 1957; Janowitz
1960; Sarkesain 1981) and themanagement of violence (Huntington 1957).However,
there are a number of enduring commonalities within these theories from which
Butler and Budgell (2015) identified four critical components of professionalism:
expertise, legitimacy, jurisdiction, and identity and culture. These components are
notmutually exclusive andwill be briefly reviewed in the context of theBritishArmy.
While professional development strongly contributes to expertise, for example, it is
also a key enabler of the other components. Thus, there is a focus on professional
development in the review of all the components. An in-depth review of the British
Army’s current CPD approach will be presented under expertise.

Expertise

A fundamental distinguishing characteristic of a profession from other occupations
is the possession of an expert body of abstract knowledge and skills (Snider 2003).
This expertise is accumulated through lengthy training and experience (e.g., Mosher
1982). Contemporary areas of military expertise include “direction, operation, and
control of a human organization, including the application of violence, peacekeeping,
and stabilization and reconstruction operations” (Butler and Budgell 2015, p. 21).
CPD enables members of the military profession to maintain their expertise and
acquire new knowledge and skills required to meet these contemporary and changing
demands (Snider 2003). Further, maintenance and evolution of military expertise
through CPD allows the profession to uphold standards of practice, which instils
public trust, providing assurance themilitary can fulfil its social responsibility (Butler
and Budgell 2015).
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Recognizing that CPD is a key enabler for the twenty-first century British profes-
sion of arms, a review1 of the British Army’s CPD approach was undertaken. Related
aspects of career development were also reviewed. The findings would inform the
development of tenets of the profession of arms and supporting CPD framework.
Initially, critical themes were identified that had to be included across all ranks’ edu-
cation and development if the Army was to remain competitive in future conflicts.
These included enhancing thinking skills (intellectual flexibility) and, specifically,
creative, critical, and adaptive thinking to support the development of new doctrine,
capabilities, and ways of fighting in new types of operations and environments. The
primary method of analysis used in the review was a strengths, weaknesses, oppor-
tunities and threats analysis, looking holistically through the career learning and
development system for both officers and soldiers. Additionally, an internal bench-
marking analysis was conducted to compare the differences in development between
corps, officers, and soldiers. The main findings from the review are outlined below,
along with opportunities to develop the CPD approach to enhance relevant expertise
and further professionalize the British Army.

Course Format

Allowing for somenotable exceptions, themajority of courses required for promotion
and development at all ranks are residential, class-based courses, some of which are
nearly a year long. Attendance is either based on promotion or selection within the
promoted cohort. Once a course has been completed, there are no “top-up courses.”
Nor can an individual who has not been selected attend relevant modules or access
online materials. Nor, in general, can an attendee opt out of a section that has no rel-
evance. Courses are all or nothing; they are not modular, so must be taken in a single
attempt or not at all, with the issue compounded by the fact that selection and atten-
dance must be at a specific time in rank and career. There is no ability or incentive to
attend courses early or to self-teach elements to get ahead. There are areas of similar-
ity between officer, senior non-commissioned officer, and junior non-commissioned
officer training, specifically in some areas of the Army Leadership Development and
Development Programme (ALDP). But there is no synergy between the courses that
would allow integration between officers and non-commissioned officers. The cur-
rent course format does not allow flexibility for the organization, or personal agency
for the individual. The British Army training and education system, the Defence Sys-
tems Approach to Training (DSAT), is widely regarded as an excellent mechanism
for articulating course requirement and framing course content, and it would support
more distributed and workplace training. However, the bureaucratic process that has

1Review undertaken by the British Army Programme CASTLE. CASTLE’s objective is to mod-
ernise the British Army Career pathways enabling greater organisational agility, institutional and
individual choice. The programmewill maximise the opportunities for, and the talent of, the Army’s
people so that they are motivated, ready and skilled to prevail in day to day competition and war.
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been built up around DSAT has, in many areas, led to a system and course content
that is very slow to change and adapt to new requirements.

To change this format of exhaustive content at long residential courses to facilitate
shorter modular courses will require the British Army to take greater risk in course
content. The risk is that the Armywill no longer be able to train for every eventuality.
The Army will have to allow areas currently taught in the classroom to be delivered
through self-study, on-demand learning at the point of need, or in the workplace.
Soldiers and officers will not leave a course as finished product but will need to seek
additional information and resources on their own. Further study will be required,
and units will need a higher tolerance of mistakes. This carries risks and requires a
change in attitude to courses in both the Army and Defence. It may be the case that a
nuanced approach can be taken, depending on course content. The Army Advanced
Development Programme2 scheme, which adheres to a 70:20:10 approach,3 is an
example of a different approach to course format.

Army versus cap-badge learning. The training for rank is standardized andwell-
defined for soldiers in the ALDP. On top of this requirement, specifically for soldiers,
the cap badges lay on additional educational requirements. There is a large variation
in time and style. For example, a Royal Engineer (RE) artisan bricklayer will have
undertaken 478 days of role training for promotion, in addition to that required by
the ALDP, by the time they reach warrant officer. A Royal Logistics Corps logistic
specialist, on reaching the same rank, will have conducted 82 days of role training,
while an infantry warrant officer will have conducted 224 days. Different corps have
different approaches to workplace learning. Some, such as the Adjutant General’s
Corps and the Corps of the Royal Electrical and Mechanical Engineers, depend on
workplace learning to develop skills taught on course because they are used every
day in unit. Conversely, for some, such as the RE bricklayer, most skills are assumed
to be taught on course, with minimal additional training in unit. Most skills are
taught at the private to corporal ranks, and then not used once attaining the senior
non-commissioned officer ranks. There are no top-up courses offered to maintain
competency for those who may take longer to be promoted. While the Army has
a standard training profile for rank training, the profile between cap badges varies
significantly. The cost implications of this variance are currently being investigated.

Officer versus soldier learning: focus. Interventions seem to favor trade training
for soldiers, and rank training for officers. This is understandable. Soldiers deliver
their military effect through their trade, while officers are more likely to serve in a
headquarters and in staff roles, so a more generic training for rank seems appropriate.
The logic fails in the transition from soldier to officer. A late-entry officer attending
the Intermediate Command and Staff Course, aimed at preparing majors for sub-
unit command, will have spent on average 350 days in trade training (corps and trade

2AADP prepares lieutenant colonels for the rank of colonel.
3The 70:20:10 model for learning and development assumes 70% of an individual’s time is spent
on challenging assignments (learning on the job and on the job experience), 20% on developmental
relationships (learning fromothers throughmentoring and coaching) and 10%on formal coursework
and training (structured learning).
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dependent) but only an average of 20 days in formal educational training. Conversely,
their direct-entry officer counterpart will most likely have an undergraduate degree.
To achieve an equitable level of military education, the training gap must be closed.

Officer versus soldier learning: syllabus. The ALDP syllabus for soldiers is
progressive and clear, showing development from one rank to the next in consistent
areas of command, leadership, and management. Conversely, there is no such clear
progression for officers. There is some consistency and development of behavioral
and functional areas between sequential officer ranks, but there is no behavioral or
functional area that is covered and developed consistently throughout an officer’s
career from junior officer (lieutenant–captain) through field ranks (major–lieutenant
colonel) to senior officer (colonel and above).

Officer versus soldier learning: risk.4 Officer education held very little risk.
In most courses less than 10% of the syllabus was assumed to be undertaken in
workplace training, and even less was held as a training gap. As an example, only
one element of the Junior Officer Tactical Awareness Course5 training syllabus is
held as a training gap (i.e., execute the operation) and three elements were taken
as workplace training (e.g., apply command functions at sub-unit level). The only
officer course to take large areas at risk was the Commanding Officers’ Designate
Course. All this stands in stark contrast with soldier ALDP training. Here, up to half
of the elements within the syllabus are taken at risk, to be trained in units. The attitude
to risk in officer and soldier training appears to be very different. It is possible that
officers are assumed to require a greater assurance in their training because they have
to take responsibility for activities. The hallmark of officer education seem to be that
the Army is trying to teach for every eventuality, as opposed to teaching a state of
mind or an approach to dealing with problems supported by an understanding of
where additional knowledge can be found.

In adopting more workplace learning, the Army must accept that soldiers will
return to their units after a course and still require training. This affects the assessment
of trained strength and will require different tools to articulate the people capability
that each unit and sub-unitmust have. The effect could bemitigated, however, through
extended pre-deployment training. But there are risks involved with adopting a “just-
in-time approach” to training. Soldiers will need to continue their development and
training in unit to gain and retain their competencies. This may require additional
training-focused personnel and resource in units, such as a reinvigorated training
wing that can assess requirements and assure training outcomes. The ability to deliver
this training and continuation training may be difficult due to the tempo of exercises,
deployments, operations, and trawls, unless the activity forms part of the education.

Link between education, promotion, and posting. The findings from focus
groups with officers and soldiers, interviews with career managers, and a review
of the personnel and learning and development practices, indicate that education
had little impact on progression, posting, or selection for further development that
shaped and developed individuals’ expertise for the longer term. This was consistent

4Learning risk: assumption that training will be undertaken in the workplace/unit.
5This course prepares officers for the rank of captain.
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when considering prior educational qualifications, meaning those who had under-
taken a military sponsored (and financed) educational qualification (e.g., postgradu-
ate degree) or an external industrial placement. It is possible that this is due to a lack
of information on education qualifications available from the personnel administra-
tive system to assist boards in making their decisions. As a result, the Army does not
receive a return on investment, and individuals may experience low job satisfaction
because they are unable to apply their expert skills (Parker et al. 2001). Military
personnel may be disincentivized to pursue further education and self-improvement
because these are perceived not to be valued by the Army establishment.

There is an opportunity to formalize placements and education into the career
structure. This could be used to incentivize further education and broaden experi-
ence within the organization. However, to justify the placement or course, there will
need to be an organizational benefit that outweighs having an individual away from
the workplace. Additionally, the Army may wish to consider the inherent value of
learning prior to pre-employment training6 to develop creativity, adaptability, and a
broad base of knowledge and skills to draw upon. This must include a clear policy
on how the Army will track and use an individual’s previously attained qualifica-
tions, such as degrees or apprenticeships, and their previous work-based knowledge,
skills, and experience. The Army might consider whether they recognize and reward
these or only those attained while in service. An Army competency framework may
help develop a method of slotting in previous qualifications. CPD in the form of the
knowledge, skills, and experience—behaviors (KSE-B) framework could be fully
integrated into career structures and career management, forming part of the criteria
for progression, posting, and development.

Currently, some courses carry a personal obligation in the formof return of service.
There is no organizational equivalent; the Army is not obliged to use an individual
in the skillset in which they have been trained for. If the Army wishes to develop
specific people capabilities, especially if there is an individual investment, then the
Army may have to make its obligations explicit. This may take the form of guaran-
teeing the next one or two postings, geographic stability, or the promise of additional
courses leading to accreditation. The Armymay have to further develop its long-term
succession planning to ensure the best return on education for both the individual and
the organization. This may come at the cost of organizational agility and individual
choice.

To summarize, the findings from the reviewof theBritishArmyCPDapproach, the
current learning anddevelopment systemwill not be able to adapt to future and rapidly
changing requirements; it is inflexible and heavily bureaucratic and is not structured
to deliver (or assistwith) through-life personalCPDand the through-life requirements
of the Army. Learning and development at every rank will become more important
to generating the required expertise for the conflicts of the future. The learning and
development pathways are markedly different between corps, trades, and markedly
between officers and soldiers. The Army has a very low-risk appetite when setting

6Pre-employment training is training provided at the end of amilitary career to support the transition
to a civilian career.
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course content, especially in officer education. The educational progression through
soldier ranks is well defined, as are the pan-Army requirements for every soldier rank
(corps requirements vary). This is not the case for officers, where the educational
requirement through career is more fractured and less well articulated. The lack of
connection between education and development, and a career (outside of specified
courses) may contribute to the variation in interest and focus within the learning
culture throughout the organization and between individuals. If the Army wishes to
adopt a framework for a profession of arms, part of which is the requirement for
CPD, then there must be a culture that supports, prioritizes, and encourages learning
and education. It is suggested that the fastest way to bring this ethos into the core is
to link CPD to the career structure, career management, and the reward strategy.

A consideration of the factors, potential opportunities, and investment in resources
will help the British Army’s CPD maintain a high level of expertise; maintaining
military expertise is crucial to remaining a legitimate professional body that the
public trusts (Beckman 1990).

Legitimacy

Butler and Budgell (2015) describe professional legitimacy in this statement:

When society grants a profession the authority and autonomy to monopolize an area of
expert knowledge such as law, medicine, and national defence, the profession is seen to be
operating as a legitimate agent of society and the public trusts that the profession will act in
the best interests of society (p. 22).

In the UK, the British Army ultimately acts to “protect our people and our values,
and ensure that our country prospers” (HMGovernment 2015, p. 9). The Britishmili-
tary professional further reciprocateswith selfless commitment toBritish sovereignty
and the nation, unlimited liability, and political neutrality (Swain 2010). Integral to
professional legitimacy, the profession is bestowed with the autonomy to implement
mechanisms to ensure the profession instils public trust, to maintain legitimacy, and
to uphold their social responsibility. Establishing and adhering to standards of con-
duct and maintaining expertise and internal professional regulation are important to
retaining legitimacy (Collins and Jacobs 2002; Martin andMcCausland 2002; Abbot
1988; Middlehurst and Kennie 1997).

The standards of conduct are embodied in the British Army’s (2018) values and
standards. The values are courage, discipline, respect for others, integrity, loyalty,
and selfless commitment. The three standards outline the way that the values should
be enacted: lawful, appropriate, andwith total professionalism. Breaches in theArmy
values and standards that adversely impact the efficiency or operational effective-
ness of the service are appraised through established disciplinary mechanisms. The
importance of the standard of conduct to legitimacy is reflected in the following
excerpt.



120 R. Hawkshaw and C. N. O’Neil

TheBritishArmy has a unique and trusted standing in theNation andmorewidely.
Founded on principles that underpin our society, the Army’s Values and Standards
contribute directly to preserving this position and delivering operational effectiveness
(The British Army 2018, p. 30).

To further ensure a shared understanding of the required standard of behavior,
the British Army’s appraisals (introduced in 2015) employ performance attributes
based on a framework of core knowledge, skills and experience (CKSE). These have
been developed from an analysis of military behaviors and characteristics to provide
a broad, modern, and objective basis for assessment. The CKSE framework’s ten
attributes are adaptability and initiative, awareness and understanding, breadth of
perspective, communication and influence, delivering results, physical and mental
resilience, problem solving and decisionmaking, teamwork and collaboration, values
and standards, and leadership. To help standardize behaviors, the types of observ-
able behaviors of both positive and negative performance are provided to service
personnel, along with the definitions and factors that support each attribute.

CPD tries to inculcate the standards of conduct alongwith expert skills and knowl-
edge to conduct military functions (e.g., Mattox 2002; Butler and Budgell 2015;
Collins and Jacob 2002). The review of the British Army’s current CPD approach
discussed above found that training for officers and soldiers initially had a stronger
focus on compliance (discipline) and deference than on the other BritishArmy values
and standards. These findings reflect a cross-cultural study where British officers-in-
training rated discipline as more important than other Western European countries
and the Latin countries (Soertes and Recht 1998). Balancing discipline with the other
values and standards in training may help entrench these behaviors in the British
military professional, subsequently strengthening professional legitimacy.

Jurisdiction

Professional jurisdiction, “the boundaries of a domain within which expert knowl-
edge is applied” (Butler and Budgell 2015, p. 23), is likely to be maintained through
establishing legitimacy (Abbott 1988) and success in that domain (Abbot 1988;
Martin and McCausland 2002). A clear strategic vision will support the claim of
professional jurisdiction (Butler and Budgell 2015). Britain’s most recent five-year
strategic vision for Defence was set out in the Strategic Defence and Security Review
(HM Government 2015).

Our vision is for a secure and prosperous United Kingdom, with global reach
and influence. Everything we do in the UK and around the world is driven by our
determination to protect our people and our values, and ensure that our country
prospers (p. 9).

The strategic vision has been integrated into the British Army’s organizational
and operational strategies, enablingmembers of themilitary profession to understand
their professional jurisdiction. The vision should also emphasize the importance of
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broadening the expert knowledge and skill base (Butler and Budgell 2015); this
perspective is captured in the Strategic Defence and Security Review.

Our Armed Forces rely on the skills, commitment and professionalism of our people. We
place heavy demands on them. Recruiting, training and retaining the right mix of capable and
motivated Service personnel is essential to deliver success on operations (HM Government
p. 32).

Identity and Culture

Professional identity has been defined as “one’s professional self-concept based on
the central, distinctive, and enduring attributes, beliefs, motives, and experiences that
exemplify a profession” (Butler et al. 2014, p. 9). Leonard et al. (1999) proposed
that key components of identity also include competencies (skills, abilities, talent
and knowledge), values and beliefs, and desired behaviors. Socialization (conveying
knowledge primarily to newcomers) and continuous training in the competencies
and values would, alongside work experience, create, and then strengthen, military
professional identity (Ostroff and Kozlowski 1992; Fine 1996). The beneficial out-
come of strengthening a work group identity has been found to be positively related
to high job satisfaction and job involvement (Van Knippenberg and Van Schie 2000).
In the British Army, while the majority of the key competencies are taught, there is
an opportunity to enhance professional identity by embedding all the British Army’s
values and standards in training, which currently only focuses on discipline and
compliance.

Walsh and Gordon (2008) further postulated that military identity is influenced by
the broadermilitary culture. The extensive research onorganizational culture can help
with understanding the military professional culture. Woods and West (2010) define
organizational culture as “shared meanings, values and attitudes and beliefs that
are created and communicated within an organisation” (p. 525). In addition, Schein
(1992) distinguished three different levels of an organization’s culture. Examples
from the British military profession are provided for two of Schein’s cultural levels:
espoused values, which are the Army’s explicit values and standards, and artefacts,
which are the levels of hierarchy, ritual, military uniform and regimental insignia.
The third cultural level is basic hidden assumptions: unconscious values and behav-
iors that can be made explicit through discussion with organizational members. The
British Army displays a number of characteristics that distinguish military culture
from other professional cultures. These include communal life, hierarchical struc-
ture, deference to the chain of command (with associated rules and regulations),
a strict disciplinary system to maintain standards of behavior, and national social
responsibilities (Bannerjee et al. 2011).
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Leaders have a strong effect on culture and are also reciprocally influenced by
important cultural values (Woods and West 2010). Leaders can strengthen identifi-
cation with their professional members by emulating values (Shamir et al. 2000).
The British Army (2015) developed a Leadership Code, drawing on values-based,
transformational, and transactional leadership theories, for all leaders (officers and
soldiers),which sought to embed themilitary profession values. TheLeadershipCode
translated the British Army’s values and standards into desired leadership behaviors:
lead by example, encourage thinking, apply reward and discipline, demand high
performance, encourage confidence in the team, recognize individual strengths and
weaknesses, and strive for team goals, whichwasmade into the acronymLEADERS.
To assist senior military leaders to lead by example, 360° feedback assessments are
undertaken to enhance self-awareness and personal and professional development of
behaviors. There is the opportunity to explicitly embed the Army Leadership Code
in the progressive levels of leadership training to further influence the values and
behaviors of British military professionals.

Butler and Budgell (2015) further outlined three constructs, which underpin mil-
itary professionalism. These constructs have been discussed in the review of mili-
tary professional components: military ethics (discussed in legitimacy, values, and
standards), leadership, and discipline.

In this brief review, examples have been provided where the British Army sup-
ports the four critical professional components. Drawing together these components,
Butler and Budgell (2015) outlined the role of professionalism in the Army:

• The Army as a profession is focused on the development and application of
the esoteric knowledge and related practical professional skills of land warfare
(Expertise)

• The Army has a social responsibility to its people to fight and win the nation’s
wars and to preserve and protect their way of life (Legitimacy and Jurisdiction)

• The Army profession maintains a professional ethic of selfless service that is
committed to the prevention of abuse of its own authority and power (Legitimacy)
(p. 31).

The above interlocking components are reinforcedby thefinal component, identity
and culture, and are underpinned by military ethics, leadership, and discipline. There
are opportunities to enhance and sustain the British Army profession in the face of
the changing character of conflict and competition in the twenty-first century. With
CPD being an important enabler of the professional components, a key opportunity
is to strengthen and adapt the CPD approach to further professionalize the British
Army.
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Initial Conceptualization of the Professional Tenets
and the CPD Approach

The CASTLE program has sought to develop tenets of the profession of arms and a
supporting CPD approach, based on the review of the current professional develop-
ment approach (discussed above). From the review, a key finding was the inflexibility
and high level of bureaucracy in theBritishArmy’s learning and development system.
This may impede the expansion of the professional knowledge and skills required
within a rapidly changing environment and may have a detrimental effect on the
British Army’s status as a profession (Wong 2002).

Tenets of the Profession of Arms

The six professional tenets were conceptualized prior to the development of
this chapter and drew on the prominent theories of Huntington (1957), Hackett
(1963), and Janowitz (1960). To provide consistency with the review undertaken
in this chapter, Butler and Budgell’s (2015) professional components are placed in
parentheses and italicized:

1. Service. An ethos of service to the Queen, country, public, Army, regiment and
comrades above individual self-interest. (Legitimacy, jurisdiction, identity and
culture)

2. Values. An individual’s behavior and conduct is based upon and held to account
against, the values of the British Army: courage, discipline, respect for others,
integrity, loyalty and selfless commitment. (Legitimacy, identity and culture)

3. Martial knowledge. A deep understanding of war’s enduring nature and chang-
ing character and how it impacts all aspects of military activity and thinking.
(Expertise)

4. Mission command. The combination of leadership, decision-making, con-
trol and management that manifests in the uniquely military state of Mission
Command. (Expertise)

5. Martial skill. The ability to plan, direct, deliver, and contribute to military force
to achieve politically directed ends at every level, tactical to strategic, against a
capable adversary (Expertise)

6. Staff skill. The ability to plan, direct, deliver, and contribute to the staff capability
required to develop and sustain the Army while it prepares for war (Expertise).

It is proposed that these six tenets apply to all ranks in the Army. The depth
of knowledge and skills develop with study and experience. The ethos of service
and values are universal to all, regardless of rank or position. The development and
maintenance of the six professional tenets will require professional development.
This focus is consistent with Jans and Schmidtchen’s (2002) view that a professional
development approach should help to convert professional values into professional
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behaviors. The development and maintenance of professional competence in all six
areas will require a combination of study and practice throughout a military career.

The CPD Approach to Support the Attainment
of the Professional Tenets

The KSE-B framework. To support the development of a professional force within
the proposed tenets, Army learning and development must be structured accordingly.
This structure could be provided through the adoption of a KSE-B framework based
around the professional tenets, forming the ways of delivering a formally profes-
sionalized force. Based on the themes identified in an analysis of future educational
requirements, a high-level KSE-B framework was suggested as follows.

1. Knowledge. The knowledge base for both officers and soldiers required three
forms of knowledge:

• To be a military professional requires that all ranks have an understanding
appropriate to their role and rank of the following:
i. Current and evolving conflicts.
ii. Current UK doctrine and military capability.
iii. Likely adversary doctrine, capability, and likely theatres of operation.

• To deliver operational capability in line with their operational role so they can
deliver military effect in the Battlespace in times of competition.

• To deliver staff capability so they can effectively manage the Army in
peacetime and when at home.

2. Skills and ability. A military professional needs to be able to perform the
following:

• Plan at an appropriate level.
• Manage, lead, and command personnel and equipment appropriate to their

level.
• Think, so they are creative, critical, and adaptive.
• Engage with other officers, soldiers, services, government departments, the

public and the media.

3. Behaviors and traits. All military individuals at all ranks must be able to act as
follows:

• Ethically, able to think through ethical problemsusing the framework provided
by the British Army values.

• Collaboratively, with other Army personnel, other services, and civilians.
• Professionally, able to develop their military thinking.

Learning and development principles. The following principles should under-
pin the design of the content and method of future Army learning and development,



8 Military Professionalism and the British Army 125

providing the means to attain the professional objectives. These aim to increase
flexibility and decrease the bureaucracy of the learning and development system:

1. Professional. Mastery of the profession of arms enabled by learning and devel-
opment and ingrained through CPD is considered an integral part of a military
career. There is a clear progression and development of professional military
knowledge and skills through all ranks.

2. Individual and organizational agility. The Army adopts a KSE-B framework,
based around the profession of arms, to facilitate more choice for the individual
and opportunity for the organization to develop specific people capability.

3. Integrated. The KSE-B framework is fully integrated with career structures and
career management throughout the chain of command; used as evidence for
progression, posting, and selection for further development.

4. Workplace orientated. Where operational risk allows, focus learning and devel-
opment in theworkplace in the formof exercises, projects, programs, and external
placements, as well as every day activities, adopting the 70:20:10 principle.

5. Meritocratic. Access to courses and course content is primarily due to ability and
potential.

6. Rewarded. Those who demonstrate commitment to the mastery of the profession
of arms through professional development, higher education, and its application
in the workplace (military or on attachment) are rewarded.

An overview of the initial conceptualization of the profession of arms and the
supporting professional development approach is provided in Fig. 8.1.

Fig. 8.1 An initial conceptualization of the tenets of the profession of arms and the supporting
professional development approach
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Conclusion

A re-appraisal of what it means to be a British Army professional was required
owing to the changing character of conflict and competition. To gain a current and
broad perspective of military professionalism in the British Army, a brief review was
undertaken using Butler and Budgell’s (2015) four critical professional components:
expertise, legitimacy, jurisdiction, and identity and culture. The review provided
examples where the British Army emulates the four critical components. CPD was
considered to be a key lever to enhancing professionalization in the British Army
because it enables the following:

• Members of the military profession to maintain their expertise and acquire new
knowledge and skills required to meet the contemporary and changing contextual
demands, which instils public trust by assuring the military can fulfil its social
responsibility. (Expertise)

• The British Army to remain professional—not only as a mechanism to maintain
expert skills and knowledge to effectively conduct themilitary but also to inculcate
the standards of conduct. (Legitimacy)

• Professional jurisdiction, by supporting legitimacy and success in the military
domain through continuous education to renew and broaden the expert knowledge
and skills needed to adapt to the changing context and threats. (Jurisdiction)

• The strengthening of the military professional identity and culture by continuous
training in the competencies and values (Identity and culture).

Recognizing the importance of professional development, the first step to achiev-
ing a common understanding of military professionalism, we conceptualized the
tenets of the profession of arms and the supporting CPD approach. Drawing on
influential military professionalism theories, the proposed professional tenets were
service, values, martial knowledge, mission command, martial skill, and staff skill.
The six tenets apply across all ranks. The development of the CPD approach was
based on an in-depth review of the current CPD approach. To support the attainment
of the professional tenets, a KSE-B framework was postulated around these tenets. A
key finding from the review was the inflexibility and high level of bureaucracy in the
current learning and development system. This may impede the expansion of pro-
fessional knowledge and skills required within a rapidly changing environment and
may have a detrimental effect on the Army’s professional status. Thus, to increase
flexibility and decrease the bureaucracy in the training system, the following learning
and development principles were recommended: professional, individual and orga-
nizational agility, integrated, workplace orientated, meritocratic and rewarded. An
opportunity identified to enhance the professionalism of the British Army was the
extensive embedding of the British Army’s values—the initial conceptualization of
the professional tenets and the CPD approach addresses this. Another opportunity is
to explicitly embed the Army Leadership code in the progressive levels of leadership
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training to further influence the values and behaviors of British military profession-
als. Ultimately, it is anticipated that the final iteration of the professional tenets and
supporting CPD approachwill help reinforce and sustain the BritishArmy profession
to meet the military challenges of the twenty-first century.
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Chapter 9
Civilian Military Experts: Findings
from the 2017 Survey of American
Military Experts

Thomas Crosbie and Meredith Kleykamp

Abstract Military expertise is constructed inside and outsidemilitary organizations,
but little research has been collected on outside military expertise. This chapter
presents findings from the first phase of the Survey of American Military Experts
(SAME), a biannual survey of about 250 experts on American military affairs. We
present a first look at how two expert communities conceptualize media coverage
of the military, public interest in military topics and how these relate to civilian
leadership. The first community of interest is the population of academic-facing
researchers working in civilian and military research institutions. The second is
the population of journalists who regularly cover the American military, national
security, and war. While our findings indicate distinct patterns in who works in these
fields and how these experts see the U.S. military, we also present evidence of strong
similarities in the concerns of these experts and their overall assessment of on the
current health of American military affairs.

Keywords Expertise · Professionalism · Journalism ·Military sociology

Introduction

Theories of the military profession, drawing from a larger sociology of professions,
generally posit that military expertise is linked to both the corporateness (or identity)
of the officer corps and the ethical norms of those officers (Huntington 1957; Janowitz
1960; Crosbie and Kleykamp 2017; Crosbie and Kleykamp 2018). As the field shifts
from a professions focus to an expertise focus (see Libel 2019), the grip of the
military professional over military expertise loosens, at least as a concept. From this
emerging perspective, uniformed officers are not the only military experts. Missing
from our collective understanding is a sense of the other fields of military expertise
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that intersect with the military’s own experts. While in a sense all professionals are
participants in a specific expertise community, not all experts are also professionals
whose identity and sense of responsibility are tied to this expertise. Thus, the turn
toward focusing on expertise should not replace the study of professions, but it can
enrich that study.

What does this mean for the study of militaries? Military professionals use (and
likely understand)military expertise differently from their civilian counterparts. Nev-
ertheless, military professionals are not likely to produce their version of military
expertise in a vacuum, but rather to do so in dialogue with other expert commu-
nities. To understand the way ideas drive military policy, we need to understand
the circulation of knowledge both within the officer corps and among those civilian
communities who co-construct expert military knowledge.

Compared with the community of uniformed military professionals, the commu-
nity of civilian military experts is poorly understood. Abbott (2002) writes about
how many occupational groups are entangled in the military’s work, but these ecolo-
gies have yet to be mapped. Despite the privatization of security (Swed and Crosbie
2019), the rise of other governmental agencies in the projection of American force,
and the failure to achieve American interests abroad through the use ofmilitary force,
the American military remains an unprecedently powerful and resilient organization.
Military expertise (and the interacting communities of experts who help define that
expertise) continues to exert a claim on our interest.

The Survey of American Military Experts (SAME 2017) is a biannual survey
of about 250 experts in American military affairs. The survey is intended to enrich
our understanding of civilians who shape military expertise. This chapter presents
findings from SAME 2017, which focused on the military-media-civilian leadership
nexus.

Some aspects of expert military knowledge are kept secret, so we will likely never
have a comprehensive overviewof howcivilian populations informmilitary expertise.
The civilians who contribute the most to military expertise may be invisible to those
excluded from the E-Ring of the Pentagon, for example. There are, however, several
important public-facing expert communities who are accessible to researchers. The
2017 SAME looked at two such populations: academic researchers who publish
research on the U.S. military in leading journals and journalists who report on the
American military for media outlets. The 2017 SAME revealed how these groups
of experts think the U.S. military should respond to emerging challenges and how
senior officers should interface with domestic political processes. While we think
understanding civilianmilitary experts is a valuable task in its own right, we conclude
by pointing toward the need to link this research back to outcomes in military policy
and practice.

By learning how civilian military experts think about military affairs, we can
refine our understanding of how military organizations navigate complex global
and domestic responsibilities—how, in other words, military professionals transform
military expertise into policy.
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The Theory of Military Expertise

Who can be categorized as a military expert? According to Huntington (1957) and
Janowitz (1960), uniformed officers have a monopoly on expert military knowledge,
along with a sense of corporateness and responsibility. The two thinkers disagreed on
what counts asmilitary expertise, however.Huntington (1957) focused exclusively on
management of violence and, hence, was chiefly concernedwithmilitary expertise as
it guides what a given polity holds as legitimate violence. Janowitz (1960) extended
the notion ofmilitary professional to encompass experts in logistics, support services,
and acquisition processes that were equally necessary for success in war.

The decades sinceHuntington and Janowitz have beenmarkedby a shift inmilitary
affairs, from a focus on conventional interstate conflict to other types of conflict.
Accordingly, changes in strategic context and a gradualmission creephavepushed the
military’s actual responsibilities further and further from a conventional force model.
Today, the notion of military-specific expertise has become too narrow. Even staunch
conservatives like Will (2017) recognize that military expertise extends beyond the
traditional battlefield. Emerging military operational concepts extend the immediate
purview of battlefield commanders deep into the electronic and human domains—the
U.S. Army-led multi-domain operations and the U.S. Navy and U.S. Air Force-led
Joint Concept for Access andManeuver in the Global Commons are two examples of
this expansion (Perkins 2017; Hutchens et al. 2017). Thus, for military professionals
working today, military expertise is understood as an expansive and evolving concept
that overlaps with knowledge in a variety of civilian sectors.

In Libel’s new conception, which draws on Eyal and Pok’s (2015) work, security
expertise is understood to be “a network connecting national and transnational aswell
as public and private security actors, devices and concepts, including institutional
and spatial arrangements” (Libel 2019, Table 2). Emphasized in this definition is the
sense of expert knowledge flowing across organizational boundaries, which we see
today in military professionals acting in their own knowledge production.

The military is used by policymakers to project power, generally outside the
territorial boundaries of the state. In democracies, this power is directed by elected
officials, but it is wielded by organizations staffed and managed by service members.
These servicemembers, in turn, are empowered to arrange their internal affairs,which
includes everything from the planning of operations, the movement and maneuver
of units, to the targeting of fires and beyond. Such arrangements have not arisen
ex nihilo; rather, they are the product of bureaucratic and conceptual struggles. We
view the policies produced through such struggles as the most potent form of mil-
itary expertise. A military expert is thus a member of the network of individuals
inside and outside military organizations who contributes to policies informing the
actions of military organizations. While the purest expression of this may be on the
battlefield, military expertise inevitably exists within a conceptually fuzzy landscape
of policies and practices that defy simple definitions. In this sense, military exper-
tise can be understood as a subcategory of security expertise (as outlined by Libel
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2019), focused on what militaries do within the broader security environment, shared
between civilian and military communities of practice, but lacking sharp definition.

It is worth considering the implications of such a post-military conception of mil-
itary expertise. Military expertise in our new understanding is not coextensive with
military professionalism, just as civilian-dominated arenas (e.g., cyberspace or outer
space) are now being colonized bymilitary actors, and civilians are enteringmilitary-
dominated arenas. Eyal’s (2002) influential study of the academia-intelligence inter-
face in Israel is but one example. In that case, the relationship was fairly straightfor-
ward: Intelligence analysts and scholars influence one another through processes of
exchange. We should be equally open to the possibility of subtler and less tangible
sites of civilian–military expertise exchange.

This brief theoretical discussion has only hinted at the complexity of contempo-
rary military expertise, but it shows why we surveyed two populations far removed
from battlefield decisions, namely, researchers and journalists. Of course, survey-
ing these populations cannot replace research on uniformed military professionals,
but neither is researching only those in uniform sufficient for understanding con-
temporary military expertise. At a more practical level, researchers should note the
near-impossibility of surveying American service members, especially when asking
about politically-sensitive issues andwhen researching across service lines. For these
reasons, part of rethinking military professionalism will be to collect data, not only
on those in uniform, but also on those in other occupational groups contributing to
the networked system of knowledge production and consumption that informs mili-
tary policy, including academic researchers and journalists who create knowledge in
spheres far removed from operational command. Our vision for the future of mili-
tary studies is based in large part on the development of longitudinal data—including
replicated survey items—that will allow us to track changes throughout the landscape
of military expert knowledge production.

Survey Methodology

A number of research and journalist communities can make reasonable claims to be
counted as military experts. The most expansive might include all of academia and
journalism contributing to the power-knowledge nexus within which the military is
deployed. From an expertise perspective, however, selection criteria emerge along
the loose boundaries of occupational groups. American military expertise, which we
conceived as a specific subset of security expertise, is neither academic research nor
news but is partly co-constructed fromboth. Let us consider, first, which occupational
groups within these neighboring professions are most likely to inform American
military expertise.
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Researchers as Military Experts

Research on the American military is published across hundreds if not thousands of
platforms, ranging from personal blogs and twitter feeds to academic journals and
publishers to mass market presses. How should we decide who are experts? One way
to select experts would be to look at the research endorsed by the military itself. Not
only are many publishing platforms owned and operated by the U.S. Department of
Defense, but many high-ranking officers publish suggested reading lists. An equally
valid approach would be to select based on place of employment: the American
service academies, staff and command colleges, war colleges and the like (collec-
tively referred to as professionalmilitary education [PME] institutions/organizations)
employ hundreds of staff members who might reasonably be viewed as a community
of military experts.

Problems arise with each of these approaches, however. The research published
and endorsed by the American military is not meaningfully separable from other
academic research, and this literature is at best a fuzzy subset of academic research.
Thus, sampling in this way would fail to capture much of the important research on
the topic (which appears in civilian publications), while foregrounding the work of
less impactful authors who happen to be published on military platforms. A similar
problem arises when we select on employment at a PME institution. Our focus is
on research that influences research: the body of self-reflexive and co-constituting
expert knowledge validated by a community of practice. While many influential
researchers work at such institutions, many more are employed at civilian universi-
ties and colleges, and not all PME employees are engaged in producing influential
research on the American military.1

To solve this problem, we focus on those researchers who produce research on the
American military that is recognized as adhering to the highest academic standards.
Thus, we define the population of interest among researchers as those who publish
research on the American military in the highest-ranking military studies venues
(described further below). This provides us with an agnostic view on discipline, place
of employment, and other standard markers of status within academia. By selecting
research thatmeets the demands of themost selective journals and publishers, we lose
researchers who prefer to publish in boutique venues that cater to military topics,
but we gain confidence that our population of researchers adheres to the highest
standards in theory, methods, and data.

Developing a database of researchers who met our criteria was difficult. We dig-
itally convened a group of colleagues working in each of the specified disciplines to
identify the leading figures in their discipline’s military subfields.2 Next, we included
the top-ten international relations researchers who focused onU.S. security, as identi-
fied in the Teaching, Research and International Policy (TRIP) survey (Maliniak et al.

1To be influential in this context means to exert influence over the identified body of knowledge,
not over the consumers of the knowledge (or indeed over others).
2The selection of disciplinary representativeswas done by reaching out to colleagues in our networks
who work on military topics in other disciplines.
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2014). The majority of respondents were added in the next two phases: comprehen-
sive searches of the leading military studies journals, and then of academic presses
over a period of ten years (2006–2016).3 Researchers were added to the database if
they had authored or coauthored an article on American military affairs, construed
broadly to include any work that touched on the U.S. Department of Defense or
armed services (but excluding research on private contractors, foreign militaries,
other governmental agencies, and similar topics, which are military-inflected but do
not address military-specific populations, organizations, or themes).4

Our population of interest was thus academic researchers who published in the
leading military studies venues on American military topics. We erred on the side of
being too narrow, excluding many highly qualified individuals who did not publish
in the top-ten journals or presses during this ten-year window and who were not
otherwise validated by disciplinary experts. The reason for our high standards for
inclusion was to ensure high quality data. Our chief interest was to ensure that every
respondent was indeed a recognized expert who had published work on the topic at
the highest levels of their field. With these standards in mind, we established a pool
of 224 researchers who had a strong claim to the title of expert on the American
military.

Researcher Response Rates and Population Characteristics

The 2017 SAMEwas sent to 224 validated experts in 11 social science fields: anthro-
pology, gender studies, geography, history, law, organizational studies, peace stud-
ies, political studies, psychology, religious studies, and sociology. The response rate
was 50% (112 surveys completed). By far the largest share of the population, 62%,
worked in political studies departments, which in our classification includes inter-
national relations, government, and political science (see Table 9.1). Our experts
came primarily from civilian public and private universities and colleges, accounting
for 166 or 74% of respondents. The rest worked at military research and educa-
tion facilities, almost entirely American war colleges and military academies (but
not command and staff colleges), with a handful of researchers at foreign military
educational institutions.

3The top ten journals were identified through Google Scholar’s military studies rankings in 2017,
dropping specialist journals that publishwork only in one subfield. The selected journals are Security
Dialogue, International Security, Survival, Studies in Conflict and Terrorism, Security Studies,
Journal of Strategic Studies, Contemporary Security Policy, Armed Forces & Society, Parameters
andNaval War College Review. The top academic presses were identified through consultation with
our research informants in the various disciplines. They are Cambridge University Press, Princeton
University Press, Oxford University Press, University of Chicago Press, Harvard University Press,
Cornell University Press, University of Michigan Press, Yale University Press, Palgrave Macmillan
and Routledge.
4More names were sought through a search of JSTOR for (“Americ*” and “military”) and of the top
security studies programs for authors publishing in high-status journals and presses on explicitly
American military-related topics, but doing so only revealed duplicates.
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Table 9.1 Population
characteristics: researcher
academic setting

Social science field Number of researchers Total (%)

Political studies 138 62

History 28 13

Sociology 20 9

Anthropology 16 7

Psychology 8 4

Legal studies 5 2

Geography 5 2

Gender studies 1 <1

Religious studies 1 <1

Peace studies 1 <1

Organizational studies 1 <1

Total: 224

Defense Journalists

In contrast with the population of expert researchers, the population of expert journal-
ists was much simpler to define. Our population of interest comprised professional
journalists who covered American military and national security affairs full-time
for news agencies. Our key indicator was job title, which was normally war cor-
respondent, Pentagon correspondent, national security correspondent, or military
correspondent. This focus excluded two groups of potential interest, freelancers who
contributed to a variety of agencies but were not full-time employees at any one
place, and journalists who were employed full time at an agency but whose job titles
did not indicate that they reported full time on military affairs.

Helpfully for our purposes, a number of websites gather public data on journalists.
The best source of public data was the now-defunct reportersinfo.com, which pro-
vided the foundation for our owndatabase.Our next technique to identify respondents
involved searching through the websites of leading television, radio, wire services,
newspaper and web news agencies, including for those individuals with the appro-
priate job titles. We then searched Twitter extensively by media platforms and job
titles. Finally, we added names to our population as they were identified through a
question on the survey (“List four journalists in your field whose work has had the
greatest influence over the past 20 years”). Through these methods, we identified
161 reporters who had relevant job titles with news agencies and who reported pri-
marily on American national security, military affairs or war topics, or were directly
validated as experts by their colleagues in responses to the survey.
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Journalist Response Rates and Population Characteristics

The 2017 SAME had a response rate of 26% among the journalists sampled (42
completed surveys from 161 solicitations). As tabulated below, and not surprising
given the logic of how we developed the population, the largest employer of expert
journalists was still traditional media, with newspapers, the most traditional of all
traditional media being the largest employer (33%). Experts employed full-time by
digital platforms made up a fairly small portion of our population (8%).

This story was complicated somewhat by our decision to place journalists who
worked for a military trade publication into a single category, defense-industry
media. We saw the work done within this category as more self-similar and different
from civilian media. These media platforms are also primarily traditional: While we
included journalists who worked for online defense-oriented media, including Mil-
itary.com, many more came from such established periodicals as Stars and Stripes
and Army Times.

We considered military experts in the media to be those who dedicated most of
their time to reporting onmilitary affairs and towork for news agencies and thosewho
were recognized as experts by their colleagues. As the media landscape continues to
undergo dramatic structural shifts, we may reasonably expect that digital platforms
will replace print media. Presently, however, it appears that the experts mostly work
for traditionalmedia and gain status and recognition among their peerswhileworking
in those roles (Table 9.2).

We have discussed the population above in detail for a simple reason.5 Due to
the small size of this population and the public nature of this expertise, we collected
very little demographic data about our survey respondents and, thus, leave for future
researchers any further questions about the structural configuration of these expert
communities.6

Table 9.2 Population
characteristics: journalists by
platform

Media platform Number of journalists Total (%)

Newspaper 53 33

Defense-industry media 51 32

Television 16 10

Website/digital 13 8

Wire service 9 6

Magazine 8 5

Other print media 7 4

Radio 4 2

Total: 161

5Collectively, our respondents constitute 40% of the population of interest.
6Names of respondents were collected on the introductory page of the survey to ensure that only
individuals within our population were included in the survey. These names were then separated
from the answers.
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Survey Instrument

The survey was developed in dialogue with a similar survey of military populations,
the Revolution in Military Professionalism (RMP), part of a large research project
funded by the Army Research Institute (Crosbie and Kleykamp 2017). The ongoing
RMP survey was developed for American war college students and solicits informa-
tion on the three traditional dimensions of military professionalism. It is also partly
a replication of two much earlier research efforts, namely, Masland and Radway’s
(1957) survey and Janowitz’s (1960) interviews with officers in the Pentagon.7 Con-
tinuing in the spirit of replication, we adopted two questions from the landmark
Triangle Institute for Security Studies (TISS) survey (see Holsti 2001, p. 19), one of
which had also been asked by Urben (2010) in her dissertation research.8 Finally, we
drew from theTRIP survey in the hopeof comparing our expertswith the international
politics experts who are the subject of that ongoing research.9

An important consideration in surveying these two expert populations is that
virtually every respondent is likely to be overworked and cautious with their time.We
concluded that a long survey would have few respondents and thus limited ourselves
to 20 questions, with an estimated length of 10 min, aiming to maximize comparison
with other surveys and leave as much to the discretion of respondents as possible. Of
the 20 questions, we asked seven replicated or adapted from earlier studies, and seven
of the remaining questions used free-response text boxes. As the high response rates
suggest, we were fortunate to have strong interest among our respondents, which
translated into many long and thoughtful responses. Indeed, so rich are these data
that only a brief overview of our findings can be presented in this chapter, focusing
on one slice of findings that explores the linkages from media to military to political
leadership.

Findings

In this section we begin by looking at who the expert researchers in our two popula-
tions were, and what they thought about the state of military affairs in general. We
then look at their thoughts on the link between military and the media and political

7We adapted two items from Janowitz (his questions 14 and 15) and directly replicated one from
Masland and Radway (their question 6). Janowitz used Masland and Radway’s survey as a basis
for his own claims in The Professional Soldier and the only extant copy of their documents reside
in Janowitz’s archival holdings at the University of Chicago.
8We replicated TISS’s questions 16 and 13, on the proper role of senior officers in committing U.S.
forces and on the knowledgeability of political leaders, respectively. Urben replicated the former.
9We replicated three TRIP survey items, slightly altering the wording on two of these to adapt to
the present context.
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leadership of the military. Finally, we report their thoughts on the so-called ele-
phant in the room, the Trump presidency, which emerged as a major concern among
respondents.

Length of Career, Prior Military Service, and Political
Attitudes

Our researcher respondents have published articles or books in one or more of the
top-ten military studies journals or top-ten academic presses on topics related to the
U.S. military. Our journalist respondents mostly worked full-time for news agencies
covering American wars or American military affairs, with a handful of additional
respondents added to the population having been validated as experts by their col-
leagues. These respondents had a rich and detailed understanding of the questions we
raised in the survey. Given that their responses were anonymous, they did not have to
tailor their words to avoid reputational effects. In other words, we asked those whom
we considered to be the most informed people available to give their real opinions
about the state of American military affairs in 2017.

As Fig. 9.1 suggests, this was a highly experienced group. Reporting an average
of 16 years’ experience working on military, defense, and national security topics
for journalists, and an average of 26 years’ experience for researchers, our average
respondents had a long time horizon against which to compare the present state of
affairs. They were, of course, a diverse group. At the lowest end, one researcher
indicated only half a year of experience, suggesting that this person had enjoyed
quick success in a new field of research. By contrast, more than 10% of respondents
indicated 50 years or more of experience. The distribution of journalists was quite
different, not surprising given how different these careers can be. Journalists in our
sample clustered around the 5–19 yearmark,with a steep drop off, though researchers
with anywhere from 10 to 39 years’ experience were well represented.

0 10 20 30 40 50

50+ years

40-49 years

30-39 years

20-29 years

10-19 years

5-9 years

0-4 years % Journalists
% Researchers

Fig. 9.1 Distribution of researchers and journalists by self-reported years of experience
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From the distribution of self-reported years of experience,we can draw several ten-
tative insights. The entry barrier for researchers, perhaps counter-intuitively, appears
lower than that of journalists. To meet our conditions of expertise, journalists needed
to have secured a permanent job, something that may well take five or more years
of freelance work to achieve (which would explain why no journalists self-reported
under 5 years’ experience). By contrast, researchers can enter the expert conversa-
tion simply through publishing a relevant article. While our own experience would
indicate that successful placement of a military-centric piece in one of our selected
venues does indeed require significant professional experience, it seems likely that
professional research skills can be transferred from one topic to another, thereby
allowing a skilled researcher to quickly publish in a new field. On the other hand,
researchers appeared more likely to have exceptionally long careers in their field, or
perhaps they counted more of their prior life experience as relevant to their research.

This leads us to the next question, “Have you ever served in the U.S. military?”
The responses (included in Table 9.3) were surprising to us. We expected researchers
drawn to the sort of military research that qualifies them for inclusion in our survey
would often be former officers, and the tendency of retired colonels to monopolize
professional military education teaching positions described by some scholars would
also suggest a veteran-heavy population (Johnson-Freese 2013, p. 70). In contrast,
we found that 82 of the 112 researcher respondents (73%) had never served in any
capacity; only 25 (22%) were former officers. Among journalists, 81% had never
served. Another point of difference was that journalist veterans were more likely to
have been enlisted than officers. While these rates of prior service were not as high
as we had expected in these populations, they were much higher than the national
rate of military service. So we can conclude that military experts from the research
and media communities are more likely than the rest of the population to have been
active duty service members, although by far the majority of such experts were
civilians who had never served (and indeed both of the present authors are civilian
non-veterans).

Afinal itemconcerning political identification (Table 9.4) can help us better under-
stand who the experts were. The item “In domestic politics, do you consider yourself
as…,” provided five categories and a sixth free-response option. As the distribution

Table 9.3 Prior military service

Journalists Researchers

Active duty officer 4.76% 2 22.32% 25

Active duty enlisted 11.90% 5 1.79% 2

Reserve/guard officer/never active duty 0.00% 0 1.79% 2

Reserve/guard enlisted/never active duty 2.38% 1 0.00% 0

Foreign military 0.00% 0 0.89% 1

Never 80.95% 34 73.21% 82

Total 42 Total 112
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Table 9.4 Political orientation

Journalists Researchers

Conservative 2.38% 1 2.68% 3

A little on the conservative side 9.52% 4 10.71% 12

Liberal 14.29% 6 29.46% 33

A little on the liberal side 14.29% 6 15.18% 17

Moderate/Independent 35.71% 15 32.14% 36

Other 23.81% 10 9.82% 11

Total 42 Total 112

in Table 9.2 indicates, many respondents resisted the liberal versus conservative cate-
gorization and embraced the moderate/independent category or filled in alternatives,
almost always left-leaning.10 We see plainly that researchers and journalists alike
rarely saw themselves as “conservatives” (less than 3% of each). While researchers
were more comfortable with the “liberal” category (45%were liberal or a little on the
liberal side, compared with only 28% of journalists), a large number of respondents
were eager to separate their political attitudes from the dominant partisan labels of
our time. Nevertheless, as we will see, our experts are quite conscious of the partisan
environment. For the remainder of this chapter, we focus on unravelling this thread,
asking, in other words, how our two groups of experts situate the military in our
deeply divided domestic political environment.

The Military-Media Link

The previous section showed that our respondents were highly experienced, mostly
non-veterans, and generally politically liberal, but with many respondents wary of
labeling their political identity. What might such respondents make of the way the
American media covers military affairs? The researchers overwhelming saw the
media as supportive of the military (Table 9.5). Nearly 90% of researchers reported
that the media was very or somewhat supportive of the military, and none thought the
media was not supportive at all. By contrast, journalists—in effect, the media—were
more skeptical, but even they mostly agreed, with 60% seeing themselves as very or
somewhat supportive.

What can we make of these findings? The researchers, drawing on an average of
26 years’ experience, understood the 2017 media environment to be very friendly
to military interests. The journalists, who happened to average a decade less of
experience than the researchers, and whowere also assessing their own performance,

10Only one respondent, a researcher, indicated a right-leaning identification (“libertarian”) in the
free response, with most of the rest (journalists and researchers) adding “progressive,” “left of
liberal,” and similar generic expressions. Four respondents indicated they were apolitical or did not
discuss politics.
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Table 9.5 Degree of media support for the military

Journalists Researchers

% Count % Count

Very supportive 39 14 58 61

Somewhat supportive 19 7 30 32

Slightly supportive 28 10 11 12

Not supportive at all 3 1 0 0

No opinion 11 4 1 1

Total: 36 Total: 106

Table 9.6 Whether the media keeps the public informed about military affairs

Journalists Researchers

Yes 67% 28 58% 59

No 31% 13 40% 40

Don’t know 2% 1 2% 2

Total 42 Total 101

also largely agreed that media coverage has been positive, even if they were less
convinced that the media has been actively supportive.

With this in mind, we asked a more probing question, “Do journalists by and
large succeed in keeping the American public informed about military affairs? If no,
why not?” Respondents filled out their answer in free-response boxes. Their yes/no
responses can be found in Table 9.6, but of equal interest are their qualifications.

For the journalists, this was once again a self-assessment question, with two thirds
being self-congratulatory and one third self-critical. The self-congratulations were
highly qualified, however. Several respondents added that while they did keep the
public informed, the public was simply not interested, rendering their efforts moot.
Others who responded “yes” had equally significant reservations, noting that the U.S.
Congress was not interested, that more was needed, that there had not been enough
access to certain areas, and that the military was empowered to hide behind national
security concerns to slow down reporting. Along similar lines, several journalists
responded that their fellow journalists did not have any military knowledge and that
they relied too much on official information from the military.

The third of journalists who believed that the media did not keep the public
informed about military affairs expressed a raft of concerns. Several noted that the
military was simply too powerful or too inaccessible to allow journalists to report on
it, citing particularly the rise of special forces operations. Others criticized military
public affairs as playing favorites with the press and noted that there were simply too
few journalists to do the job. When we consider that our extensive search for expert
journalists yielded only 161 names, and that these 161 individuals were virtually the



142 T. Crosbie and M. Kleykamp

only people reporting on the world’s largest employer, which has bases around the
globe, such complaints are worth considering.

Naturally, researchers were speaking from both a less biased but also presum-
ably less informed position regarding the degree to which the military’s affairs are
publicized by the media. And where most journalists responded with substantive
comments, the majority of researchers provided only a simple yes or no response.
Here too, however, serious concerns were raised by the respondents, with those who
believed themedia was succeeding in informing the public warning that the reporting
was often too superficial, the public too uninterested, and that newer reporters were
not very good (as three separate researchers noted). Those who believed that the
media had failed to keep the public informed noted that reporters were too uncritical,
too biased, too politically correct, and that they had failed to gain sufficient access
to the military’s inner workings.

In reflecting onwhat our respondents had told us about themilitary-media link, we
came to some troubling conclusions. On one hand, the press supports themilitary. On
the other hand, its efforts to inform the public are tainted by serious concerns about
the quality of the coverage and the public’s interest in being informed. These two
pieces, positive media coverage and ineffective media penetration, are troublingly
reminiscent of the golden age of media-military relations, World War II (Crosbie
2018). While that era’s compliant press had been justified in the eyes of many by
the existential threat posed by Axis forces, we see no such justification today. This
concern led us to a separate line of inquiry. Given the poor state of public oversight,
how knowledgeable is the political leadership of the military?

Leadership Problems

In 1998 and 1999, researchers from the Triangle Institute for Security Studies (TISS)
surveyed military leaders and civilian veteran and non-veteran leaders. At that time,
a cleavage was noted between the civilian and military perspectives on a number
of items, including the question, “How knowledgeable do you think our political
leaders are about the modern military?” Whereas military leaders had a dim view
of political leaders’ knowledge of the military, civilian leaders, both veteran and
non-veteran, were rather more optimistic (Holsti 2001, p. 481). We replicated this
item on the 2017 SAME and tabulate our findings alongside the TISS findings below
(Table 9.7).

In the intervening 18 years, much has changed, but it is striking to see how closely
both our samples conform not only with one another but also with the views of the
military leaders surveyed by the TISS team. Seen differently, there has been a very
notable divergence between the views of civilians in 1998–1999 and their views in
2017.

This alignment of contemporary civilian attitudes with the military populations’
attitudes from nearly 20 years ago are easier to see in Fig. 9.2. Our two groups were
virtually identical in their critical views of politicians’ level of knowledge, with about



9 Civilian Military Experts … 143

Table 9.7 How knowledgeable political leaders are about the military (%)?

1998–1999 1998–1999 1998–1999 2017 2017

Military
leaders

Civilian vet.
leaders

Civilian
non-vet.
leaders

Survey of
researchers

Survey of
journalists

Very
knowledgeable

1 8.1 10.2 0.93 0

Somewhat
knowledgeable

33 53.8 58 23.36 25

Slightly
knowledgeable

52.3 30.4 25.7 53.27 55.56

Not
knowledgeable
at all

13.5 7 3.9 20.56 16.67

No opinion 0.5 0.8 2.2 1.87 2.78

Fig. 9.2 Comparison of TISS and SAME responses: How knowledgeable are civilian leaders?
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73% of journalists and 74% of researchers reporting that political leaders were only
slightly or not at all knowledgeable, compared with two thirds of the TISS military
sample but only about a third of the civilian populations.

Specific Concerns About the Trump Presidency: The Elephant
in the Room

No survey of experts on the American military can hope to escape the overwhelming
influence of the day’s partisan debates. Our own challenge was to gather expert
opinion during the months following Donald J. Trump’s election to the presidency
of the United States, a time of endless hot takes and thought pieces framing the
administration and the president’s likely approach to foreign policy—“policy by
tweet,” as it was frequently derided (Gilsinan and Freidman 2017). We refrained
in our survey from directly soliciting input regarding the new administration and
sought instead to step outside the terms of the debate in the public sphere. But our
respondents were not members of the general public: They were elite producers of
knowledge who collectively shape much of our understanding of the military and its
relationship to our political systems, and many of them found it necessary to direct
our attention to the Trump administration. They told us, quite clearly, that there was a
problem with the political leadership that had direct and significant negative impacts
on the American military.

In two-paired, open-ended questions, we asked the experts to tell us the biggest
challenges facing the American military and national security more broadly. Cutting
through the wide-ranging responses was a palpable fear of the effect of a Trump
presidency on American military affairs. We quote several of the respondents to
convey the intensity of their views. To the question “What are the biggest challenges
facing American national security?” researchers responded:

An unbelievably incompetent president

Right now, a fraud as president and global responsibilities that he and most of his people do
not begin to understand

Trump administration (not committing to NATO, not maintaining relationships with
traditional allies)

ISIS and President Trump

We have a president who is mentally ill and acts without consideration to the effects on our
country and our military. He is acting in such a way that we are threatened from within and
without

Donald Trump’s unpredictability, belligerence, and complete lack of understanding of
national defense issues

Journalists responded in a similar vein:

The president appears incapable of critical thought on complicated issues and while the
Pentagon appears to be in very capable hands, it does not seem to be on the same page as the
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White House or State Department. The messages coming from each portion of the executive
branch of the government are entirely incongruent.

A narcissistic man-child in the White House and a Congress dominated by the GOP, a party
that is far more concerned with ideology than governing

Distrust in the intelligence agencies, lack of coherent foreign-military policy, the adminis-
tration’s hostile treatment of people by category alienates groups that would be our allies
protecting the nation

To the question “What are the biggest challenges facing the American military as an
organization?” researchers responded as follows:

The radiation clouds blowing our way because Donald Trump is a fucking moron

The US armed forces have suffered profound trauma as a result of the mistaken policies
of the Bush Administration. They need time to recover and rebuild. Instead they are being
committed to new military adventures by a president who lacks strategic sense

An unstable commander-in-chief

Skeptics might view the above items as irrelevant emotional outbursts. We prefer to
think that they are extraordinarily relevant emotional outbursts, emphatic expressions
of concern by those who we might reasonably conclude know what they are talking
about. Of course, the present chapter is not passing judgment on the quality of Donald
Trump’s leadership. Rather, the chapter communicates the concernswe have received
about the quality of Donald Trump’s leadership with respect to American military
affairs from two samples of civilian military experts. The civilian military experts
who filled out our survey were by and large troubled by the way this administration
approached military affairs in late 2017.

Future Directions

TheSurvey ofAmericanMilitaryExperts solicited the opinions of theworld’s leading
experts (from academia and news media) on the American military. Each respondent
provided valuable insights, since we assume their responses were based on a deep
understanding of the context and the realities facingmilitaries, even though the nature
of that expertise is highly individualized. In anonymously collecting these data, we
sought their holistic judgment, hoping to learn what the experts really thought, not
just what they succeed in publishing. By aggregating responses, we hoped to portray
these fields in egalitarian terms, neutralizing the confounding effects of status and
prestige with the hope of looking beyond intellectual fashions and socially-desirable
responses.

This chapter could cover only a brief cross-section of our findings, but we believe
that even in this abbreviated form, a clear logic can be identified regarding what
experts really think about the state ofmilitary affairs in 2017.Let us briefly summarize
our findings before turning to future directions for this research.

We first asked what civilian groups should be counted among the world’s experts
on the American military. We identified two groups of public-facing experts who
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have special claims on our attention. The first was the community of researchers
who published research on the American military in leading military studies jour-
nals and university and trade publishers, ofwhomwe identified 224 in our population,
sampling half (N = 112). The second is the community of 161 journalists who work
full-time on military topics, of whom we surveyed about a quarter (N = 42). Our
respondent groups were both remarkably experienced, with the journalists averaging
16 years’ and the researchers 26 years’ experience working on military-related sub-
jects. Neither group contained large numbers of veterans, with 73% of researchers
and 81% of journalists having never served in a military. Very few identified as con-
servative, while less than half of researchers and just over a quarter of journalists
identified as liberal.

We asked our respondents about whether they thought the media was supportive
of the military and found that most did (about 90% of researchers and about 60% of
journalists). Looking more deeply into the character of media coverage, we asked
respondents to reflect on whether the media kept the public informed about military
affairs.Whilemost respondents (58% of researchers and 67%of journalists) believed
the media kept the public informed, a large number of the positive responses were
qualified with warnings about the quality of the media’s oversight. We believe we see
reflections in these concerns in the critical perspectives respondents had on political
leaders’ knowledge of the military. Nearly three quarters of respondents in each
group indicated that political leaders were slightly or not at all knowledgeable about
the military. We noted that this concern was further highlighted in two separate free-
response questions that featured many respondents raising impassioned warnings
about the dangers posed by the Trump administration’s corruption and incompetence.

We see two communities of experienced experts drawing our attention to a wor-
rying set of relations. Too much media support for the military, based on too little
effective oversight, matched by poorly informed leaders and a new administration
alarming in its incompetence—this is the most distinctive vision of the state of
American military affairs we gleaned from respondents.

To guard against the presentism of these findings, we are moving forward with
a 2019 survey round and hope to continue to build a longitudinal dataset on expert
opinions about the state of American military affairs with biennial surveys of these
two populations. We believe that our experts have signaled concerns with the state
of American military affairs, particularly concerning how the military is embedded
in its domestic political environment. The experts are worried.

The good news is that recognizing that a problem exists is often the first step to
fixing it. This recognition, however, leads us to consider another challenge. Once we
have determined the contours and shared beliefs of the most salient expert commu-
nities surrounding the military, we should then begin the equally laborious task of
making sense of how expert knowledge moves from outside to inside, how military
expertise is transmuted into military professionalism.
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Chapter 10
Disrupting Social Constructions
in the Profession of Arms

Vanessa Brown and Al Okros

Abstract As highlighted in other chapters, the military profession is subject to both
internal and external pressures to evolve. This chapter will examine key issues in two
parts. The first portion reviews the factors that are generating these pressures with
consideration of four dimensions. The first comes from the integration of gender
perspectives arising from endorsement of the Women, Peace, and Security agenda.
The second arises from the requirements to address issues of sexual harassmentwithin
themilitary or, more broadly, tomeet the expectations of Canadian society about how
those in uniform at treated. The third results from the Canadian military aspirations
to implement an inclusive diversity strategy that calls for changes in key aspects
of professional identity and professional functioning. The second portion of this
chapter presents observations by the authors of the consequences of exposing mid-
level career officers with concepts that serve to challenge the received professional
worldview.The primary implication offered is that these leaders are being encouraged
to reconsider key aspects of social construction particularly regarding power, social
privilege and the reproduction of the identity, norms, values and beliefs that underpin
the military ethos.

Keywords Profession of arms · Professional military education · Gender
perspectives · Social construction · Identity · Power · Social privilege ·Women,
peace, and security

Introduction

The profession of arms has faced external pressures to evolve. As the literature on
the revolution in military affairs shows (Beier 2006; Brose 2019; Morgan 2008),
new technologies have changed the way war is waged. The “new wars” discussed in
the post-Cold War literature (Kaldor and Vashee 1997; Münkler 2005; Kaldor 2012;
Mello 2017) highlight how non-state actors and identity politics have altered the
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foreign policy responses, moving the military from state-on-state warfighting to sta-
bility operations and hearts-and-minds campaigns. Cyberspace has opened another
front where disparate non-state actors and criminal organizations cooperate to pur-
sue their illicit agendas (Miklaucic and Brewer 2013; Hughes and Miklaucic 2015;
Matfess and Miklaucic 2016). While these external factors have forced the military
to adapt technically and strategically, they have not challenged military members’
individual and collective identity framed around warfighting and warfighters that
underpins Huntington’s core competence of the management of collective violence
on behalf of the state (Huntington 1957).

This chapter looks at internal change drivers that are having a fundamental effect
on precisely these aspects of the profession of arms—onmilitarymembers’ construc-
tion of identities and the military professionals’ worldview. Section “The Profession
of Arms” looks at the way the profession of arms functions with a focus on the
concept of social construction, highlighting key aspects of military identity and the
dominant military worldview which become problematic when the profession has
to evolve to incorporate new concepts or frameworks. Section “The Emergence of
New Concepts and Frameworks” reviews four factors generating pressures for the
adoption of these new frameworks, resulting in new concepts and ideas being intro-
duced into the theoretical knowledge that underpins the profession, which will lead
to deeper changes in the profession. Section “Implications: Disrupting Social Con-
structions” looks at the consequences of exposing mid-level officers to these new
concepts hence challenging their received professional worldview. We begin with
key considerations of how the profession is constructed and functions.

The Profession of Arms

Informedby theCanadianArmedForces’ concept ofmilitary professionalism inDuty
with Honour: The Profession of Arms in Canada, as well as the perspectives pre-
sented byHuntington and Janowitz, the profession of arms functions in a unique con-
text, being completely subordinate to control by civil or state authority, yet afforded
significant latitude to engage in self-regulation (Chief of Defence Staff 2009a, b;
Huntington 1957; Janowitz 1960). The government of the day determines the roles,
responsibilities, and missions assigned to the armed forces while the armed forces
retains significant control over internal professional functions. In simple terms, the
government determines what is to be achieved while the military decides how to
generate and employ the capabilities needed to do so.

As presented in Duty with Honour, professions contain five facets. The first is
jurisdiction, the social function or domain of activity over which society and regula-
tory bodies acknowledge the primacy of the profession and for which the profession
seeks the power to regulate and control.1 The second is expertise, particularly the

1See Abbott 1988 for discussion of professional jurisdictions and Abbott (2002) and Feaver (1996)
for perspectives as applied to the profession of arms.
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acquisition of specific knowledge, skills, and practices that require a lengthy period
of education, training, and experience to perfect. The third is responsibility, in which
the profession (as a whole) and each member of the profession (as an individual
practitioner) acknowledges and accepts special duties to the society they serve. The
fourth is identity. The profession holds a unique status and image in society and
individuals see their membership in the profession as a key element of their sense of
self. The final attribute is a shared vocational ethic, which, in the case of the armed
forces, is themilitary ethos. The profession’s vocational ethic stipulates the particular
set of values, beliefs, expectations, and obligations that underpin membership in the
profession, along with its members’ ethical reasoning and professional practice. The
military ethos contains two types of values, outcome and conduct values. Outcome
values prioritize what is to be achieved (the ends) and conduct values inform how
these outcomes are to be achieved (the means).

Like other professions, the armed forces exercises a generally high degree of
autonomy in regulating internal facets, particularly : enforcing the code of conduct
(usually by members of the profession as peers), entry to the profession (setting
qualifications, certifying professional status, and conferring membership), internal
culture and identity (particularly the norms, beliefs, and taken-for-granted assump-
tions that are broadly shared by members), and generating and endorsing the body
of knowledge that underlies professional practice. Of importance in shaping culture
and individual identity, entry-level socialization aims at more than just teaching the
“civilian” a set of required military skills; it aims to construct an ideal soldier, sailor,
or aviator and, eventually, an ideal leader and commander with a specific worldview.

Important aspects ofmilitary culture inculcated during entry-level experiences are
normative conformity, obedience to authority, and group loyalty (Okros 2010).When
combined with other aspects of professional functioning and daily life, these serve to
define the operant (as lived)military culture.Military culture has been explored across
a variety of academic disciplines, drawing on diverse theories and perspectives.2 We
compare differences across societies or groups using the cross-cultural concepts of
tight versus loose cultures (Berry and Sam 1997; Pelto 1968).

Tight cultures can be characterized as follows:

• homogeneity with clear boundaries as to who is a member of the culture (and who
is excluded) and a strong single identity for all members,

• explicit social norms and associated standards of appropriate behavior with severe
sanctions applied to those who deviate from these norms,

• clearly differentiated and stratified role requirements (father vs. mother, manager
vs. supervisor vs. laborer, etc.) with a high level of role obligation (requirement
to fulfill role requirements and to do so in a way that is consistent with the role
and social norms),

• an emphasis on the subordination of one’s own interests (or perspectives) to the
good of the overall group, often incorporated in a common prototype of the good
citizen as one who makes personal sacrifices to contribute to an overarching goal,

2Including sociology, psychology, political science, history, anthropology, managerial theory and
gender studies. For a broad overview of definitions and theories onmilitary culture see Price (2017).
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• a concern for clarity in language, rules, and social regulation, with limits on the
articulation of contrary viewpoints or acts of disobedience, and

• a reliance on history, customs, and traditions to reinforce key themes and to ensure
cultural continuity and stability over time.

Loose cultures, on the other hand, are very much the opposite in many of the key
areas. They tend to be characterized as follows:

• heterogeneity with a general philosophy that it is the individual who determines
whether they are part of the larger group and acceptance that individuals may have
multiple or polymorphic identities,

• flexible social norms and standards of behavior shaped by the idea that one does
not impose one’s own norms, values, or standards on others (thus, an acceptance
of diversity in various forms),

• a lack of emphasis on roles and role requirements, with few status distinctions or
role-specific obligations,

• an emphasis on citizenship and one’s obligations to others on maximizing the
benefits to all; hence, the concept of good citizen is onewhovoluntarily contributes
to others’ wellbeing, quality of life, or community initiatives,

• acceptance of ambiguity and the likelihood of miscommunication and misun-
derstanding, with the obligation of each to understand the other’s perspective,
and

• an expectation that societies and social norms will evolve; hence, an orientation
towards the future as something to be created rather than a past to be preserved.

Not only do the characteristics of a tight culture describe themilitary; the rationale for
the development of a tight culture further serves to demonstrate the relevance. These
cultures are highly likely to arise under conditions when the society or nation as a
whole is threatened by external forces, combined with the belief that is it only when
all members of the society contribute that preservation can be achieved (Gefland
2018). The general philosophy communicated is one of conformity within a clearly
defined social hierarchy and a system of strong socializationmechanisms. Thus, tight
cultures not only strive to ensure commitment to the important overarching goal of
survival but attempt to reinforce this commitment through customs, traditions, and
norms, based on the assumption that this level of national will/self-sacrifice cannot
easily be generated if allowed to erode. It is not surprising that the military practices
many of the characteristics of a tight culture because its existence depends on exactly
the conditions which lead to tight cultures: threats to survival require a collective
contribution of all.

Characterizing the armed forces as a tight culture can be useful in understanding
its professional identity and its dominant worldview. The taken-for-granted assump-
tion that a tight culture is needed to succeed in the most extreme of endeavors, with
associated norms, roles and -behaviors contributes to the highly masculine nature
of the military. Drawing on Connell’s theory of hegemonic masculinities (Connell
1987), militarized masculinity, describes a distinct set of masculine behaviors that
arise in militaries through the processes used to turn ordinary people into soldiers
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(Ashe 2012; Higate 2007). Feminist scholars Sandra Whitworth and Cristina Mas-
ters have defined militarized masculinity in Canadian and American militaries as the
standardization of specific masculine behaviors associated with “white, male, het-
erosexual[ity]” (Masters 2005; Whitworth 2005). Militarized masculinities in armed
forces, including the CAF, have idealized masculine embodiments of “toughness,
violence, aggression, courage, control, and domination” among male and female
members (Eichler 2014). The embodiment of thesemasculine qualities often requires
distancing members from feminine behavior and feminine experience (Brown and
Okros 2019), an observation we return to later in this chapter.

A second feature of the military’s tight culture is the compelling narratives used
to create a shared worldview. Articulated doctrine is an essential component of any
system of beliefs, and the armed forces strongly emphasize this function as illustrated
in the description in the CAF’s doctrine on doctrine:

Doctrine is a body of knowledge and thought that provides direction and aids understanding.
The CF definition of doctrine is “fundamental principles by which military forces guide their
actions in support of objectives. It is authoritative but requires judgment in application.” It
embraces establishedwisdom in the areas of problem solving, decisionmaking and planning,
and is sometimes defined as simply “what is taught” (p. 1–1).

While military leaders will point out that doctrine does evolve and that individuals
can use discretion in applying it, several characteristics of tight culture, including
the concern for clarity, limitations on articulating alternate viewpoints, high social
stratification, obedience to authority, and normative conformity all work to restrict
individual from exercising ‘judgement in application’ which necessarily requires
challenging the status quo and questioning approved ways of understanding or think-
ing. In her analyses of several Canadian Armed Forces publications, Taber (2009)
identifies the presence of “boss texts” and “ideological codes” that not only convey
key ideas regarding the profession and how one serves in it but do so in a way that
is not up for debate. She states:

The texts act as signifiers and normalizing influences to present ideal representations of
militarymembership which are structured to benefit the institution itself. People have agency
to resist the perpetuation of normalizations but, due to their embeddedness in accepted
practices and policies, they are by their very nature difficult to contest (p. 29).

A third component of tight cultures, and especially as practiced by the military, is
the creation of differentiated and stratified role requirements, which in turn result in
significant differences in the status and entitlements associatedwith rank, occupation,
and appointment. The result is very clear power structures and systems of social
hierarchy, even among those of the same rank (Brown 2018). In theCanadian context,
the benefits of social privilege have been increasingly challenged, so the traditional
convention that “rank hath its privileges” may be losing the broad acceptance it once
had (Okros 2019).

The issue of assumed social privilege is magnified in the profession of arms
because it belongs to the minority of professions in which self-reflection is not
strongly encouraged or commonly practiced (Okros in press). In psychiatry and
religious ministry, for example, members engage in high degrees of self-reflection to
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understand how professional practice can influence their values and worldviews and,
thus, the decisions they make and the services they provide. Moreover, a growing
body of literature highlights the importance of developing future members’ self-
insight and self-understanding in preparatory education programs for professions
(Fullana et al. 2016; Ryan and Ryan 2013; Van Beveren et al. 2018).

This leads to a final observation about the implications of tight culture in the
profession of arms: the lack of independent schools of academic thought. Virtually
all other professions have some form of academic school embedded in a university
that delivers undergraduate and graduate learning and performs the critical function
of updating its theoretical knowledge. In rather stark contrast, the armed forces
continue to control the design, delivery, and assessment of required learning within
their own centers of professional military education (PME). Many militaries have
made arrangements for PME learning to be awarded a civilian graduate degree and
even for external university faculty to provide PME courses. But these degrees are
built around the PME content (rather than the reverse of designing program to deliver
the learning associated with an academic discipline) and external faculty are teaching
the military-approved syllabi on a contractual basis. The result, as Basil Liddell Hart
put it, is that “there are two thousand years of experience to tell us that the only thing
harder than getting a new idea into the military mind is to get an old idea out” (1944,
p. 115).

In sum, the profession of arms represents a tight culture, with the military iden-
tity and worldview informed by Huntington’s military ethic, which he character-
ized as “pessimistic, collectivist, historically inclined, power-oriented, nationalis-
tic, militaristic, pacifist, and instrumentalist in its view of the military profession”
(1957, p. 79). Other characteristics that might be offered include paternalistic, action-
oriented and, based on Gefland’s primary conclusion on tight cultures, prone to inter-
preting external events as threats (2018). As an introduction to the issues that surface
in addressing the topics we turn to next, we would define these characteristics as
masculinist in intellectual orientation (not just in behaviors).

The Emergence of New Concepts and Frameworks

Four factors require the armed forces to develop new areas of expertise and, in doing
so, to review and likely amend taken-for-granted assumptions underlying profes-
sional identity and its worldview. The first comes from what is generally referred
to as the Women, Peace, and Security (WPS) agenda. In the Canadian military, the
ideas and objectives of the agenda have been articulated in Chief of Defence Staff
direction, which references the series of United Nations Security Council Resolu-
tions (UNSCR), startingwith UNSCR 1325, alongwith NATO direction, specifically
the Bi-Strategic Command Directive 40-1 (Bi-SC 40-1) and updates to the federal
government’s National Action Plan for WPS (CDS 2016a, b; Global Affairs 2017;
NATO2017). As articulated in these two directives, the general intent is for the armed
forces to recognize the differential impacts of armed conflict on men, women, boys,
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and girls, with an emphasis on having military leaders and planners apply gender
perspectives to understand the nuanced differences between these groups in order to
protect populations at risk and to achieve sustainable peace and security outcomes.

The challenge in this context is that the origin of the WPS agenda lay with civil
society organizations and their efforts to address the root causes of conflict, par-
ticularly those in the 1995 Beijing Platform for Action. This platform called for
significant action in twelve critical areas of concern for gender equality, including
poverty, health, education, human rights, the environment, andwomen’s participation
in the economy, power systems and political decision making, as well as issues of
violence against women and the consequences of armed conflict (Debusscher 2016;
UNWomen).3 Various authors have pointed out that the intent and keymessages have
evolved significantly from the original intent of the activist and critical feminist civil
society organizations that heavily contributed to the first iteration, with the UNSCRs
increasingly being seen as the politicization of the agenda, the NATO Directive as
the militarization of the agenda, and CAF implementation as the operationalization
of the agenda (Brown and Okros 2018a).

The second factor is incorporated in the CDS directive on 1325 and the Canadian
government’s recent emphasis on the application of what is called Gender Based
Analysis Plus (GBA+). GBA+ is defined as an analytical tool the Canadian federal
government uses to advance gender equality in Canada. The “plus” in the name high-
lights that Gender-Based Analysis goes beyond gender and includes the examination
of a range of other intersecting identity factors (such as age, education, language,
geography, culture and income). GBA+ is used to assess the potential impacts of
policies, programs or initiatives on groups of women, men, girls, boys and gender
diverse people by taking into account gender and other identity factors. GBA+ helps
federal departments to recognize and respond to the different situations and needs
of the Canadian population.4 In the military, GBA+ is also applied to recognize
and respond to the different situations and needs of Canadian military personnel,
Canadians domestically and populations outside of Canada in operational contexts.5

As stated by the lead department:

GBA+ ensures the inclusion of women, men and gender-diverse people. Moreover, it draws
on the insights of “intersectionality,” a research and policymodel that recognizes the complex
composition of factors that shape and influence human lives. Intersectional analysis attempts
to “examine the consequences of interacting inequalities on people occupying different social
locations as well as address the way that specific acts and policies address the inequalities
experienced by various groups” (Bishwarma et al. 2007, p. 9).

GBA+ enables researchers to consider the following:

3TheUNWomen information is at: http://www.unwomen.org/en/how-we-work/intergovernmental-
support/world-conferences-on-women.
4Status of Women Canada, Introduction to GBA+: Glossary. Available at: https://cfc-swc.gc.ca/
gba-acs/course-cours/eng/global/glossary_glossaire.html.
5Other countries and armed forces may use the terms gender based analysis or applying a gender
perspective to plans, policies and procedures. For an example, see NATOBi-SC 40-1. The Canadian
definition incorporates these but adds intersectionality as a key element for analysis.

http://www.unwomen.org/en/how-we-work/intergovernmental-support/world-conferences-on-women
https://cfc-swc.gc.ca/gba-acs/course-cours/eng/global/glossary_glossaire.html
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• Multiple aspects of identity are dynamic and socially constructed (e.g., gender, ethnicity,
class, sexuality and ability are fluid and flexible);

• Multiple aspects of identity do not operate in isolation but are interactive (e.g., gender is
both shaped and influenced by other factors);

• Noone aspect of identity is necessarilymore important than any other (e.g., even if gender
is considered, it may not be as important as other aspects); and

– Each issue or problem under investigation requires a different set of aspects of iden-
tity (e.g., sometimes it might be gender, ethnicity and class; other times it could be
geography, gender and ability, etc.).6

While the federal government adopted GBA+ in 1996 as a direct result of the 1995
Beijing Platform, it was only after the Trudeau government was elected that sig-
nificant attention was placed on actually applying GBA+. As the application to the
CAF was contained in the CDS directive on 1325 and linked to NATO Bi-SC 40-1,
GBA+ entered the military domain with a very specific focus on military operational
planning. We return to the implications of the way in which WPS and GBA+ have
been framed in the final portion of this chapter.

The third factor arises from the requirement to address sexual harassment in
the military or, more broadly, to meet the expectations of Canadian society about
how those in uniform are treated. This is actually not a new issue for the CAF
because it first arose in the 1980s with the Bonnie Robichaud case, again inMacleans
Magazine articles in 1998, 2003, and 2014, before triggering the 2015 External
Review by retired Justice Deschamps (Branswell et al. 2003; Deschamps 2015;
Mercier and Castonquay 2014; O’Hara et al. 1998; Robichaud versus Canada 1987).
The rather well-documented cases of sexual harassment led to two successful class
action lawsuits,whichwere concluded in 2019.7 Itwas, however, the 2015decisionby
then newly appointed Chief of Defence Staff to issue an operational order, Operation
HONOUR, which resulted in formal direction and observable actions to “eliminate
harmful and inappropriate sexual behavior within the CAF” (CDS 2015).

Later modified slightly in updates, Operation HONOUR calls for action in three
key areas: leadership-driven culture change, upholding the profession of arms, and
provision of support for CAF members. Initiatives implemented include revisions
of CAF policies and definitions, changes to processes related to investigations, and
disciplinary and administrative measures in response to complaints, social science
research, including two external surveys of members’ experiences, unit-level profes-
sional development sessions, updated content delivered on career courses, and the
creation of the Sexual Misconduct Response Centre, which reports to the (civilian)
deputy minister.

Results of these various initiatives to date have been inconsistent and less than
envisioned by the CDS. As stated in the February 2019 (internal) Progress Report:

6http://www.swc-cfc.gc.ca/gba-acs/guide-en.html.
7Details on the class action suits and the Federal Court Proceedings are accessible at: https://www.
classaction.deloitte.ca/en-ca/Documents/CAF%20DND%20Misconduct/Final%20Settlement%
20Agreement.pdf.

http://www.swc-cfc.gc.ca/gba-acs/guide-en.html
https://www.classaction.deloitte.ca/en-ca/Documents/CAF%20DND%20Misconduct/Final%20Settlement%20Agreement.pdf
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The CAF continues to face the serious problem of sexual misconduct. Much has been done,
and is currently being done, to address and eventually eliminate this complex cultural afflic-
tion, but at this juncture it is still very much a work in progress. There is much yet to be
achieved (CDS 2019, p. 1).

The external assessment from the Auditor General provided more detail on the
observed deficiencies, noting in particular:

5.17.We found thatOperationHONOUR increased awareness of inappropriate sexual behav-
ior within the Canadian Armed Forces. However, the Operation had a fragmented approach
to victim support as well as unintended consequences that slowed its progress and left some
members wondering if it would achieve the expectations set for it.

5.19. However, we found that some members still did not feel safe and supported. For
example, the duty to report all incidents of inappropriate sexual behavior increased the
number of cases reported by a third party, even if the victim was not ready to come forward
at that time.Moreover, theMilitary Police had to conduct an initial investigation of all reports,
regardless of a victim’s preference to resolve the issue informally. This discouraged some
victims from coming forward. Many victims also did not understand or have confidence in
the complaint systems (Auditor General 2018, p 3).

We return to issues arising from the way the CAF attempted to address “this complex
cultural affliction” in our presentation of the profession seeking to maintain a tight
culture.

The fourth factor requiring the profession to accept new concepts and frameworks
arises from the CAF’s aspiration to implement an inclusive diversity strategy. The
2016 CAF Diversity Strategy replaces the previous Employment Equity Strategy
documents (CDS 2016a, b). Based on the requirements of the Employment Equity
Act, the focus from 1996 to 2015 had been achieving appropriate proportions of three
of the four EE-designated groups.8 The net result was an emphasis on representa-
tion: collating personnel records and conducting a regular census of CAF members
to determine the percentage of each of the four groups in the ranks. In the new Diver-
sity Strategy, the CAF recognizes that this approach reflected a “compliance-based
model,” with the statement that the military would now adopt a “values-based” one
(CDS 2016b, p. 4) Further, the CDS foreword to the strategy states that it incorpo-
rates the legal objectives of employment equity but “adopts a broader, more holistic
approach … designed to be an enduring feature of not only the composition of the
CAFbut howweoperate,”with direct references to both social and operational imper-
atives (CDS 2017, foreword). The social aspects cited are the similar ones reflecting
the society it serves and ensuring the citizenry accepts the CAF as a legitimate insti-
tution, while the operational elements emphasize the benefits of a diverse workforce
with individuals bringing unique perspectives, work experiences, lifestyles, and cul-
tures. It is in the latter context of establishing “as a matter of practice, policy and

8The Canadian government has published specific Canadian Forces Employment Equity Regula-
tions (SOR/2002-421), which take into account unique aspects of military operational effectiveness.
Although commonly assumed by many in uniform, these regulations do not exempt the CAF from
reporting data on persons with disabilities (see SOR/2002-421 paragraphs 10.1 and 23); however,
the CAF is not required to establish goals to achieve a specified representation of persons with
disabilities across the organization.
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institutional culture [the intent to] embrace and actively promote diversity as a core
CAF institutional value” that the new strategy is seen as a marked departure from
the previous ones (CDS 2017, foreword).

While the CAF Diversity Strategy did not have the visibility or impact across
the military that the first three factors have had, efforts have been made to advance
its objectives, including updating the learning objectives and content of CAF career
courses. As with the ongoing updates to Operation HONOUR, the CAF Diversity
Strategy is seen as a work in progress with additional staff analyses being conducted
to update or “refresh” the strategy and its associated action plan.

Implications: Disrupting Social Constructions

Each of the four factors presented in the previous section have been introduced into
the CAF through formal direction by the CDS which has included the requirement
to update professional development learning outcomes and content (CDS 2016a).
The authors have been engaged in designing and facilitating learning among senior
officers, in particular Majors attending the Joint Command and Staff Programme
(JCSP) at Canadian Forces College (CFC). JCSP is a competitive program leading
to a key career qualification by preparing graduates for senior military command
and staff appointments. Integration of gender and cultural perspectives in JCSP in
response to direction from the CDS include; implicit bias and awareness content;
workshops and case studies on professional conduct and Op HONOUR; critical
thinking about diversity in Canada and the military as well as updates to military
policy on diversity and inclusion; andGBA+ andWPS agenda content including case
studies of their integration into military plans, processes and policies; and integrating
GBA+ in the operational planning process. The following are comments drawn from
research conducted by the first author (Brown 2017, 2018, draft).

The first general observation is that through these updates to curriculum, CFC has
begun to set the conditions through which students and staff have become increas-
ingly open to discussions about gender and cultural inclusivity as the two key con-
cepts informing military thinking and practice. While still presented in a nascent
form, teaching within JCSP has begun to touch upon the significance of gender and
cultural perspectives to the military and their deep relation to the success of the pro-
fession and advances in security both domestically and abroad. Some of the students
have engaged in thinking about the issues underlying theWPS agenda, GBA+, Oper-
ation HONOUR, and the CAF Diversity Strategy, leading to considerations of the
interconnections across these topics, links to the remainder of the JCSP curriculum
and, importantly, their roles and responsibilities as senior leaders.

The second key observation is that the perspectives articulated by students reflect a
range of views and understandings. To return to the earlier discussions of the military
practicing a tight culture and developing specific identities and worldviews, some
clearly seek to preserve the traditional constructions of the military and the soldier,
sailor, and aviator, with considerations of the WPS agenda or GBA+ constrained
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to fit with Huntington’s summary of the military ethic or to reframe the objectives
of Operation HONOUR or the CAF Diversity Strategy in ways which preserve the
cultural status quo. The tendency to present the CAF as “gender neutral” and to refer
to all in uniform as “warfighters” reflect the generalized logic being applied. The
preservation of traditional frameworks is also evident when some apply simplistic
men-versus-women categorizations to complex social issues and consider these to
reflect effective GBA+ analyses.9

Others, however, are prepared to consider the concepts being presented and, in
particular, to begin to challenge taken-for-granted assumptions that characterize the
military worldview as well as more critically assessing aspects of professional func-
tioning. Discussions of the appropriate role of the military have recognized the
emphasis by the UN on the protection of civilians and the expansion of military
missions beyond stability operations or traditional neutral enforcement of negotiated
peace accords. Some have pondered the evolution required from the long-standing
tight culture emphasis on unity of thought, purpose and action to a looser cultural
philosophy of unity of purpose achieved by people with diverse values, capacities
and qualities through diverse ways. Thus, a portion of the student body is recognizing
that the new concepts and frameworks about gender, culture, diversity and inclusion
being introduced in curriculum should not just be layered onto or woven into exist-
ing CAF doctrine and the dominant worldview but require careful thought as to how
thesemay be significantly shifting theways inwhich the profession defines, assesses,
and addresses the practical, real-world problems military leaders must face.

The third observation is that some of these students have had the opportunity
to learn about implicit gender and cultural bias. Content such as unconscious bias
and inaccurate stereotypes about gender and race demonstrate to students how these
can lead to inappropriate decision making in a variety of security contexts. Such
curriculum has students digging deeper as they conduct self-reflective assessments
of their own values, views, and perspectives. This learning has also enabled some
to critically assess aspects of professional functioning, institutional bias and the
pressures to fit dominant professional ideals. A central issue that has emerged for a
minority is recognizing and then questioning the implicit social hierarchies that serve
to distinguish the more important (or more powerful) from those who lack similar
social standing. These inquiries lead them to surfacing and interrogating the bases
of these power hierarchies; the assumed privileges of place and voice; the meanings
associated with terms such as “warfighting” and “warfighters,” and, crucially, the
processes of social construction being used by the profession. Some have extended
their questioning to consider the academic views, perspectives, and voices presented
in course learning activities; the messaging of virtually all CFC artwork reflecting
the tight culture focus on preserving the past rather than the loose culture creation of

9This is not helped by the rather simplistic approach evident in the mandated on-line GBA+ training
(Status of Women Canada 2018), and also noting the valid critiques launched by critical feminists
pertaining to essentialism in applications of gender perspectives, and tendencies for GBA+ to be
applied as a descriptive tool rather than a transformational one. For in depth critiques (seeHankivsky
2012; Paterson 2010).
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a vision for the future; and, most critically, the ways in which dominant masculinities
are produced and reinforced.

Our observations on the ways in which new concepts and frameworks are being
received by JCSP students contribute to Muzio et al. (2013) view about the “relative
lack of attention for the discursive and performative aspects of professional work”
(p. 713) and their question about “what degree of reflexivity or awareness do actors
have about institutional pressures?” (p. 715).We suggest that the four topic areas into
professional military education are leading to deeper considerations of key aspects of
professional identity and professional functioning. As articulated in Okros (2009),
we see the potential for two significant re-conceptualizations of the profession of
arms.

The first is a shift from the focus on the state or physical security (fighting and
winning the nation’s wars) to embracing human security (setting the conditions for
long-term peace and security). The second is the move from the practice of tight
culture to endorsing a looser culture. While the characteristics of a loose culture are
likely to be seen by seniors or traditionalists as a recipe for confusion and disorder
that would significantly erode essential professional capacities needed for frontline
success, the necessity for military uniformity in thought and action is a tenuous
concept, particularly when applied to often messy and complex ways that gender
and diversity shape contemporary conflict and security (Masters 2005; Duriesmith
2016).

As Duriesmith argues, it is important for practitioners to consider the ways that
defining elements of contemporary conflict are socially constructed, particularly in
conflict contexts where gender and ethnicity are used to fuel war (such as rape as a
weapon of war and ethnic/tribal warfare). To do so, he proposes that “it is necessary
to address the role of masculinity at the cultural level in socialising combatants” to
recognize “the power of gender relations in informing the forms of violence that new
warriors develop” and to identify and understand “the role of patriarchal social struc-
tures in constructing new wars” (2016, p. 20). Part of this undertaking, then, requires
reflexivity about the role that masculinities and gender have at the cultural level
within armed forces in socializing soldiers, warriors, and warfighters (Whitworth
2005; Razack 2004), as well as reflection about military defence agents’ social-
ization to differently gendered non-combative roles (Parpart and Partridge 2014;
Duncanson 2015). In addition, part of this undertaking is to identify the patriarchal
structures and systems that set conditions for gendered and intersectional hierarchies
to develop among such identities and roles. Doing so would help military defence
agents to better understand the sorts of norms and behaviors that are ascribed to
them, as well as the ways in which they might work toward social equality in their
organizations, institutions, and profession (Duncanson 2015; Brown 2018).

As Duncanson (2015) and Parpart and Partridge (2014) contend, it is typically
those identities and roles that are deemed to be hegemonically masculine in qual-
ity that have traditionally been valued at the expense of concurrently and differ-
ently expressed masculine and feminine qualities. Hegemony of particular masculin-
ist worldviews, norms, and practices create conditions for intersectional inequity,
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and indeed insecurity, among military professionals within their own organiza-
tions and institutions (Holland et al. 2014; Whitworth 2005; Woodward and Winter
2007, pp. 56–58). Importantly, gendered structures and systems are causal in social
inequities and contemporary forms of conflict (Cockburn 2010; Duriesmith 2016;
Sjoberg 2011); thus, we argue that it is critical for these structures and systems to
continue to be considered in the education, planning and work of military members
(Duriesmith 2016; Brown and Okros 2018b).

We suggest that by authorizing pluralism, permitting contradictory behaviors,
tolerating ambiguity and seeking consensus through understanding vice the use of
power to enforce rules, security agencies could, in fact, authorize a range of role defi-
nitions, norms and behaviors under a loose culture. Gender scholar Claire Duncanson
notes:

As western militaries increasingly focus their training on stabilization or peacebuilding
operations, including issues such as partnering indigenous forces, cultural awareness, and
responding to sexual violence, it becomes possible that identities could be forged through
recognition of similarity, interdependence, empathy, respect, and equality—both in the sense
of discursively adopting subject positions and in real interactions with those in whose lands
soldiers intervene (2015, p. 244).

What the updated curriculum in JCSP has begun to demonstrate, the construction
of the prototype ideal soldier, sailor or aviator can evolve to encompass a number
of perspectives of “effective members.” Respect and empathy for such plurality
in thought and action in membership affords military defense agents the ability to
draw from a broad spectrum of capacities in thought and practice to help them
recognize and deal with evolving inequities in their profession (Brown and Okros
2019; Duriesmith 2016) and the sorts of intersectional social inequities that fuel “new
wars” (Cockburn 2010; Duncanson 2015).

This necessarily means disrupting several facets of how the profession of arms
frames its collective identity, develops the military worldview, and constructs indi-
vidual identities for those serving within. The calls to a fundamental shift for the
profession of arms through the transformational mechanisms we have offered here
do not necessitate rapid or abrupt breaks from the past. Rather, we advocate for
thoughtful and reflexive moves in diverse and more equitable directions. In this way,
while subtle, such careful evolutions in thinking and practice will be particularly
evident to those who are attentive to the discursive and performative aspects of
professional functioning.
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Chapter 11
A New Spirit of Militarism?
Person–Organization Fit and Economies
of Worth Among New Military Cadets

Vilhelm Stefan Holsting and Morten Brænder

Abstract In this article we show that there is a misfit between the ideals of the
military and the expectations of those entering the organization from the outside.
According to Boltanski’s conventional sociology, organizations can be understood
as encompassing a reservoir of moral principles that prescribe admirable kinds of
behavior and distinguish the organization from others. The principles that dominate
a particular organization attract people whose value constellation fits the organiza-
tion’s. Traditionally, the military has been seen as holding a particular set of values,
and the officer has been seen as exemplifying these values to other members. In Den-
mark, the military, and officer education in particular, have undergone far-reaching
changes, including admitting 50% of military cadets on the basis of a civilian bach-
elor’s degree. In this article, we investigate whether these new cadets also share the
values of the modern military. We show that the military has changed its reservoir of
moral principles from the “management of violence” to an “adaptive” ideal, but new
cadets have only partially adapted the newmoral principles. They recognize the need
for flexibility and networking, characterizing the new ideal of the “agile officer,” but
they still place a much stronger emphasis on traditionally domestic and industrial
values, such as duty, loyalty, effectiveness, and reliability. The organization may
have changed, but the persons entering it seem to fit ideals of the past.
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Introduction

Across the world, militaries and military professions are undergoing substantial
changes. The Danish military is no exception to that rule. However, while there
are clear signs of changing professional ideals, our research indicates that these ide-
als are not shared by newmembers of the profession. As part of the 2012 quadrennial
Parliamentary Defence Agreement, the Danish government decided to admit 50%
of military cadets on the basis of a civilian bachelor’s degree. Modern military edu-
cation came into being by integrating civilian and military skillsets, (Jansen et al.
2019: 339). And in most modern militaries such processes of integration still prevail,
albeit in new forms. The US ROTC constitutes an excellent example. The French
military’s decision to rank civilian master degrees alongside degrees from the Paris
War College constitutes another (Augé 2019). Thus seen, the remarkable innovation
of the Danish reform was not the admission of civilians as cadets. Although many
Danish officers have, traditionally, started their military careers as conscripts, a large
proportion has always been recruited from the outside.Whatmade the difference was
that, now, these outsiders already had a tertiary educational degree. And, contrary
to the US ROTC, this degree should not necessarily entail any military elements.
The reform was received with caution for a number of reasons. Most obviously, it
constituted an ill-disguised cost-reduction maneuver. After all, it is much cheaper to
hire an engineer and to make him or her into an officer, than it is to pay for officers to
take a degree in engineering. Following this line of thought, the new model justified
a reduction of officer education by about 20 months (Ministry of Defence 2012).
Thus, the fear was that these new officers would devalue the quality—in terms of
knowledge and skills—of the profession.

In this paper, we focus on another point of concern raised in the wake of the
reform: The fear that these new cadets would not fit into the military institution. The
worry was not so much that the “new model officers” would devalue the profession
(a fear that was quickly rejected), but, more fundamentally, that this misfit would
challenge its philosophy in a wider sense. This fear reflected what Morris Janowitz
initially defined as the civil-military “skill differential”, the tension between tradi-
tional (heroic) officers and the growing need for skills common for civilian adminis-
trators such as interpersonal techniques, moral negotiation and symbolic interaction
(1957, p. 16). However, Norbert Elias’s classic study, The Genesis of the Naval Pro-
fession (1950), actually provides a precedent for such a change. Elias argued that
the integration of army officers and merchant sailors into the Royal Navy enabled
the establishment of a navy “habitus” of officers who could both command troops in
battle and sail a ship, which distinguished the Royal Navy’s leaders from their French
and Spanish counterparts. In the samewaywe could expect the influx of cadets with a
stronger civilian background to challenge the Danish military, forcing it to integrate
new ideas that will become the hallmark of an adaptable and enterprising Danish
officer, who will be able to overcome the civil-military “skill differential.”
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Before getting our hopes too high, however, we should also keep in mind that,
as Elias argued, this new naval profession grew out of a long and excruciating pro-
cess, with devastating incongruences between the two groups. Despite the eventual
success of the initiative, it would have looked at the time to outsiders—as well as to
many insiders—like an outright failure (Elias 1950). Patience is a scarce resource in
public management; it is highly unlikely that a seemingly failed integration would
be allowed to go on for several decades in pursuit of a doubtful prize. As already
mentioned, the officer recruitment reform was settled with the underlying intent of
gaining efficiency due to a more-for-less management philosophy. Moreover, if the
rewards do not materialize in the short term, the volatility of the decision process
suggests that reforms of the reform will be initiated. Accordingly, it is important to
knowwhether the fears concerning these new cadets are justified. This constitutes the
background for the research question we intend to answer: Do cadets with a civilian
background match the military organization they are entering?

Theory

The purpose of this article is to examinewhether the newDanish cadets, in possession
of a civilian bachelor’s degree, can be expected to fit into the military organization.
This is not an entirely new question. Recruitment processes have always focused
on selecting the right people for military tasks, and these cadets are no exception.
The question is especially pertinent in this case, however, because these cadets,
unlike previous cohorts, have already spent their formative years outside the military.
Our framework for the inquiry is the person–environment theory, which we draw
upon to analyze the fit between the cadets and the military, (while however taking
into account the theory’s practical limitations). We also draw on Luc Boltanski’s
pragmatic sociology, which we use to identify the values or moral modes of cadets
and the military institution, which ought to correspond if there is a fit between the
two.

Person–Environment Theory

Person–environment fit, which has been used in public administration research for
decades (Kristof 1996), examines whether people search for contexts with values
and characteristics that match their own preferences. Analytically, we can distinguish
between various kinds of fit (e.g., person–job, person–organization, person–group
and person–supervisor fit; Kristof-Brown et al. 2005). This complexity implies a
weakness of the overall theory: Nobody is likely to find contexts seamlesslymatching
their preferences. In real life, we need to adjust our own expectations and preferences.
Not all people are equally talented when it comes to learning how to fit a particular
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context, but nobody can enter without some effort of adapting. In other words, find-
ing a fit is not only a matter of selection but also of socialization. We return to this
point later in the article. For now, it suffices to say that this is especially important to
keep in mind in regard to the military, where newcomers face socialization processes
that are harsher and more direct than in most other contexts (Stouffer et al. 1949).
Thus, a number of studies have used Schneider’s (1983) attraction-selection-attrition
(ASA) framework to examine how person–organization (P–O) fit can “increase the
within-organization homogeneity over time” both within and outside military insti-
tutions (Kristof 1996, p. 5; Halfhill et al. 2008; Leisink and Steijn 2008; Wright and
Christensen 2010; Brænder and Andersen 2014). Granted, drawing on the different
types of fit and on the ASA framework, would yield a highly relevant longitudinal
study of the socialization of new cadets. Yet the cross-sectional data used here require
a more parsimonious approach. Accordingly, we stick to the P–O fit level.

FollowingKristof (1996), P–Ofit can be seen in two different ways. If we focus on
complementary fit, we focus on the supply-and-demand side of the relation between
persons and organizations, and we are most interested in extrinsic factors, such as
salary, leisure time, work effort, and qualifications. If we focus on supplementary
fit, we are more interested in intrinsic factors, such as values, attitudes, and goals.
The point of departure for this study, the military establishment’s concerns about
the new cadets, is based on the assumption that the military has retained some of
its institutional characteristics (Moskos 1977, 2000; Segal 1986; Williams 2008;
Taylor et al. 2015). On this view, values still matter in the organization. This also
means that we pursue a supplementary P–O fit approach, centering on the value
congruency between the cadets and the military organization. Path-breaking studies
have centered on value congruency using various kinds of measures (see Andersen
et al. 2013, for an overview). Yet developing operationalizations that can compare
across organizational and individual levels is challenging. Here we try to respond to
that challenge using Luc Boltanski’s conventional sociology.

Pragmatic Sociology: A Plurality of Diverging Moral Modes
in the Common World

Boltanski and Thévenot’s conventional sociology describes how moral judgment—
of the quality of people and things—operates through moral modes. These modes
have been formalized in Western political philosophy and have emerged as societal
realities over time. According to Boltanski and Thévenot (2006), legitimacy is only
achievable if the activity is justifiable with reference to an idea of the common good.
This is how social order and its coordinating activities are made possible. Hence,
the point is that any form of legitimate socially coordinated activity is based on
the use of certain historically developed and accepted criteria of quality—a prin-
ciple of coordination—representing a distinct value scale, which includes distinct
qualifying concepts. Legitimate social order cannot be reduced to one single mode.
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Instead, actors use several modes in any situation to construct a legitimate social
order. Actors or things that embody the primary and most common moral modes by
acting in accordance to the qualifying concept are considered the most prominent
representatives of the social order. They become worthy, where worthy means fitting
the values of the social order of a particular social environment or, as in this case, an
organization.

In this study, we focus on a framework of 10 modes relevant for the military. The
different modes have been tested on senior leadership in Danish defense (Holsting
2017a). In this respect, they constitute an approach to understanding the dynamics
and plurality of officership in relation to the changing post-ColdWarmilitary context.

The choice ofmodes draws onvarious sources.Originally,Boltanski andThévenot
(2006) identified six modes of justification, with contradicting principles of coordi-
nation. These modes are inspiration, opinion, domestic, market, industry, and civic.
Modes do not appear out of nowhere. Some constitute classical discourses in political
thought: The market mode (and the coordinating principle of competition) and the
civic mode (and the coordination principle of community) derive from e.g. Adam
Smith’s Theory of Moral Sentiments and Jean-Jacques Rousseau’s Social Contract
(Boltanski and Thévenot 2006). They develop other modes inductively. Moreover,
in 1999, Boltanski and Chiapello added a seventh mode of justification—the project
mode—based on studies of the diachronic transformation of the Western capitalism
from the 1960s to the 1990s (2007). Moreover, Boltanski (2012) developed another
framework, adding another two new moral modes, the mode of love and the mode of
fairness. In a military context, the mode of love has been translated into the mode of
sacrifice, with devotion as the principle of coordination (Holsting 2017a). Qualifying
concepts such as caring, passionate, and unselfish relate to this mode in the military
context. Likewise, the mode of fairness has been translated into the military mode
of subordination, with naturalness as the principle of coordination (Holsting 2017a).
Qualifying concepts such as obedient, disciplined, and tolerant relate to this mode.
Finally, a mode of execution has been identified through a diachronic survey of the
performance evaluations of officer from the seventeenth to the twenty-first centuries
(Holsting 2017a). An overview of the ten moral modes used here to analyze the P–O
value fit of the new cadets can be seen in Table 11.3.

A crucial point about each mode is its principle of coordination by means of
which legitimacy and quality are evaluated. As a principle of coordination, competi-
tion (linked themarket mode) has completely different standards than the principle of
tradition (linked to the domestic mode). In theory, coexisting modes are impossible
because they are mutually exclusive. In practice, however, actors come to pragmatic
agreements. In conventional sociological terms, such a coexistence constitutes a com-
promise. Historically developed compromises allow a plurality of modes to exist side
by side in the real world. From this perspective, the plurality of modes is a dynamic
process through which new modes emerge and through which the hierarchies of
modes undergo changes.

The framework of pragmatic sociology implies three main points concerning
social coordination. First, social coordination is a challenging, complex, and uncer-
tain activity. Second, legitimate social coordination can be made explicit as it relates
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to observable principles of coordination. Third, the reservoir of modes should not
be supposed to determine structures once and for all. Instead, these reservoirs rep-
resent potentialities for the actors, individually or collectively, which means that
these modes constitute reservoirs of meaning that individual cadets and the military
organization can draw upon.

These reservoirs also provide actors with what Boltanski and Thévenot call a
“critical capacity” (1999, p. 360), a lens through which actors can engage in and
express the values signifying the social order in any situation. In the context of the
sociology of professions, this implies that professional values are observable through
the activities of the actors, especially through their justificatory arguments. Following
Boltanski and Thévenot, the values of any social system thereby derive from the level
of the actors while they simultaneously relate to different historically developed
legitimate modes. In that sense, too, this is a “pragmatic” sociology, contrasting
classic economic, structural, or critical sociology. From the pragmatic standpoint,
these other theories either under-socialize or over-socialize social actors. Instead, our
theoretical point of departure is that social systems (e.g., military institutions) are
complex historically developed entities. System-specific modes are dynamic, under
constant renegotiation due to the influence of system-internal and system-external
technological, institutional, and societal changes. Further, social actors can always
introduce new modes or mobilize latent ones through their knowledge and practice.
Therefore, several different values may coexist in the same organizational context at
the same time.

Person–Organization Value Fit: Hypotheses

The hypotheses below are based on three sources in which Boltanski’s framework is
relevant in the study of values in the military organization. The common background
for these sources is the observation that the primary modes of the military have
changed radically in recent years. These changes are summarized in the next three
subsections:

(a) Official organizational requirements. In 2008, the Danish defense imple-
mented a new leadership code (Defence Command 2008), which represented a rad-
ical organizational change in officership. The primary change regarded the status of
domestic mode. This mode, traditionally seen as the primary mode of officership,
completely vanished from the official requirements of military leadership (Holsting
2017a). One example of this eradication of the domestic requirement was in the
assessment of order and duty. In the former performance evaluation system, the “of-
ficer and gentleman” requirement had the following definition: “[The Officer should
be] careful with his personal appearance and dress and fulfil the military require-
ments of order and punctuality inside the area of responsibility” (Defence Command
1976, p. 2). The new code represented a distancing from this former ideal type offi-
cer, characterized as the formidable and omnipotent father figure and defender of the
traditional military lifestyle. Instead of representing tradition, the new code required
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that officers become drivers of transformation and institutional change. They should
become transformational agents capable of continuous adaption (Yammarino et al.
1993). Thus, new “project mode” requirements like “holism” and “readiness for
change” emerged in the performance evaluation system with definitions like “[the
officer] adapts to new requirements” or “acts with foresight regarding the develop-
ment of the unit” (Defence Command 2007, p. 3). The official justification of these
transformations of leadership values was the need for rapidly reacting, flexible, and
agile military capabilities, which can operate worldwide in the service of global
governance (Defence Command 2008). Further, the new code also represents values
related to the industrial mode and the execution mode. The reform did not only rep-
resent a top-down deductive logic, as the new code was also developed inductively
using surveys of existing attitudes toward professionalism among military actors at
all levels of the organization (Buhl et al. 2004; Holsting and Damkjer 2007).

(b) The values of senior officers. Anotherway of observing organizational values
is to look at the values of high-ranking senior officers. High rank is a marker of
worthiness in the military order. Therefore, the values of high-ranking actors should
also be considered as markers of organizational values. A radical change of values
was observed in the aforementioned survey of performance evaluations of senior
officers from1989 to 2014 (Holsting 2017a).During those years, the entire population
of evaluation arguments (written by generals and admirals on colonels and naval
captains) using domestic qualifiers decreased from 32.6 to 14.8%. Meanwhile, the
evaluation arguments related to project qualifiers increased from 5.8 to 26.1%. This
finding suggests that the project mode became one of the primary modes of senior
officership, whereas the domestic mode became relegated to secondary status.

(c) The values of active duty officers. The values of Danish active duty officers
are interesting because they are highly experienced and still active in the core opera-
tional environment.Moreover, it is up to them to implement the new, project-oriented
ideals in a, traditionally seen, very hierarchical organization, (Nørgaard and Holsting
2006, p. 135). This group has always been caught in a cross-pressure between the
demands of the strategic level and tactical realities, (von Moltke p. 77 in Bungay
2011; von Clausewitz 1986: p. 115). The fact that they have to realize the overall
value framework set by the top brass, only adds to the complexity of their task. With
these points in mind, Holsting (2016, 2017b) surveyed active duty officers enrolled
as students in the Master of Military Science (MMS; i.e., the educational program
that provides access to the degrees ofmajor and commander) in 2016 and 2017. Here,
active duty officers were asked to choose up to five qualifying concepts that they con-
sidered most important for officership. These concepts were linked to conventional
sociological modes. The results of the questionnaire can be seen in Table 11.1, where
the modes are ranked according to their number and frequency of response from the
officers. Across the two cohorts of MMS students, the top four modes are the same,
and they appear in the same hierarchical order. As in the case of the top brass, the
preferred values of these active duty officers were associated with the project mode,
followed by the execution mode, the domestic mode, and the industrial mode. The
lowest ranking modes were those of the market and the civic mode, which appear to
be seen as inferior. (This was also the case in the examination of the senior officers.
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Table 11.1 Test of moral modes among MMS students (mid-level officers)

2016 (N = 206) 2017 (N = 175)

Mode Number % Mode Number %

Project 56 27.2 Project 56 32.0

Execution 46 22.3 Execution 28 16.0

Domestic 32 15.5 Domestic 26 14.9

Industry 23 11.2 Industry 15 8.6

Opinion 20 9.7 Inspiration 13 7.4

Sacrifice 12 5.8 Sacrifice 11 6.3

Inspiration 8 3.9 Subordination 10 5.7

Subordination 6 2.9 Opinion 7 4.0

Market 2 1.0 Civic 5 2.9

Civic 1 0.5 Market 4 2.3

The averaged appearance of the market mode, between 1989 and 2014, lies at merely
1.3% (Holsting 2017a).) The most prominent difference between senior officers and
junior officers seems to be the ranking of the execution mode. For senior officers,
the average appearance of the execution mode is 5.8% (again between 1989 and
2014; Holsting 2017a). The execution mode scored 16.0% for active duty officers
and 22.3% for MMS students. The difference in scoring may result from differences
between the political-administrative context in which senior officers must navigate
and the organizational reality of the operational context in which junior officers find
themselves.

Despite these differences, the three sources (a, b, and c) reveal the contours of
the new, post-Cold War view of military organizational values. Traditional military
values—those associated with the domestic and the industrial modes—are supple-
mented by other military values, those associated with the project and the execution
modes. At the other end of the scale, we find an unequivocal rejection of values
associated with the market mode and the civic mode. These observations form the
basis of our two first hypotheses regarding the content of the moral modes of the
modern officer:

H1a: Person–organization fit requires, first, that the project mode, the execution
mode, the domestic mode, and the industrial mode are the most important for the
new cadets.
H2a: Person–organization fit also requires that the market mode and the civic
mode are the least important for the cadets.

Looking at the new internal distribution of the four main modes, we also see that the
traditional values are considered less important than those associated with the agile,
project-centered officer. Likewise, when looking at the modes rejected by mid-level
and senior officers, we also see that the civic mode scores notably lower than the
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market mode. In light of these observations, the two hypotheses should be further
refined:

H1b: A full person–organization fit requires that modes signifying an adaptive
approach to military matters (the project and the execution modes) are more
prevalent than traditional rule-based modes (the domestic and the industrial
modes)
H2b: Second, regarding the rejected modes, a complete person–organization fit
also requires that values associated with the civic mode are seen as significantly
weaker than those associated with the market mode.

Two things should be remarked in connection to these hypotheses. First, they reflect
a static view of the P–O fit approach like the one we identified as a core weakness
of the theory: It is not necessarily the value fit that determines why people select
into an organization. It could also be the other way around, that selecting into an
organization encourages people, subsequently, to adjust their values. Moreover, in
organizations where the value framework is changing, those who select in may do so
without knowing what they actually select into. The described changes of the Danish
Defense may not be known to the new cadets beforehand.

Second, the hypotheses are stated on an everything-else-equal basis, and that
should be taken into consideration in the actual analysis. Most importantly, the mil-
itary is not just the military. We cannot reject the possibility that the value constel-
lation of army cadets may differ substantially from that of their navy or air force
colleagues. Former empirical analyses of data related to this project have shown that
such service-specific differences actually correlate with the observed differences in
respondent values (Brænder and Holsting 2017a, b). Moreover, we also know that
values correlate closely with individual background variables, most fundamentally
with gender and age: Our values tend to change, as we grow older. This may be due
to an increased cognitive maturity or the increased number of obligations we acquire
in life (by having children, having a larger income, having to pay mortgages, etc.).
Whatever the reason, the importance of age should not be rejected when conduct-
ing our explanatory analyses. Likewise, although less than 20% of the respondents
were women, we know from other studies of value-differences that gender makes
an important difference (Camillieri 2007). Accordingly, our analyses should also
account for the potential effect of gender differences.

Data and Methods

The data analyzed below consist of responses from future officers with a civilian
bachelor’s degree from the 2016, 2017, and 2018 cohorts. After enrolment, these
new cadets must gain NCO experience before entering the officer schools (between
6 and 12 months, depending on their service branch). The surveys were collected
as group enquiries at the barracks, within a month of the cadets beginning their
service-specific NCO training. Participation in the survey collection was voluntary,
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Table 11.2 Data overview, cohort, service branch affiliation, gender and age. Cadets enrolled on
basis of their civilian bachelor’s degree

Cohort Army Air force Navy Total

2016 26 13 31 70

2017 54 20 38 112

2018 73 21 42 136

Total 153 54 111 318

Percentage of women (n) 15% (24) 20% (11) 14% (16) 16% (51)

Age mean (SD) 25.9 (2.7) 26.6 (2.6) 27.0 (3.2) 26.4 (2.9)

Age span, min/max 22/40 22/32 23/44 22/44

and all but two cadets handed in a valid questionnaire. The dataset thus contains
318 respondents, 153 from the army, 54 from the air force, and 111 from the navy.
Table 11.2 provides a general overview of the data.

Above we identified the moral modes, which we perceive to be crucial in the Dan-
ish armed forces, based on conventional sociological theory and previous empirical
studies (Holsting 2016, 2017a). Each mode is linked to a principle of coordination
through which the military order is established, sanctioned, and evaluated by the
actors. To operationalize these modes, we identified three qualifying concepts asso-
ciated with each mode following the same deductive approach. Consequently, we
ended up with 30 qualifying concepts (three concepts for each of the ten modes).
In the questionnaire, the cadets were asked to evaluate how important each of these
concepts is for an officer. Table 11.3 contains a list of the moral modes, the corre-
sponding principles of coordination, and the associated qualifying concepts. A full
list of the question items can be seen in Appendix 1.

The modes are multidimensional, and aspects of each mode can be linked to
aspects of othermodes. The specific constellation ofmodes andqualifying concepts is

Table 11.3 Framework of moral modes, their principles of coordination and associated qualifying
concepts

Moral modes Principle of coordination Qualifying concepts

Inspiration Geniality Experimenting Challenging Innovative

Opinion Fame Convincing Reputable Impactful

Domestic Tradition Respected Loyal Dutiful

Market Competition Opportunistic Competitive Risk-taking

Industrial Efficiency Productive Structured Reliable

Civic Community Solidary Equalizing Just

Project Activity Flexible Connective Holistic

Sacrifice Devotion Caring Passionate Unselfish

Subordination Naturalness Obedient Disciplined Tolerant

Execution Power Strong-willed Resilient Practical
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context dependent. In the following, our aim is to study the P–Ofit between the cadets
and the military institution they have entered. However, as the qualifying concepts
listed above were selected at the organizational level, they may not correspond with
the cadets’ own linking of concepts and moral modes, which would be based on their
contextually developed perceptions.

Accordingly,when reporting our findings below,we refer both to the overallmeans
of each moral mode—constructed as formative indices—and to the specific means
of each of the qualifying concepts used in the 30 questionnaire items. The tables in
the findings section report the means of the moral modes; in general (Table 11.4)
and by service branch (Table 11.5). Appendices 2 and 3 report the corresponding
item means. To ease interpretation when comparing means, all results are reported
using a 0–1 scale. Initially, the respondents in 2016 answered using a 4-point scale,
while respondents in 2017 and 2018 used a 5-point scale. There are some differences
between the cohorts, but analyses show that these cannot be ascribed to the difference
between the scales used. Accordingly, the three cohorts are merged when reporting
the results.

The first part of the analysis relies on a simple comparison of means. Thus,
Table 11.4 (and Appendix 2) ranks the moral modes (and the qualifying concepts) by
theirmean scores. T tests have been used to estimatewhether the observed differences
of means are significant and, consequently, to group the moral modes. The second
part of the analysis, reported in Table 11.5 (and Appendix 3), compares the mean
scores of each mode (and the qualifying concepts) by service. Ordinary least squares
(OLS) regressions, including controls for gender, age, and cohort, have been used
to estimate whether scores differ significantly between army cadets and their air
force and navy colleagues. There are significant differences between the 2016 and
2018 cohorts in some instances, and a significant difference between age groups
with regard to one concept. Because neither of these affects the observed bivariate

Table 11.4 Moral modes of
future officers. Overall mean
scores (standard deviations in
parenthesis) and differences
of mean [standard errors in
brackets]. Cadets enrolled
based on their civilian
bachelor’s degree 2016–2018

Moral mode index Mean (SD) Difference of mean [SE]

Domestic 0.9 (0.11) 0.05 [0.01]***

Industrial 0.85 (0.11) 0.03 [0.01]***

Execution 0.81 (0.13) 0.01 [0.01]

Opinion 0.8 (0.13) 0.01 [0.01]

Project 0.8 (0.14) 0.02 [0.01]**

Subordination 0.77 (0.14) 0.03 [0.01]**

Sacrifice 0.75 (0.16) 0.06 [0.01]***

Civic 0.69 (0.2) 0.07 [0.01]***

Market 0.62 (0.16) 0.01 [0.01]

Inspiration 0.61 (0.18)

n = 318

T test of differences of means
**:p < 0.01; ***p < 0.001
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Table 11.5 Moral modes of future officers by service branch. Service-specific ranking and mean
scores (standard deviations in parenthesis). Cadets enrolled based on their civilian bachelor’s degree
2016–2018

Moral mode
index

Army (reference) Air Force Navy

Ranking Mean
(SD)

Ranking Mean
(SD)

Ranking Mean (SD)

Domestic 1 0.89
(0.11)

1 0.92
(0.09)

1 0.9 (0.11)

Industrial 2 0.83
(0.11)

2 0.88
(0.11)*

2 0.85 (0.12)

Execution 3 0.81
(0.13)

3 0.83
(0.12)

4 0.81 (0.14)

Opinion 4 0.80
(0.14)

5 0.82
(0.11)

5 0.81 (0.13)

Project 5 0.76
(0.14)

4 0.83
(0.13)**

3 0.83
(0.13)***

Subordination 6 0.75
(0.13)

6 0.78
(0.14)**

6 0.8 (0.14)

Sacrifice 7 0.74
(0.16)

7 0.75
(0.16)

7 0.75 (0.16)

Civic 8 0.64
(0.20)

8 0.71
(0.21)*

8 0.74
(0.18)***

Market 9 0.62
(0.15)

9 0.64
(0.17)

10 0.61 (0.17)

Inspiration 10 0.59
(0.18)

10 0.63
(0.16)

9 0.64
(0.17)**

N =
153

N = 54 N = 111

OLS-regression with Army mean as reference category and controlled for gender and age
*:p < 0.05; **:p < 0.01; ***p < 0.001

correlations, the table and the corresponding appendix only report the overall means
and standard deviations.

Observations

Table 11.4 shows the mean scores of each of the 10 identified modes, constructed as
formative indices. The modes are ranked according to the means. The corresponding
item means for each of the 30 qualifying concepts can be seen in Appendix 2. The p
values indicate whether the observed differences between two successive modes are
significant.
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In accordance with H1a, items associated with the domestic, industrial, project,
and execution modes score very high, with overall means ranging from 0.90 to 0.80.
Likewise, in accordance with H2a, the market and the civic modes can be found
toward the bottom of the table, with overall means below 0.70. However, while H1a
and H2a are supported, neither H1b nor H2b is. Thus, Table 11.4 and Appendix 2
reveal a number of interesting differences between the theoretical expectations and
the empirical observations with regard to the distribution of the highest and lowest
scoring indices and items.

First, following the impact of the reformed officer code and the empirical studies
of mid-level and senior officers, we expected to see the project and execution modes
score significantly higher than the domestic and the industrial modes. The opposite
seems to be the case. While modes signifying the postmodern military score high,
they score significantly lower thanmodes associatedwith the hierarchical and author-
ity concepts traditionally signifying the military. As shown in Appendix 2, the three
qualifying concepts linked to the domestic mode—loyalty, duty, and respect—are
all found among the 10 highest scoring items, leading to the overall 0.90 average.
Likewise, the concepts linked to the industrial mode—reliability, structure, and pro-
ductivity—are among the 15 highest scoring items. The overall average for this
mode, 0.85, is significantly lower than that of the domestic mode, but still signifi-
cantly higher than other top five modes, all scoring close to 0.80. Accordingly, H1a
cannot be sustained.

Second, cadets with a civilian background scored items associated with opinion
as importantly as those linked to the project mode and the execution mode. This is
unexpected because the mid-level officers surveyed in 2016 and 2017 ranked opinion
notably lower than the project and the execution modes. A similar discrepancy can
be seen if we turn our attention to the lowest scoring modes. While the mid-level
officers ranked the inspirational mode much higher than the market mode and the
civic mode, the cadets surveyed here placed it at the very bottom. Moreover, while
the mid-level officers ranked the market mode significantly higher than the civic
mode, the opposite seems to be the case among cadets enrolled on the basis of their
civilian merits. Accordingly, H2b cannot be sustained either. The high mean of the
civic mode can be ascribed to one particular qualifying concept, the importance of
being just, and points to the importance of considering service-specific differences
when studying these modes.

Table 11.5 shows the mean scores of each of the 10 modes for the three service
branches. The corresponding item means and ranking for each of the 30 qualifying
concepts can be seen in Appendix 3. Here the added p values indicate whether the
observed means for the air force and navy cadets, respectively, are significantly
different from the corresponding army cadet means, controlled for gender and age.

Controlling for service affiliation does not alter the general observation that qual-
ifying concepts linked to the domestic and the industrial modes score higher than
those linked to the project and the execution modes. Neither does it alter the fact that
the civic, market, and inspirational modes all ended up at the bottom of the table.
Still, there is some variation between services—especially between the navy and the
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army cadets with regard to the civic mode and the project mode, where the observed
differences are strongly significant.

Both air force and navy cadets differed from their army colleagues with regard to
the project mode. Looking at the item scores in Appendix 3, army cadets ranked con-
nectivity twenty-fifth (with a meagre 0.61 mean) and flexibility seventeenth (0.75).
The corresponding air force and navy means are nearly 0.10 higher, placing these
two items nineteenth and twelfth, respectively. Although this does not mean that the
project mode was seen as more important than the domestic and industrial modes, it
does tell us that especially army cadets prioritize traditionalist values.

As mentioned above, the unexpectedly high ranking of the civic mode could be
ascribed to one particular qualifying concept, the notion that an officer should be
just. A look at App. 3 reveals that whereas army and air force cadets placed this
fairly low, toward the middle of the table, navy cadets ascribed it a 0.89 mean score,
ranking it as the fifth most important item, only surpassed by the concepts of being
loyal and dutiful (domestic), holistic (project), and reliable (industry). Accordingly,
whereas air force cadets seemed more in line with their navy colleagues with regard
to the project mode, they appear to be more in accordance with army cadets when it
comes to the civic mode.

Discussion

This discussion focuses on fourmain points drawn from the empirical findings above:
(1) The general observation that cadets seem to be more attached to values charac-
teristic of the classical military. (2) The specific observation in that respect is that the
inspirational mode was also ranked lower than expected. (3) The low ranking of the
project mode for all services, especially for the army. (4) The unexpected observation
that navy cadets seem to pay greater heed to civic values than their army and air force
colleagues.

Seen from a traditionalist perspective, it may be comforting that the new cadets
seem to value classical bureaucratic military norms. In that view, the fear of a grow-
ing gap between cadets with a civilian background and cadets recruited from the
military can be rejected. From a progressive perspective, which seem to become
increasingly influential, this appears more worrisome. Following Elias’s interpre-
tation of the development of the British Navy’s officer corps, a clear advantage of
recruiting cadets with a civilian education and military professionals would be that
a new officer habitus could be established. Moreover, the hypotheses were based
on the observation that the Danish military’s values have already shifted from tra-
ditionalist, rule-based notions, to modern, adaptive ones. Instead of enhancing this
modernization process, the new cadets seem to represent the “ancien régime”. More-
over, regarding the inspirational mode, they seem even more rigid than would be
expected from a traditionalist perspective.

Before jumping to conclusions, we should keep in mind that the surveys were
collected at a time when the cadets were in the middle of the military socialization
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process and, accordingly, at a time when they were most eager to comply with the
values they thought mattered most in their new surroundings. Accordingly, we can-
not exclude the possibility that once the cadets have settled into their roles, they
will start drawing more on the values characterizing their civilian background. Thus,
the new cadets’ preference for rule-based norms may simply reflect a prevailing,
albeit incorrect, outsider’s view of the modern military. Moreover, the interpreta-
tion that the observations made here do not necessarily portend the return of strict
traditionalist military values, can also be seen from a learning perspective. As men-
tioned above. Dreyfus and Dreyfus describe the acquisition of skills as a process in
five phases, ranging from novice to the knowledgeable expert. This process involves
both the acquisition of basic skills andmore complex professional skills. Their obser-
vations regarding nursing and teaching (Dreyfus and Dreyfus 1986; Dreyfus 2004),
for example, also apply to the acquisition of skills in officership. The novice pro-
fessional easily acts rule-based in the initial learning process in the novel military
learning environment because of the novice’s lack of practical context specific knowl-
edge and experience even though the novice generally appreciates self-direction in
other familiar learning contexts. The actions of the expert, on the other hand, are
intuitive because of his or her knowledge and experience surplus. Accordingly, in
line with Dreyfus and Dreyfus, the only way to reach the intuitive professional level
and thereby to become self-directed, flexible, and creative—the core skills of the
modes of execution, project, and inspiration—is through a systematic expansion of
practical knowledge, which gradually replaces the rule-focus. Thus seen, although
Dreyfus’s learning perspective does not necessarily oppose the P–O value fit theory,
it reminds us that all people need direction and guidance in the initial learning pro-
cess regardless of their initial value preferences. Fit is not only a matter of selection
but also of socialization. Therefore, comprehensive guidance is highly needed in the
basic military education, as most military practices, technics, rules and technologies
are unfamiliar for the military novice. Again, this may contribute to our understand-
ing of why these officers-to-be seemed to emphasize rule-based traditionalist values
more than intuitive modern ones.

With this in mind, we now turn to the observed service branch differences.
Although items linked to the project mode scored lower than expected among all
cadets, this was particularly evident among army cadets. Given that this pattern is
repeated across three different cohorts, it is difficult to ascribe it to mere coincidence.
Seen from a static P–O fit perspective, these differences would be seen because of the
recruitment processwith each service appealing to a certain types of persons, a notion
that is supported by the fact that these surveys were conducted at the beginning of the
cadets’ NCO training. However, given that military socialization represents a very
steep learning curve, we cannot reject the possibility that the observed differences
are also a product of service branch-specific training.

As for the observed differences, the army is traditionally seen as the ideal of the
military. The Danish Defence is no exception to that rule. Although all three services
have been deploying service members to high-risk missions over the past 20 years,
the burden of losses—most significantly in Iraq and Afghanistan—has been borne
by the army. Accordingly, it is no surprise that the army also attracts cadets who
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see themselves as real soldiers, and (perhaps mistakenly) see real soldiery as more
closely linked to rule-based domestic and industrial values than to those associated
with the more intuitive project mode. The navy and the air force, on the other hand,
are seen as “smart” or skill-based services. Keeping a vessel afloat or managing the
logistics of air supply calls for thinking soldiers, not grunts. Accordingly, it is no
surprise either that the future cadets in these services see the project mode as more
important than their army colleagues do.

Apart from putting more emphasis on qualifying concepts linked to the project
mode, navy cadets also appears to pay greater heed to civic values than both army
and air force cadets. Accordingly, they do not only seem to prioritize skill-based
thinking but also community values. As the observed differences are significant
when controlling for gender, this cannot be ascribed to number of women in the
particular services. One possible explanation is that, although interdependency is
generally prevalent across the military, it is difficult to study military units without
encountering the concept of cohesion, which is probably even stronger in the navy.
On a navy vessel, being in the same boat is not just a metaphor. If one person fails
to live up to his duties, everybody perishes (not just the man or woman next to you).
If this supposition is correct, the notion of seamanship might explain why the navy
attracts cadets for whom a balanced approach to rights and obligations is valued.
This is why they prioritize civic values. This might also explain why they seem to
score higher on subordination and inspiration than their colleagues from the two
other services.

Limitations

This study is based on unique data concerning officer reform: Surveys with the new
model cadets, conducted shortly after entering boot camp and commencing their
military socialization process. Moreover, given that the dataset contains information
from three complete successive cohorts, the observations are made without the sta-
tistical insecurity of sample data, and the observations can be expected to even out
cohort-specific differences. Lastly, this is, to our knowledge, one of the first studies
to try to measure moral modes quantitatively. Some of the findings may be at odds
with our expectations, but they have nevertheless revealed patterns of interest to both
military researchers and practitioners.

The novelty of this measurement also constitutes a weak point for this study.
Each dimension constructs a formative index based on the cadets’ view of particular
values, one by one. The rankings reported above are based on these scores, not on
the cadets’ own ranking of the modes nor of the particular values. More problematic,
these data allow us to say little about the uniqueness of the cadets. When these
cadets began their military training, they constituted a unique group in terms of age
and educational background, and it is hard to come up with a comparison group
within the armed forces. Such studies will have to wait until they start at the officer
schools, where these cadets can be compared with those who have followed the
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beaten path and entered the academies from the rank and file. Likewise, we do
not know whether these cadets—or the cadets in general—differ from their civilian
counterparts because themeasures have not been tested using a representative sample
of this age group. Accordingly, we do not knowwhether the unexpected finding—the
cadets’ over-estimation of the domestic and industrial modes, which are no longer
absolute in the modern military—is a particular feature of this group or whether it
reflects a more general misconception of the military among civilians.

Conclusion

The military organization has changed radically from a traditional and rule-based
organization to a more project-centered one. Yet cadets with a civilian academic
background entering the military seem more likely to fit the traditionalist ideals of
the past. Although the most prevalent and the least prevalent organizational values,
generally seen, match the expected pattern (H1a), the new cadets do not rank these
values in the same order. While recognizing the need for flexibility, networking, and
empowerment (features of the new adaptive officer ideal), the cadets emphasizemore
strongly the traditional domestic and industrial values, such as duty, loyalty, effec-
tiveness, and reliability. The cadets also demonstrated this traditional and rule-based
values approach through less emphasis on inspirational values, such as creativity and
experimentation. Underlying these patterns, we identify a number of notable service-
specific differences: Army cadets rank values associated with the project modemuch
lower than others do. Navy cadets put more emphasis on values associated with the
civic mode. Both these observations run counter to the general expectation, and,
along with the unexpected emphasis on traditionalism, call for studies elucidating
the role of values in the cadets’ socialization and apprehension processes.

Appendix 1

Question wording, qualifying concepts. English translation.
(Original Danish wording in parentheses).
Indicate on a 1–5 scale*, where 1 means not important at all and 5 means very
important, how significant you think each of the skills listed below is for an officer.
(Angiv på en skala fra 1–5, hvor 1 betyder “slet ikke vigtig” og 5 betyder “meget
vigtig”, hvor betydningsfuld, du mener, hver af de nedenstående egenskaber er
for en officer.)
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“It is important for an officer to be reliable” (Det er vigtigt for en officer at være driftssikker)

“… impactful” (… gennemslagskraftig)

“… flexible” (… fleksibel)

” … passionate” (… passioneret)

”… solidary” (… solidarisk)

”… challenging” (… udfordrende)

”… strong-willed” (… viljestærk)

“… equalizing” (… lighedsorienteret)

“… opportunistic” (… opportunistisk)

“… structured” (… struktureret)

“… just” (… retfærdig)

“… holistic” (… helhedsorienteret)

“… caring” (… omsorgsfuld)

“… resilient” (… modstandskraftig)

“… loyal” (… loyal)

“… disciplined” (… disciplineret)

“… obedient” (… lydig)

“… competitive” (… konkurrencevillig)

“… connective” (… netværksskabende)

“… reputable” (… velrenommeret)

“… risk-taking” (… risikovillig)

“… practical” (… praktisk)

“… unselfish” (… uselvisk)

“… respected” (… respekteret)

“… experimenting” (… eksperimenterende)

“… productive” (… produktiv)

“… convincing” (… overbevisende)

“… tolerant” (… tolerant)

“… dutiful” (… pligtopfyldende)

“… innovative” (… nyskabende)

*In 2016, respondents were asked to use a 1–4 scale

Appendix 2

Qualifying concepts of future officers. Overall ranking and mean scores (standard
deviations in parenthesis) and differences of mean [standard errors in brackets].
Cadets enrolled on the basis of their civilian bachelor’s degree 2016–2018.
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Ranking Qualifying concept (moral mode) Mean (SD) Difference [SE]

1 Loyal (domestic) 0.91 (0.15) 0.00 [0.01]

2 Holistic (project) 0.91 (0.15) 0.01 [0.01]

3 Dutiful (domestic) 0.90 (0.15) 0.01 [0.01]+

4 Impactful (opinion) 0.89 (0.16) 0.00 [0.01]

5 Convincing (opinion) 0.88 (0.17) 0.00 [0.01]

6 Disciplined (subordination) 0.88 (0.16) 0.00 [0.01]

7 Reliable (industrial) 0.88 (0.15) 0.01 [0.01]

8 Respected (domestic) 0.87 (0.18) 0.01 [0.01]

9 Strong-willed (execution) 0.87 (0.18) 0.01 [0.01]

10 Structured (industrial) 0.86 (0.18) 0.05 [0.02]**

11 Just (civic) 0.81 (0.24) 0.00 [0.02]

12 Passionate (sacrifice) 0.81 (0.19) 0.00 [0.01]

13 Resilient (execution) 0.81 (0.2) 0.01 [0.01]

14 Productive (industrial) 0.80 (0.18) 0.00 [0.01]

15 Flexible (project) 0.80 (0.2) 0.01 [0.02]

16 Unselfish (sacrifice) 0.79 (0.22) 0.02 [0.02]+

17 Practical (execution) 0.76 (0.2) 0.05 [0.02]**

18 Obedient (subordination) 0.72 (0.2) 0.01 [0.02]

19 Tolerant (subordination) 0.71 (0.24) 0.02 [0.02]

20 Challenging (inspiration) 0.70 (0.22) 0.01 [0.02]

21 Solidary (civic) 0.68 (0.25) 0.01 [0.02]

22 Connective (project) 0.68 (0.25) 0.02 [0.02]

23 Risk-taking (market) 0.66 (0.21) 0.01 [0.02]

24 Reputable (opinion) 0.65 (0.26) 0.01 [0.02]

25 Caring (sacrifice) 0.64 (0.25) 0.03 [0.02]*

26 Innovative (inspiration) 0.60 (0.24) 0.00 [0.02]

27 Opportunistic (market) 0.60 (0.26) 0.01 [0.02]

28 Competitive (market) 0.58 (0.25) 0.02 [0.02]

29 Equalizing (civic) 0.57 (0.28) 0.03 [0.02]+

30 Experimenting (inspiration) 0.54 (0.23)

T test of differences of means
+: p < 0.10; *: p < 0.05; **: p < 0.01
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Appendix 3

Qualifying concepts of future officers by service branch. Service specific ranking
and mean scores (standard deviations in parenthesis).
Cadets enrolled based on their civilian bachelor’s degree 2016–2018.

Qualifying concept (moral
mode)

Army
(reference)

Air force Navy

Mean (SD) Mean (SD) Mean (SD)

Loyal (domestic) 1 0.91 (0.15) 5 0.91 (0.16) 1 0.93 (0.13)

Holistic (project) 2 0.90 (0.17) 2 0.94 (0.11)+ 3 0.91 (0.14)

Dutiful (domestic) 8 0.87 (0.17) 1 0.94 (0.11)** 2 0.92 (0.14)*

Impactful (opinion) 3 0.90 (0.15) 9 0.88 (0.16) 8 0.87 (0.15)

Convincing (opinion) 5 0.88 (0.17) 4 0.91 (0.14) 7 0.87 (0.19)

Disciplined
(subordination)

7 0.88 (0.16) 8 0.89 (0.15) 6 0.88 (0.16)

Reliable (industrial) 6 0.88 (0.16) 11 0.84 (0.17)+ 4 0.90 (0.14)

Respected (domestic) 4 0.89 (0.17) 6 0.90 (0.14) 10 0.85 (0.2)

Strong-willed (execution) 9 0.87 (0.18) 7 0.89 (0.17) 9 0.86 (0.19)

Structured (industrial) 10 0.85 (0.2) 3 0.93 (0.13)** 11 0.84 (0.19)

Just (civic) 15 0.76 (0.27) 14 0.81 (0.22) 5 0.89 (0.2)***

Passionate (sacrifice) 11 0.82 (0.19) 16 0.79 (0.22) 16 0.80 (0.19)

Resilient (execution) 12 0.79 (0.2) 13 0.83 (0.19) 14 0.81 (0.19)

Productive (industrial) 14 0.76 (0.19) 10 0.87 (0.16)*** 13 0.81 (0.17)*

Flexible (project) 17 0.75 (0.21) 12 0.83 (0.16)* 12 0.84 (0.18)**

Unselfish (sacrifice) 13 0.78 (0.23) 15 0.79 (0.2) 15 0.81 (0.22)

Practical (execution) 16 0.75 (0.21) 17 0.77 (0.21) 17 0.77 (0.2)

Obedient (subordination) 18 0.70 (0.21) 20 0.72 (0.21) 20 0.74 (0.19 +
Tolerant (subordination) 21 0.67 (0.25) 18 0.74 (0.22) + 18 0.76 (0.22)**

Challenging (inspiration) 19 0.68 (0.23) 23 0.68 (0.22) 22 0.72 (0.22)

Solidary (civic) 22 0.65 (0.25) 21 0.71 (0.26) + 21 0.72 (0.24)**

Connective (project) 25 0.61 (0.26) 19 0.73 (0.25)** 19 0.75 (0.22)***

Risk-taking (market) 20 0.67 (0.21) 26 0.64 (0.21) 25 0.65 (0.21)

Reputable (opinion) 24 0.62 (0.27) 24 0.67 (0.23) 23 0.67 (0.25) +
Caring (sacrifice) 23 0.62 (0.26) 25 0.66 (0.25) 26 0.65 (0.25)

Innovative (inspiration) 28 0.54 (0.24) 27 0.63 (0.21)+ 24 0.67 (0.23)***

Opportunistic (market) 27 0.57 (0.27) 22 0.69 (0.23)** 28 0.61 (0.26)

Competitive (market) 26 0.61 (0.25) 29 0.58 (0.26) 29 0.56 (0.25)

Equalizing (civic) 29 0.52 (0.28) 28 0.6 (0.29) 27 0.62 (0.28)**

(continued)
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(continued)

Qualifying concept (moral
mode)

Army
(reference)

Air force Navy

Mean (SD) Mean (SD) Mean (SD)

Experimenting
(inspiration)

30 0.52 (0.24) 30 0.57 (0.22) 30 0.55 (0.23)

OLS-regression with Army mean as reference category and controlled for gender and age
+: p < 0.10; *: p < 0.05; **: p < 0.01; *** p < 0.001
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Chapter 12
Equity, Diversity, and Inclusion: Revising
the Concept of Military Professionalism
in the Canadian Armed Forces

Sara Greco and Stéfanie von Hlatky

Abstract In this chapter, we review how the Canadian Armed Forces (CAF) con-
ceptualizes military professionalism with an equity, diversity, and inclusion lens.
We ask how the can CAF redefine military professionalism based on changing social
and cultural norms. By examining the CAF’s Duty with Honour manual, which
defines Canada’s military professionalism, we argue that diversity considerations
are underdeveloped. We then turn to the academic and applied literature on military,
professionalism to identify opportunities for conceptual and doctrinal adaptation as
governments and armed forces embark on culture change. Based on our examina-
tion of changing social and cultural norms that have impacted the CAF, we stress
the importance of updating common understandings of military professionalism, in
theory, and amending the way it is taught.

Keywords Military professionalism · Canadian Armed Forces · Diversity

Introduction

The Canadian Armed Forces (CAF) is often praised for its military professionalism
by its leaders in public statements. On August 31, 2019, as the CAF marked the con-
clusionof itsUnitedNations (UN)peacekeepingmission inMali, Lieutenant-General
Rouleau, Commander of the Canadian Joint Operations Command, noted that “the
professionalism of Canadian Armed Forces members was on display throughout the
past year in Mali.” Similarly, Colonel Travis Morehen, Commander of Task Force
Mali, stated that “through outstanding professionalism and warrior spirit, they have
proven themselves as the foundation upon which our military’s reputation for excel-
lence stands” (Canadian Armed Forces, 2019). At the same time, concepts linked to
military professionalism and the idea of a “warrior spirit” have been shaken in the
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last five years by an attempt to change the CAF’s organizational culture to be more
reflective of Canadian society, with a particular emphasis on gender integration.

The goal of this chapter is to offer a critical assessment of the CAF’s conception
of military professionalism, as greater attention is paid to equity, diversity, and inclu-
sion. In asking how military professionalism adapts to changing social and cultural
norms, we turn to CAF’s concept of professionalism in Duty with Honour. While
the document does not currently grapple with diversity considerations, we identify
opportunities for conceptual and doctrinal adaptation, as the government and armed
forces embark on cultural and organizational change. Our analysis draws on the
academic and applied literature on military professionalism to better understand the
changing social and cultural norms impacting the CAF.

Our research spotlights equity, diversity, and inclusivity as key features of a pro-
fessional military. Taken together, these concepts pushback on the tendency for less
represented populations (such a women) to assimilate into the CAF’s existing (mas-
culine) culture. Equity is the steppingstone to diversity and diversity to inclusivity.
In order for the Canadian population—in all its variabilities—to be represented in
its armed forces, all individuals should have the same unfettered opportunities to
serve. But just because every trade is open to everyone does not mean all groups are
represented in the same proportions or included to the same extent. Case in point:
female representation in the CAF after all trades were open to them after 2000. In
turn, diversity is a necessary steppingstone to inclusivity. In seeking diversity in the
CAF, the aim is to have an armed force that reflects the unique identities that make
up Canada’s fabric, including age, culture, gender, and religion. Diversity is about
numbers and measurement: tracking the composition of members by these innate
characteristics (Belanger 2018, p. 34). Looking beyond numbers is where inclusivity
fits in. In itself, inclusivity is about “fit” and belonging. Just because every Canadian
has the same opportunities vis-à-vis the CAF (equity) despite their differences (diver-
sity), does not mean they will feel a sense of belonging (inclusivity) while serving.
Military culture has historically accepted the hyper-masculine male, but been resis-
tant to non-conforming masculinities and femininities. As the CAF achieves more
equity and diversity, more effort will need to be made to ensure inclusivity. Military
professionalism is a strategic concept that can help teach and instill inclusivity, which
will in turn, help maintain equity and diversity.

The CAF’s Conception of Military Professionalism

Military professionalism ismeant to express the higher standard that armed forces are
held to. In Canada, it can be read as a commitment from CAF members to Canadian
society. Guidance on military professionalism can be found in doctrine, which is
meant to be the military’s frame of reference.

The CAF unpacks the philosophy and practice of military professionalism in
its 2003 publication, Duty with Honour: The Profession of Arms in Canada. As this
document is currently under review, the time is ripe for unpacking the core principles
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that have guided the CAF for over fifteen years. Duty with Honour defines military
professionalism as follows:

The fundamental purpose of the Canadian profession of arms is the ordered, lawful appli-
cation of military force pursuant to governmental direction. This simple fact defines an
extraordinary relationship of trust among the people of Canada, the Canadian Forces as
an institution and those members of the Forces to have accepted the “unlimited liability”
inherent in the profession of arms (2003, p. 4).

To demonstrate professionalism, CAF members must embrace the military ethos,
maintain employment requirements, pursue the highest standards of expertise, and
accept commitments and responsibilities, including the risk of harm. These are
clear operational requirements that military personnel must commit to and a mutual
obligation to their fellow personnel.

The Duty with Honour manual is an 82-page document that comprehensively
lays out the meaning of military professionalism and how it is to be actualized in the
CAF. Reading the manual for what it excludes is just as important as examining its
contents. This approach helps us to understand where the CAF can establish a link
between military professionalism and equity, diversity, and inclusion. For example,
otherCAFmanuals include examples and case studies. Incorporating those into a new
version of Duty with Honour, may help tie the concept of military professionalism
to diversity more concretely. Using a descriptive analysis and close reading of the
manual, we summarize its core inclusions and exclusions below.

Duty with Honour outlines the four attributes of the profession of arms, which
include responsibility, expertise, and identity, with the military ethos connecting
these three characteristics. Each of the four attributes stresses the key features that
unite all CAF members, which, we argue, could theoretically promote greater inclu-
sivity. Acting responsibly involves self-accountability and upholding the integrity
and reputation of the military. For leaders, responsibility goes a step further and
requires them to ensure the proper conduct and well-being of subordinates (Lynch
2015).CAFmembers are required tomaintain the skills necessary for them toperform
their occupations and to continuously improve their professional judgment through
experience. As the nature of their occupations change and become more complex,
CAF members are required to expand their expertise beyond strict military compe-
tencies and to take on more responsibility in cultivating their own professionalism
instead of having it imparted by a leader. The idea of self-accountability discussed in
Duty with Honour reinforces the need for policies and training on professionalism
that are CAF-wide and not just focused at the leadership levels. Perhaps most signifi-
cant for our purposes, Duty with Honour reinforces the collective identity of all CAF
members that comes from the unique attributes of their profession: voluntary service,
unlimited liability, and service before self. Tying this conception to Canadian values,
what unifies CAF members is also the country they serve, where bilingualism and
multiculturalism are enshrined in the Constitution Act and the Canadian Charter of
Rights and Freedoms. When it comes to a collective identity and one that reflects the
society it serves, the manual indirectly speaks to diversity. Doing so more directly
can help link professional service with the upholding of Canadian values on equity,
diversity, and inclusion.
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How does one reconcile military values with societal values so that they keep
pace with one another? The vocational ethic of the military ethos attempts to build
that bridge. To assume the military ethos is to accept unlimited liability and the
fighting spirit, and to practice discipline and teamwork. In terms of Canadian values,
CAFmembers are required to respect the dignity of all people. Based on a descriptive
content analysis of the document, we find that there is no explicit mention of concepts
such as equity, diversity, and inclusion. Canadian military values encompass the
following responsibilities: duty, loyalty, integrity, and courage. On the one hand,
Duty with Honour stresses the CAF as a unified collective that differs from the rest
of Canada on the basis of service and, on the other, it highlights the CAF as an
extension of society. There is a fundamental tension there because it has proven
difficult to reconcile the military’s uniformity with the requirement that it reflect
the population it serves. A case and point is the under-representation of women and
visible minorities in the armed forces. As Canadian society changes, how is the
CAF meant to adapt and at what kind of expected pace? The manual both indicates
that core Canadian values should unify CAF members and highlights the CAF as a
distinct entity from the rest ofCanadian society,which seems a bit conflicting. Further
delving into the similarities and differences between the civilian andmilitary spheres
offers a way to clarify this point and to showcase diversity as one of the unifiers.

Duty with Honour points out that technological changes or shifts in the interna-
tional environment may alter where, how, and with whom the CAF operates. What
is missing, however, is a discussion about changes to the composition of the CAF
itself. The document assumes operational adaptation, but demographic shifts within
the military also require organizational and cultural change, as reflected in the CAF
Diversity Strategy,which stresses inclusion, not just greater representation ofwomen,
visible minorities, and Indigenous people. Since 2000, women have had every CAF
trade open to them and yet the manual is devoid of any discussion about changes to
the CAF’s composition in terms of diversity. The military has also changed its poli-
cies toward LGBTQ2S members and has launched a series of initiatives to increase
the diversity of the armed forces, by seeking out more women, visible minorities, and
Indigenousmembers. The 2017Diversity Strategy is a case in point. It is important to
help solidify these demographic shifts, by ensuring they are ubiquitous across CAF
documents and policies, including the Duty with Honour manual.

In reviewing how the CAF has defined military professionalism in Duty with
Honour, we see that it lacks specific guidance on equity, diversity, and inclusion,
where individual members are exposed to a new narrative about the armed forces,
but not necessarily equipped with the tools to foster an inclusive environment. The
literature we highlight in the following section helps us understand the ways in which
CAF professionalism can be updated to reflect evolving cultural and social norms,
as well as changing demographics. Through our reading of Duty with Honour, we
arrive at three ways the manual can be updated to improve military professionalism
within the CAF: update more than just the manual, ensure consistency, and address
all service levels, and the literature we present in the following section reinforces
these policy prescriptions.
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Ways of Improving Military Professionalism

By surveying the academic and applied literature on military professionalism in light
of our previous discussion on the CAF’s military ethos, our aim is to articulate some
policy prescriptions. Ensuring military professionalism reflects a common standard
of equity, diversity, and inclusion will require reconciling the individual and collec-
tive aspects of military service. First, updating the mandate and concept of military
professionalism is not sufficient to remove inequality and achieve inclusivity. The
CAF’s journey of cultural change must be comprehensive, so that there is coher-
ence across military documents and guidance. Inconsistency risks undermining the
messages the CAF is promoting on diversity, which is why revising its manual on
military professionalism, Duty with Honour, is imperative. Second, in addition to
ensuring a consistent message is disseminated, the CAF needs to consider how new
guidance will be taught. The CAF undertook a curriculum review and mandated
that all of its members take the online Gender-based Analysis Plus (GBA+) training,
with the specific intent of identifying gaps, whether one looks at military education
at the Royal Military College, the Staff College, or the Canadian Forces College.
At critical junctures in service members’ professional military education journey,
core messages on equity, diversity, and inclusion need to be reinforced. Third, our
chapter highlights the utility of self-accountability, the concept by which an individ-
ual serves by example, cultivating their own sense of leadership, even if not serving
in a leadership position.

The literature on leadership points to important shortcomings when it comes to
addressing equity, diversity, and inclusion (Eagerly and Johannessen-Schmidt 2001).
For example, this literature highlights leadership barriers faced by women and other
under-represented groups. Another important point is that leadership styles differ
betweenmen andwomen, yet themilitary tends to favour leadership traits that are tra-
ditionally associated with male attributes (Eagerly and Johannessen-Schmidt 2001).
The literature on leadership also urges us to broaden conceptions of diversity, to
include differences based on sex, gender, ethnicity, culture, and religion (Eagerly
and Johannessen-Schmidt 2001). Since barriers to equal and inclusive participation
run deep, connecting the dots between diversity and professionalism is not enough.
This kind of intersectional diversity should be built into the composition of leader-
ship teams. Given the past discriminatory practices of the CAF, for example, like
barring women from accessing certain combat trades until the 1980s, military lead-
ership tends not to be that diverse, which creates a challenge for the application of
initiatives like the Diversity Strategy. For example, the Chief of the Defence Staff,
the Vice Chief of the Defence Staff, and all service commanders are all male with
similar professional backgrounds (combat arms). The only three-star female general
is serving abroad, as the Commandant of the NATODefence College. These remain-
ing gaps may help explain why the CAF has “not yet gone beyond the rhetoric”
(Belanger 2018).

Going beyond the issue of representation, which has stressed the increased pres-
ence of under-represented groups, we should also consider barriers to full inclusion,
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which translates into meaningful participation in the organization. Here, the litera-
ture on unconscious bias, privilege, and meritocracy is particularly helpful (Belanger
2018). As Belanger notes in her article (2018), the open acknowledgment of these
impediments can lead to an increasingly diverse CAF. But for Belanger, these strate-
gies can add diversity but cannot be sustainable unless individuals feel included:
“diversity is about counting numbers. Inclusion is about making numbers count”
(Belanger 2018, p. 32). In the Deschamps report, the identification of a culture that
is “hostile” to women is an example of how the mere presence of women is distinct
from genuine inclusion and acceptance. The contrast Belanger highlights between
diversity and inclusion is a useful tool for the CAF to promote sustainable change to
its composition. The CAF does provide diversity resources for leaders in Leadership
in the Canadian Forces: Leading the Institution (2007), but the message this litera-
ture sends is that the CAF needs to push beyond diversity to achieve inclusion. This
doctrine defines leadership 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” and implies top-down relationship (Harding 2016, p. 63). Why rely
solely on leaders to educate other service members on the importance of diversity
on professionalism? Offering all soldiers the tools to serve as military professionals
in ways that uphold the key values on diversity, remains an underutilized strategy.

Because of how conceptions of leadership are socially constructed through orga-
nizational culture and routine practices, gender stereotyping and bias are ubiqui-
tous in assessments of leadership (Drolet 2017). It is also the case that the barrier’s
women face to acclimating into the CAF surpass standard requirements, “ranging
from restricted, capped enrollment to the limited occupation of male-dominated
roles” (McCristall and Baggaley 2017, p. 121). McCristall and Baggaley note that
as a result of these barriers, women face greater challenges when it comes to career
advancement (2019, p. 112). Moreover, there is evidence to suggest that, even when
men and women engage in equivalent leadership behaviors, women are assessed as
less effective performers (Drolet 2017). The social and organizational psychology lit-
erature has long debunked the myth that sex differences impact leader effectiveness
(Hollander 1992; Eagly et al. 1995; Powell 1998). Observer bias and stereotyped
expectations can lead to men being evaluated more favorably than women (Bass
1990; Eagly and Wood 2016, p. 3), which can impact the validity of assessments
of current CAF policies and practices vis-à-vis military professionalism. A meta-
analysis conducted by Eagly et al. (1995) does, however, show that variations in
performance between men and women exist. As these researchers discovered, this
variation is in large part due to the way the leader roles were defined. All this to say,
instilling in leaders the importance of inclusivity at the team level is not enough.
Leadership roles need to also be redefined in a way that will encourage diverse lead-
ers. That means the CAF philosophy of leadership should also be revisited so that
there is more coherence and consistency in military guidance, throughout the ranks
and at different levels of responsibility. Expanding leadership models to be inclusive
of both feminine andmasculine traits may help increase the representation of women
in positions of leadership.
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Bringing nuance to the preceding discussion, the work of Eagly and Johannesen-
Schmidt links social context to leadership behavior. Their argument runs orthogonal
to the claim that men and women have different leadership styles and instead “sug-
gests some tentative generalizations about the increased similarity ofmen andwomen
who are in the same organizational role” (Eagerly and Johannessen-Schmidt 2001,
p. 784). This highlights the power of institutional socialization, especially in a con-
text where members of the organization have been indoctrinated since basic training,
with implications for how military professionalism is defined and replicated within
an organizational setting (Bradley and Tymchuk 2016).

Over the past few decades, the CAF has seen a shift in its composition, which
reflects changes in policies, as well as an increasingly diverse recruitment pool. Age
is another important variable of diversity. The CAF has seen the youth recruitment
base shrink; at the same time, it has made an effort to bring in older and more quali-
fied applicants (Canadian Defence Academy, Canadian Forces Leadership Institute
2005, p. xvi). According to Fetterly, diminished funding for human resource pro-
grams negatively affect youth recruitment and retention, by creating “a growing dis-
enchantment in younger military personnel, for whom changes or updates to training
do not keep up with evolving requirements in military occupations” (2018, pp. 1–
2). Assuming an older force is a more professional one is problematic, particularly
since the connection between professionalism and diversity is relatively new. Even
though more military personnel are older and, therefore, tend to be more educated
and married with children, the suggestion that “they therefore expect and demand
that their experience, expertise, and professionalism be respected” breeds organiza-
tional conservatism (Capstick 2000). Pressure to conform can make it difficult for
personnel to speak up, which perpetuates the mainstream culture and stalls adapta-
tion and organizational change. There is also evidence that men and women become
desensitized to a military culture that maintains a masculine heterosexual warrior
identity, making the barriers to change even more rigid (Taber 2009, p. 28; Belanger
2018, p. 32).

To that end, there are many scholars who point out that the group culture in
the CAF is still hyper-masculine and resistant to change (Taber 2009; Lane 2017;
Poulin et al. 2018; Johnstone and Momani 2019). Indeed, as Johnstone and Momani
note, the military tends to be slow to change because it prioritizes stability (2019,
p. 507). Encouraging personnel “to take responsibility for the unit’s reputation” as
a way to promote professionalism can only happen if the overarching culture is
permissive of such professional adaptation (Bradley and Tymchuk 2016, p. 100).
Therefore, working to break the inaccurate association between change and stability
is an important step to creating a diverse force.

Related to inconsistencies inmessaging, we ought to also consider the relationship
between the military and Canadian society. The CAF as a profession “is expected
to adhere to a military ethos reflecting society’s values and to remain subordinate to
the civil authority” (Duty with Honour 2003, p. 7). At the same time, the military
profession is known for being distinct and remaining “isolated from society” (Soeters
2006, p. 237; Johnstone and Momani 2019, p. 507).
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In sum, improving military professionalism in the CAF requires reconciling
individual and collective approaches to promoting equity, diversity, and inclusion.
This kind of change necessitates a comprehensive review of doctrine and training
approaches within the CAF. Updating the CAF’s Duty with Honour manual is a
step in the right direction, but it will ring hollow if service members are exposed
to conflicting messages at different stages of their military career cycle. Or, if these
messages about diversity are not reinforced consistently over time. In the follow-
ing section, we outline some of the changing social and cultural norms that have
impacted the CAF.

Changing Social and Cultural Norms

Because this chapter is about how the CAF can adapt to changing social and cultural
norms, some historical background is in order. Canada pioneered the inclusion of
women in the military. Indeed, the CAF’s equal employment journey ramped up in
1970, with the Royal Commission on the Status of Women. Several of the Commis-
sion’s recommendations were specifically aimed at the CAF (Department of National
Defence 2014) but the military was initially resistant to change. From 1979 to 1985,
the Servicewomen in Non-Traditional Environments and Roles (SWINTER) project
was designed to examine the question of women’s access to restricted military roles.
Then, in the mid-1980s, the Combat Related Employment for Women trials were
introduced to assess women’s suitability for combat roles.

In the Charter Task Force Final Report, tabled in 1986, successful integration was
linked to leadership and the broader culture:

Evidence from trials and experience has shown that a common problem in gender inte-
gration has been the lack of preparedness of both leaders and subordinates to adapt to
mixed-gender units. Trial results indicate that problems encountered for the first time by
participants included fraternization, unequal treatment, uncertainty as to how to deal with
superiors or subordinates of the opposite sex, and negative attitudes within the majority. A
consistent view was the firm policy direction, training for leadership in mixed-gender units,
and indoctrination training for all members would have assisted participants personally and
would have alleviated most of the problems (Women in the Canadian Forces 1986, p. 34).

In 1989, all military occupations were opened to women, with the exception of
submarine service, which was later opened in 2000, an anticlimactic turn of events
following the various studies and trials that were designed to stall gender integration
in the CAF.

Then, a series of sexual misconduct scandals rocked the CAF in the 1990s and
2000s. This prompted a renewed discussion of professional barriers to women in the
forces (von Hlatky 2015). Canada was not alone in this struggle. From the United
States to Australia, armed forces were dealing with similar scandals and the cause of
sexual misconduct increasingly became linked with the prevailing military culture,
which was characterized as exclusionary andmasculine. The terms “militarizedmas-
culinity” and “toxic masculinity” came to define this kind of social and professional
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environment, where women and LGBTQ2S service members were essentially given
the choice to assimilate or leave.

In Canada, the CAF only acknowledged that culture was part of the problem after
former SupremeCourt JusticeMarieDeschamps completed her external reviewof the
CAF in 2015 (Deschamps 2015). After this turning point, an emphasis on increasing
the recruitment of women and other under-represented groups became a priority. The
CAF even set out to increase the representation of women to 25%, a ten percentage
point increase from when the commitment was made in 2016. This emphasis on
recruitment rests on the “critical mass” argument, which suggests that a minimal
threshold of about 20% is important for cultural change to take place (Childs and
Krook 2008). Once 25% of the CAF population is women, the expectation is that
gender integration, as opposed to women simply assimilating into the prevailing
military culture, will occur.

There is evidence to suggest that this has worked elsewhere. As one of the first
countries to remove all professional barriers to women in the military, with all trades
being open by 1985, Norway did not see significant improvement in numbers until it
started to pursue gender-balancing policies more aggressively. While the universal
draft is one example, co-ed barracks was another measure adopted to improve gender
dynamics within the armed forces. According to Norwegian studies, having mixed
sleeping quarters has decreased incidents of sexual harassments and improved unit
cohesion (Michaels 2016).

By comparison, in Australia, the approach has focused on organizational reform,
the culmination of a long investigation and cultural change program called Pathway
to Change (Department of Defence, Commonwealth of Australia 2008). The original
aspect of this reform process is that its leadership structure combines both civilian
and military elements. The Australian Chief of Army at the time, Lieutenant General
David Morrison and the Sex Discrimination Officer from the Human Rights Com-
mission, Elizabeth Broderick, embarked on a partnership to promote the plan, both
at home and abroad (Morris 2014). In Australia, the policy approach has been an
extensive collection of data, through thousands of interviews, followed by a public
acknowledgment that the problem was both internal to the armed forces and cultural.

Since the Deschamps report, the CAF has taken steps to dismantle this mascu-
line culture, including through the adoption of a GBA+ training across the forces.
The commitment to GBA+ in the CAF was reinforced in Canada’s 2018 Strong,
Secure, Engaged defence policy (Johnstone and Momani 2019, p. 501). Based on
a mixed-method approach—including document analysis, interviews, focus groups,
participant observation, and surveys—Johnstone and Momani suggested that the
implementation of GBA+ in the CAF will lead to “subtle and slow” change because
the approach is being adopted into existing cultures (2019, p. 502). They stress
the importance of borrowing from sociological institutionalism and “going micro”
to study the ideas, culture, norms, and socialization within organizations (Johnstone
andMomani 2019, p. 505). For the purposes of this chapter, Johnstone andMomami’s
work echoes oneof our key recommendations: theCAFcannot just amend the concept
of military professionalism to force amore inclusivemindset across the organization.
Their work also advances learning over adaptation as the better strategy to achieve
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organizational change, as the former requires that the organization re-evaluate its
underlying values, while the latter forces the modifications to fit within the existing
institutional culture (Johnstone and Momani 2019, p. 507).

The CAF’s updated uniform policy can be cited as another recent example of how
the status quo is being displaced by the recognition and accommodation of gender-
based differences. In April 2019, the CAF announced to all military personnel an
update that women would now be allowed to wear their hair in a ponytail, have the
option not to wear nylons, and have the choice to wear flat shoes when wearing a
skirt (Pugliese 2019). In giving CAF members more personal freedom over their
appearance, the aim is to increase recruitment and better reflect Canada’s social
makeup. Allowing and accepting diversity is an important step toward equity and
inclusion. Adjustments to increase the number of recruits has also meant updates
to the CAF’s tattoo policy. In August 2019, the CAF announced that tattoos would
only be prohibited on the face and scalp, with accommodations on religious and
cultural grounds (Rehman 2019). It still maintains restrictions on tattoos connected
to criminal activity, nudity, hatred, violence, discrimination, and harassment. Just
like the updated uniform policy, the updated tattoo policy is also meant to allow
the CAF to reflect what is mainstream in Canada, with the aim of attracting a more
representative force. But as Davis notes, recruitment and retention are two separate
challenges the CAF faces, particularly vis-à-vis women (1997). Her message in
1997 rings true over two decades later: “the continuous exit of women from male-
dominated environments at a higher rate than theirmale counterparts is one indication
of the failure to achieve full integration” (Davis 1997, p. 183).

Conclusion

This chapter has problematized the concept of military professionalism as the CAF
attempts to embrace equity, diversity, and inclusion. What our analysis shows is
that national armed forces, organizations that promote uniformity, will necessarily
face growing pains as greater diversity is accommodated, forcing cultural change.
The chapter has examined some of the causes of such change, from tribunals to
sexual misconduct scandals, and has offered some comparisons with like-minded
countries that have undergone similar processes of cultural changewithin their armed
forces. What seems clear is that questions of equity, diversity, and inclusion are
often addressed through discrete policy solutions, targeting certain phases of the
military career cycle (like recruitment) but not others. This makes it difficult to
achieve comprehensive and thorough organizational change. Another tension that
we have identified in this chapter is the challenge of reconciling military values with
societal values. Because the military is often presented as a unique organization,
there is a certain level of rigidity to how it has defined its ethos and conception of
military professionalism. As the CAF reworks its doctrine, training, and education
practices to make room for equity, diversity, and inclusion, finding the right balance
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between military requirements and the role the armed forces play within society will
be essential.
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Chapter 13
The Impact of Artificial Intelligence
on the Military Profession

Krystal K. Hachey, Tamir Libel, and Zack Partington

Abstract Technological change has always affected the military profession. This
chapter explores the impact of artificial intelligence, which seems poised to affect the
military as a profession in profound ways. In particular, we review the construct of
military professionalism, artificial intelligence, including its potential influence on
the military, and offer a summary of the analytical framework developed by Snider
and Watkins (2002). Finally, this review will also attempt to outline the directions
for future research on AI and the military profession.

Keywords Artificial intelligence ·Military profession ·Military professionalism ·
Sociology of professions ·Military change ·War and technology ·Military
technology

Introduction

Technology has always been integral to warfare, from pointed sticks to precision
guided munitions (Van Creveld 1991), but the advantage conferred by technology
depends on how military command adapts to it and adopts it to force development
and force employment (Van Creveld 1985). Artificial intelligence (AI) is the most
recent technological addition to many militaries, which are examining the impact
and potential use to stay ahead of their adversaries in the battlespace (ElMasry 2018;
Scharre 2019). AI allows command systems to transmit and process more informa-
tion faster than ever before, even if it cannot fully lift what Clausewitz called the
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fog of war (Van Creveld 1985). After all, AI capability still requires centralizing
information processing, whereas successful command always requires decentraliza-
tion (Van Creveld 1985), such as devolving of authority to lower levels of command.
Like previous technological revolutions, AIwill play a role inmilitary operations and
command, so understanding its possibilities and limitations is critical to successfully
adopting and adapting it (Van Creveld 1985).

AI touches on a number of military capabilities and concerns, from intelligence
and security to ethical issues surrounding the use of this technology (Thorne 2018).
While somemilitaries are already going through a cultural shift as they becomemore
inclusive and diverse (e.g., the Canadian Armed Forces; National Defence and the
Canadian Armed Forces 2017), the question arises as to what effect AI will have
on the military profession—for example, on roles (e.g., expanding the scope of a
member’s occupation), identity (e.g., with the military), and cohesion (e.g., among
smaller groups).

This chapter explores the impact of AI on the military profession, including pro-
fessionalism and professionalization and whether it will redefine what it means to be
a military professional. We first outline the concept of AI in relation to the military,
followed by an examination of military professionalism and its characteristics. The
last part of the chapter focuses on the use of the analytical framework developed by
Snider andWatkins (2002) to examine the influence of AI on the military profession,
including directions for future research.

Artificial Intelligence

While definitions of AI vary, most researchers seem to agree that it will eventually
affect every aspect of human life (West 2018; West and Allen 2018). West and Allen
(2018) define AI as “machines that operate in an intentional, intelligent, and adaptive
manner” (p. 2). AI’s ability to adapt itself without further command is what sets it
apart frommachine learning algorithms (West 2018).Wheremachine learning “takes
data and looks for underlying trends,” AI systems “have the ability to learn and adapt
as they make decisions” (West and Allen 2018, p. 3). This self-training requires
access to very large datasets, otherwise known as big data (West and Allen 2018),
without which the algorithm can neither learn nor adapt. AI must also be able to
pilot test itself in real-world conditions (West and Allen 2018), which raises security
concerns when dealing with military data (West and Allen 2018).

In the past, many scientific and technological innovations originated in research
and development (R&D) within the military or the defense industry. But the main
players in AI R&D are private Silicon Valley firms (Cummings 2018; Levine 2018),
a reality that has two major ramifications for armed forces and security agencies
in Western countries. First, the most advanced AI is often the intellectual property
(IP) of multinational technology giants, such as Google and Amazon. As a result,
these systems cannot be bought like industrial age technology—like jet fighters or
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submarines—but must be licensed at a high cost and under strict conditions (Ver-
dugo and Babin 1990). Militaries are unlikely to get access to the source codes,
for example, because the IPs are commercial secrets. Thus, militaries will have to
rely on AI systems without knowing how they fully operate or their limitations and
vulnerabilities. Second, there is a significant difference—and some evidence of ani-
mosity—between the cultures of Silicon Valley and the armed forces that has already
limited the willingness of the former to work with the latter, especially in providing
access to leading AI products (Canadian Broadcasting Company Radio 2019; Levine
2018).

AI plays a substantial and growing role in the security domain (Thorne 2018;
West and Allen 2018). Before looking at some of these areas, it is worth noting that
the recognition of its importance among militaries has opened a new arms race that
reflects in turn the changingbalance of power in international affairs (Horowitz 2018).
The United States, China, and Russia, among other countries, have been heavily
investing in AI research in a hope of getting ahead of one another (Horowitz 2018).
These include major economic powers like Germany and the European Union, but
also technologically well-positioned small states, such as Canada and Israel (Thorne
2018).

Intelligence collection and analysis is one area where AI has had a dramatic
impact. Its ability to process and analyze an ever-increasing scale of big data in
close-to-real-time has significantly improved intelligence analysis across the board
(West and Allen 2018). Similarly, the embedding of AI in command and control sys-
tems has created decision-support systems that improve command decisions (West
and Allen 2018). Of course, AI decision-support systems were a response to the
information overload experienced in the new command and control environment,
which has witnessed a dramatic increase in the number of sources and the volume of
information collected by modern armed forces. As the scale and scope of informa-
tion has increased, so has the need for AI to sort out and determine the relevance for
commanders (Kimmons 2019; Schubert et al. 2018). At the same time, incorporating
AI into command decisions to handle the volume of information does not necessar-
ily lessen the danger of the excess of information, which can make it difficult for
commanders to determine what is relevant, what is important, what is reliable, and
what is true (Van Creveld 1985).

The potential effects of AI on the civilian workforce have been widely dis-
cussed among policymakers, academia, and in the media. International organiza-
tions, such as the World Bank (World Bank Group 2019a, 2019b) the World Eco-
nomic Forum (2018a, 2018b, 2019) major consultancies like McKinsey (Bughin
et al. 2018; Manyika and Sneader, 2018) and Deloitte (Eggers et al. 2019; Volini
et al. 2019), and many national governments, such as the United States (2019), the
United Kingdom (UK Commission for Employment and Skills 2014) and Canada
(Government of Canada n.d.), have turned their attention to what became known as
the Future of Work. Early assessments suggesting that AI would make some voca-
tions obsolete and lead to mass layoffs of low-skilled (and sometimes highly-skilled)
employees have yielded to forecasts of AI creating new job opportunities and voca-
tions (Stanley-Mitchell 2001). Some suggest that civilian economies can revitalize
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their workforces by combining life-long re-training programs, such as training cur-
rent employees rather than relying on hiring contractors and specialists, and having
social media experts to help outline best practices for the use of technology (World
Economic Forum 2018a).

Yet what could be called the Future of Military Work has not been widely
researched. The few studies so far conducted have focused on the positive impacts
of AI (Townsend and Charles 2008; Vallor 2013), though some have suggested the
digital revolution in general—andAI in particular—will render low-skilled and some
high-skilled military jobs obsolete (Layton 2018). Other studies, in contrast, have
argued that the augmentation by AI will trump obsoleteness because the technology
will only further assist the human elements of war (Caforio and Nuciari 2018; Hoff-
man 2017). Others have argued that the revitalized military education and training
focused on AI will create multi-skilled AI-literate personnel (Ryan 2018) who can
perform a variety of new skills, such as combining the vocation of logistical support,
operating drones, and decision making (Burmaoglu and Sarıtas 2017). Some have
highlighted this as mixing blue and white collar military positions (Singer 2009),
while others have argued that AI will blur the lines between military and civilian
jobs as demand for technical skills will be in high demand in the civilian market
(Gray 2001; Singer 2009; Stanley-Mitchell 2001; Winkler et al. 2019). Training and
education can directly shape many aspects of the military profession (Clark 2016);
therefore, it is possible that the opportunity to adapt will result in only a limited
impact on some military jobs.

Some more speculative authors claim that AI will render human combat soldiers
obsolete (Singer 2009). Others have gone further, characterizing the physical and
mental qualities required of combat service as relics of a “traditional,” “masculine”
and “negative” organizational culture that will disappear along with the need for
human beings in battle (ElMasry 2018; Kim et al. 2019). Whatever we make of such
speculation, a move toward an increasingly AI-dependent professional environment
will likely affect the importance placed on different physical and mental qualities
(Winkler et al. 2019).

Advances in armed autonomous AI systems is another area that invites major
ethical dilemmas, not to mention much public concern. Whether an autonomous
system should make the kill decision on its own and whether and how to keep a
“human in the loop” have been ongoing concerns in Western countries (West and
Allen 2018). The ethical considerations are not only related to the AI’s decision
making power, but also to the reliability of data on which it is trained to make
such decisions. As was demonstrated across a wide span of domains—from finance
through education to law enforcement—datasets can easily contain biases (Wasilow
and Thorpe 2019), most often to the disadvantages of minority groups (West and
Allen 2018). Hence, the ethical deployment of military AI would have to take into
account not only the what, when, and how of its use, but also how and with what
data it should be trained on.

Some researchers suggest the use of AI also raises issues of responsibility
and accountability because determining who is responsible for the actions of an
autonomousAI can be a challenge (Fenwick andEdwards 2016;Wasilow andThorpe
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2019; West and Allen 2018). While these issues have been discussed in the civil-
ian world, they are expected to have a significant effect also on the law of war and
international humanitarian law. An often ignored topic that influences policy, media,
public, and professional discussions of AI and the military is the impact of popular
culture on understanding what AI is and how it might be used. For example, movies
like the Terminator series may shape attitudes much more than a real understanding
of the topic (West 2018).

All told, AI may affect armed forces as an institution and the military as a profes-
sion as much as the inventions of gunpowder or internal-combustion engines. The
following sections will provide a preliminary assessment of the influence of AI on
the profession. A brief review of the concept of the military profession will provide
an analytical framework to assess the influence of AI on the various level-of-analysis
and dimensions of the military profession.

Changes in Military Professionalism

Professions are distinguished from occupations1 by a theoretical body of knowl-
edge that informs the practical skills of professionals. Laymen, not commissioned as
members of the profession, will find it difficult to acquire the knowledge and skills
unique to it, creating a professional monopoly. Professional communities maintain
their monopoly by controlling recruitment and selection and by establishing crite-
ria for promotion. The state allows professional monopolies because they provide
services the free market finds difficult to provide (Downes 1985; Harries-Jenkins
1990).

The end of the Cold War precipitated changes in armed forces and their relations
with parent societies. First, Western militaries went from conscription to volunteer
forces, beginning in the 1970s (Dandeker 1994; Sorensen 2000; Van der Meulen
and Manigart 1998). Combined with pressures for quick peace dividends in the
early 1990s, armed forces experienced dramatic downsizing and decreased defence
budgets. This contraction was made possible by the armed forces’ declining social
status, which also led to the elimination of their immunity to social trends and outside
scrutiny (Dandeker 1994). Beginning with the 1990s, Western militaries became
subject to civilian rights legislation and oversight by civilian courts and regulatory
bodies, which expected militaries to accommodate ethnic and gender diversity. This
originated partially with the growing influence of international humanitarian law
(Waters 2008).

As a result of their declining size and budget, and facing high operational tempo
in the 2000s, Western armed forces had to increasingly rely on private security
companies (Heinecken 2014). This unprecedented outsourcing in the military realm
happened simultaneously with fundamental changes in Western armed forces’ oper-
ations. More often than not, Western armed forces operated as part of multinational

1Parts of this section are taken/based on Libel’s chapter in the current volume (see Chap. 2).
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forces in a variety of diverse missions in which they played a secondary, support-
ing role under strict legal, political and ethical constraints (Dandeker 1994; Luttwak
1995). Being subject to constant media coverage and frequent political intervention
and scrutiny, officers were not only pressed to ensure force protection and mini-
mal collateral damage, but also to work closer than ever with governmental, non-
governmental, and international organizations (Dandeker 1994). These new military
missions, which incorporate diplomatic and economic objectives, blur the bound-
aries between the civil and military spheres and military and non-military actors
(Dandeker 1994).

Naturally, armed forces have had to expand military education beyond the man-
agement of violence (Dandeker 1994). This move to broader training in what might
be called security expertise points to the limitations of the traditional concept of
military professionalism. The management of violence is becoming too narrow to
account for the range of expectations placed on Western armed forces in their new
operations (see Libel, this volume). The introduction of AI into operations seems
poised to cause further changes to military professionalism.

AI and the Military Profession

Over the last couple of decades, the role of the military has changed from warfare to
peacekeeping and to the stabilization of operations. The military will have to adapt
to AI systems in the same way it has had to adapt to the new battlespace and security
environment (Snider and Watkins 2002). What exactly AI will mean for the military
profession and how the professionwill adapt to those changes is difficult to determine
at this early stage, but as Snider andWatkins (2002) observe, the military’s success in
maintaining itself as a profession will depend on training, education, and the quality
of its members.

Although they focus onwhat theU.S.Armyneeds tomeet these challenges, Snider
and Watkins’s (2002, p. 13) framework for social, institutional, and individual-level
adaptation provides general lessons for otherWestern nations. At the individual level,
military professionals will need new knowledge and technical skills (Chatham 2009),
a strong foundation in the values and ethics of the profession to make the right ethical
decisions (Crosbie and Kleykamp 2018), and the political and social skills suited to
the military profession. Since individuals are the ultimate barrier to change, the key
to responding to the emergence of AI in the military will be the attitudes of people
within the profession (Snider and Watkins 2002).

At the institutional level, which comprises the internal context and systems that
make up the military, Snider and Watkins (2002) suggests the main elements are
systems that support overall technical capabilities; the moral and ethical aspects
embedded in these elements, such as the established values and norms of the pro-
fession; and military systems that follow political and social actions. Key at the
institutional level is “developing, educating, training, and managing” (Snider and
Watkins 2002, p. 13) the human resources of the profession (Evans 2007; Libel
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2016; Snider and Watkins 2002). In response to increasing demands to incorporate
AI technologies, therefore, the military institution would be required to synchronize
the different levels of knowledge required (i.e., systems of the profession; Snider and
Watkins 2002).

Finally, at the societal level, themilitary profession is housedwithin a national and
global context. Militaries adoption of AI technology must be in line with “national
and international uses of military forces” (Snider and Watkins 2002, p. 13), their
values, ethics and beliefs, as well as their political and societal systems. This would
require militaries to be knowledgeable of the aspects of AI use from other nations to
ensure they are competitive in the battlespace.

Directions for Future Research

Based on the review of the literature on the concept of military professionalism, as
well as the current state ofAI, several directions for future research can be considered:

People. People are the vector of transformation. When it comes to introducing
AI and increasing diversity in the armed forces, people should be at the forefront
of policies to clarify the roles, identity, and attitudes toward diversity and AI. Three
areas should be of particular importance: recruitment, training, and education.

1. With respect to recruitment, NATO armed forces face a dual challenge in the
AI age. On the one hand, the military has to recruit and retain tech-savvy and
digitally literate personnel among millennials and Z-ers (i.e., generation after
Millennials; Stafford and Griffis 2008). As these younger cohorts in Western
societies tend to be openly more diverse and critical of the military and the use of
force, armed forces have to consider investing much in educating the public on
strategic affairs, alongside thewide adaptation of organizational culture andwork
practices (MacGregor 2016; Tanner 2010). In addition, in a world of consistently
declining resources for defence, armed forces have to consider making great
strides to maximize the insights from the mountains of data they have concerning
recruitment and retention. Naturally, this will require the use of AI in support
of not only recruitment and retention strategies, but in the overall lifecycle of
military personnel management.

2. With respect to training and education, themilitary training and education system
will have to adapt to AI becoming ubiquitous in all aspects of force development
and employment (Evans 2007; Libel 2016). This has two implications. First,
military educational institutions will have to equip officers with the scientific
and technological knowledge required for understanding coding, algorithms, and
theirmeanings and implications. A good curriculum reference in this contextmay
be the Machine Learning for Social Sciences courses offered by elite graduate
social sciences programs (Steenbergen 2019). At the same time, the more AI
becomes central for the military, the higher the requirement to provide in-house,
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life-long training and education opportunities for a variety of military special-
izations that will draw on AI. This in turn means that training and education
establishments will have to attract either personnel with the required education
to teach in them or have enough funding to outsource training—both of which
can be a challenge.

The limitations of AI. As Van Creveld (1985) suggested, research into the limita-
tions ofAI in the professionalmilitary realmshouldnot beneglected.AI is still limited
in its understanding of human dimensions (such as culture and values) and in its per-
formance of human processes, such as adaptability, judgement-making, and induc-
tive thought (i.e., generalizing from limited information; Layton 2018). Wasilow
and Thorpe (2019) present a comprehensive list of six limitations regarding AI in the
military, all of which were previously discussed in this chapter. First, machine AI
learning methods make hiding or deleting sensitive information extremely difficult,
which affects the privacy data AI has access to. Second, AI is limited by biases in the
data human beings collect for it. Third, AI systems are susceptible to hacking, which
may lead to safety and security consequences for soldiers and civilians. Fourth, it
can be difficult to determine accountability and assign responsibility for AI failures.
Fifth, AI may not respond the same way in lab settings and more complex situations,
inviting questions about its reliability. Finally, the broad trust conferred on AI in
the civilian sector might well have to be more limited in a military setting. These
limitations and other possible limitations should be considered when implementing
AI in the context of the military

Conclusion

This chapter explored the impact of AI on the military as a profession, including
how it might affect what it means to be a professional. The analytical framework
developed by Snider and Watkins (2002) provided a lens to view the impact of AI
on the military and insight into the impact of AI at different levels of the military. It
is suggested that future research should focus on (1) people in relation to the AI and
the military, such as recruitment, and training and education, and (2) the limitations
inherent within AI, as it relates to the military.
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Rethinking Military Professionalism
for the Twenty-First Century

Tamir Libel and Krystal K. Hachey

Abstract The contributors to this volume sought to (1) re-examine the concept of
military professionalism, (2) highlight research fromdifferent nations, and (3) present
novel thinking and a re-examination on aspects related to military professionalism.
This concluding chapter attempts to summarize and synthesize the research presented
here and to provide suggestions on the usefulness of common theoretical frameworks
and future directions in the study and implementation of military professionalism.

Keywords Military professionalism · Gender · Culture · Officer corps · NATO ·
Civil-military relations

Introduction

This volume of papers grew out of work by the recent NATO research task group
(RTG-287) Developing a Culture and Gender Inclusive Model of Military Profes-
sionalism, which examined the gender and diversity implications for the concept of
military professionalism. In this concluding chapter, we review the major findings
from each chapter, build on the review, cross-case trends, and discuss the similarities
and differences drawn by the contributors. We then offer suggestions regarding the
utility of common theoretical frameworks for military professionalism, given the
challenges posed to contemporary armed forces by gender, diversity, technological
change, and the new types of peacekeeping and stabilization operations expected of
NATOmilitaries. The chapter ends with suggestions for future directions in the study
and implementation of military professionalism.
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Frameworks and Models of Military Professionalism

Several frameworks of military professionalism have long dominated the literature,
especially those of Huntington (1957), Janowitz (1960), and Sarkesian (1981), with
the former two heavily influencing the development ofmilitary doctrine in the United
States (Feaver 1996) and Canada (National Defence and the Canadian Armed Forces
2009). Other models have focused on comparative analysis and change in military
professionalism, including ones by Moskos (1977), Caforio (1988), Abbott (1988),
and Nuciari (1994). The following section summarizes the historical evolution of
key concepts in military professionalism, including the long-standing frameworks
and models.

With a focus on the officer corps, Huntington (1957) defined a profession as
“a peculiar type of functional group with highly specialized characteristics” (p. 7),
with professionalism comprising expertise, responsibility, and corporateness. Exper-
tise refers to the specialized skills of military personnel, including the education and
training required to develop such skills. Huntington (1957) followedHarold Lasswell
(1941) in defining the special skillset of the military professional as the “manage-
ment of violence,” meaning the main function of the military is to plan and direct
combat operations and to organize, equip, and train the force that will carry them out.
Responsibility refers to the officer corps’ social obligation, which gives rise to civil–
military relations: In return for performing a service “essential to the functioning of
society” (p. 9), the officer corps is granted a professional monopoly. Additionally,
specific customs, traditions, laws, and codes help guide the officer’s behavior (Hunt-
ington 1957). Finally, based on Huntington’s definition, corporateness denotes the
shared sense of unity between officerswithin a hierarchical organization that includes
non-professionals, such as non-combat officers and reservists. This led later scholars
to criticize the Huntingtonian concept for ignoring the multiple non-combat offi-
cer specializations as non-professional (Harries-Jenkins 1990). Moreover, given the
time period, Huntington’s (1957) framework only looked at male officers and their
experience as individual professionals (Butler and Budgell 2015).

Janowitz (1960) also focused on the officer corps and its transition to a profession,
definingmilitary professionalism as expertise through skill and performance, respon-
sibility, group identity and cohesion, and education and training. He also described
the future of the military profession as concerned with dilemmas that military leaders
must contend with, including the influence of technological advances and the social
environment. No longer is there a dichotomy of wartime and peacetime; instead, the
military has also become a constabulary force focusing on enacting civilian con-
trol (Janowitz 1960). While more inclusive of the external influences on the military
(e.g., societal pressures), Janowitz (1960), like Huntington (1957), focuses on a male
officer corps (Butler and Budgell 2015).

Following Lasswell (1941) in defining the purpose of the military profession as
the management of violence, Sarkesian (1981) situates the military profession within
the broader political and societal environment, along with the institutional perspec-
tive (e.g., political military–civilian relations) and the individual perspective (i.e., as
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shaped by institutional socialization). Core principles of professionalism, as outlined
by Sarkesian (1981), include “honesty, integrity, loyalty, honour and gentlemanly
conduct” (p. 11). Military professionalism encompasses civilian control, dignity and
worth, justice, as well as special knowledge and skill, legitimacy, group identity, and
professional ethos.When personal values, institutional requirements, and community
perspectives are in disaccord, professionalism breaks down (Sarkesian 1981). Like
Huntington’s (1957) and Janowitz’s (1960) frameworks, Sarkesian’s (1981) focuses
on the officer corps, with a broader focus on the intersections among the individual,
the institution, and societal aspects (Butler and Budgell 2015).

Moskos’s (1977, 1981) institutional/occupational (I/O) model is not focused on
the officer corps but on all types of military personnel. In contrast with earlier frame-
works, his model aims to explain themilitary’s transition from a professional corps to
an institutional and occupational one. Institutional refers to elements such as service
to country (legitimacy), adjacency of work and where members reside (residence),
and a primary commitment to the organization (role commitment). Occupational
refers to aspects such as a marketplace economy (legitimacy), a separation of work
and where a member resides (residence), and a secondary commitment to the orga-
nization (role commitment). In reality, both elements are present within the military
(Moskos 1981). Many aspects of the institutional model are reflected in doctrinal
field manuals and include values and norms, self-sacrifice, liability, military disci-
pline (Moskos 1981); however, given where the military is structured (i.e., within a
government organization), aspects of the occupational model are also present (e.g.,
supply and demand; Moskos 1981).

Building on the I/O model, Caforio (1988) proposed the bureaucratiza-
tion/professionalization (B/P) model, which shows how aspects of both are present
in the officer corps to measure processes of change within the profession. Key to
this model are the “aim of the officers’ activity, lines of action, prevailing normative
ethical references prevailing sources of the direction of thinking, types of satisfaction
sought, sociocultural references and reference group” (p. 64), all of which are sim-
ilar to how the I/O model was broken down. As Nuciari (1994) states, “all scholars
dealing with the military profession agree on one peculiarity: it is simultaneously a
bureaucracy and a profession” (p. 15).

Taking a systems approach to understanding military professionalism that avoids
a concrete definition, (Abbot 1988; Butler and Budgell 2015) described the military
profession as an “exclusive occupational group applying somewhat abstract knowl-
edge to particular cases” (p. 8) and as including work, jurisdiction, and competition.
Occupational groups control knowledge and skills, and abstraction distinguishes
professionals from non-professionals. Work refers to the tasks inside the profession
and the people who carry them out. In addition, tasks have subjective qualities (e.g.,
diagnosis and treatment) and objective qualities (e.g., impacts from technology). The
power and prestige of the academic knowledge of the profession is very important
to maintaining its jurisdiction. Thus, “diagnosis, treatment, inference, and academic
work provide the cultural machinery to jurisdiction” (p. 59).
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Operationalizing Military Professionalism

BeginningwithHuntington’sSoldier and the State (1957), researchers have identified
several important constituents of military professionalism: competition, corporate-
ness, education and training, expertise, group identity and cohesion, jurisdiction,
responsibility, and work (Janowitz 1960; Sarkesian 1981). The male officer corps
and gentlemanly conduct have also been part of the understanding of military pro-
fessionalism (Abbott 1988; Huntington 1957; Janowitz 1960; Sarkesian 1981). The
impact of the individual, the institution, and society (Sarkesian 1981) can be placed
on the I/O and B/P continua.

Research on operationalizing military professionalism and the impacts associ-
ated with the profession have largely been quantitative.1 As outlined by Sarkesian
(1981), for example, key empirical studies at the time included the Study on Mili-
tary Professionalism by the U.S. ArmyWar College (1970) and those by Moellering
(1973), Russett (1974), Bachman and Blair (1975), and Margiotta (1976), all of
which conducted largely quantitative research to assess the professional climate or
culture, civil–military relations, perspectives from military elites, values, and social
status (Sarkesian 1981). They were also conducted in the context of Western coun-
tries, which invites the question as to whether there are other ways to conceptualize
professionalism and how this might look in other cultures.

A recent study examining professionalism in the Thai military (Sirivunnabood
and Ricks 2016) developed a survey usingHuntington’s hypothesis regarding profes-
sionalization, noting that it would not hold in the Thai military context. In particular,
“professionalism is a poor predictor of an officer’s support for an apolitical military”
(p. 4). The surveymeasured respondents’ opinions about military intervention in pol-
itics. Supporting the view of Feaver (1996), Sirivunnabood and Ricks (2016) posit
that more needs to be investigated concerning the sociopolitical factors the impact
the military and the link with politics.

One of themain aims of this bookwas to examine aspects of professionalism from
different countries using a variety of data collection methods. Previous research had
placed a higher significance on quantitative data, with qualitative data supporting the
quantitative results. However, our goal is to demonstrate that qualitative data, as well
as quantitative data, has a place in the operationalization of military professionalism.

Sources of Pressure

The drive to re-assess both data collection and analysis methods, as well as to exam-
ine the state of military professionalism among NATO armed forces, has come out
of the tremendous pressure they have experienced since the end of the Cold War,
which precipitated significant changes to almost all aspects of the Western military
organization and civil-military relations. Dandeker (1994) defined the armed forces

1For an example of qualitative implementation see Libel 2013 and 2016.
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as having “dual faces” (p. 639). On one hand, they need to react to a changing
strategic context via an effective force development. On the other hand, they have to
respond to changes in societal values that influence their relationswith the parent soci-
ety. Overall, they could be divided into sociopolitical and operational-technological
pressures.

Sociopolitical Pressure

Since the 1970s, Western armed forces have gradually shifted from relying on con-
scription to all-volunteer forces (King 2006). Historically, extensive conscription
was introduced in the early 19th century in European countries. Like the abolition
of the draft in the United States at the end of the 1970s, the draft was re-evaluated
throughout post-Cold War Europe and eventually eliminated in most countries for
technological and social reasons (Dandeker 1994; Sorensen 2000; Van der Meulen
and Manigart 1997). This resulted in a continuous decline in the social importance
of the armed forces in Western societies (Booth et al. 2001).

A significant aspect of this process was the removal of the armed forces’ immunity
from democratization (Dandeker 1994;Wiegand and Paletz 2001). Cultural diversity
also became a central, emotionally charged issue with far-reaching political implica-
tions. The adaptation of the armed forces to social demands for ethnic, gender, and
sexual diversity among military personnel constituted a major part of the elimination
of this immunity.

Women were the first group to break the glass ceiling. Historically, women were
excluded from the military, except in rare cases, until the 1970s when the military
moved from consolidating female soldiers in separate branches to full inclusion in the
forces. Nowadays, women have the formal right to enter almost all ranks and roles in
most Western countries. Despite this, the total number of women in the armed forces
is relatively small, and they often do not enjoy equal opportunities (Carreirs 2006;
Devilbiss 1990) or have the same experiences as their male counterparts (Archer
2013).

Similarly, ethnic and sexual minority groups demanded access to all roles in the
military. Social pressure to implement a policy of social equality and civil rights
among military personnel required armed forces to change not only procedures and
regulations, but also the masculine military culture (Soeters and van der Meulen
2007).

The diminishing autonomy of the armed forces and their diminishing cultural
differences from the parent society resulted from the increasing influence of domestic
law and international humanitarian law. Although there are inter-relations between
the two, they differed in the degree of their influences and their causes. The influence
of domestic law on the armed forces resulted from the expansion of legalization
and the application of legal accountability in more and more domains within the
military (e.g., safety, health and sexual harassment). Before the 1990s, the military
was exempted from much of the civil legislation in these domains. Due to these
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changes, the authority of officers weakened and their exposure to civil suits and
criminal prosecution increased (Forster 2012; Groves 2005; Rubin 2002; Waters
2008).

Simultaneously, armed forces found themselves under increasing scrutiny from a
variety of international legal forums concerned with human rights and war crimes.
Most important was the establishment of the International Criminal Court, following
the 1988 Rome convention. Growing concerns over the prosecution of officers and
soldiers by an international tribunal led to increasing reliance of armed forces on
legal advice from the Judge Advocate General branch and the inclusion of legal
implications in operational analysis and planning. This is especially due to low
intensity conflict in civilian areas, often against terror and guerilla organizations that
intentionally used civilians as cover (Waters 2008). Similarly, Western armed forces
found themselves under increasing scrutiny by the media and non-governmental
organizations beginning in the 1990s (King 2006).

In addition, Western armed forces have experienced declining defense budgets,
with total NATO defense spending sinking from just over $1 trillion USD in 2011
to about $988 billion USD in 2018 (NATO 2019b), amounting to 3.39% of gross
domestic product for the United States, an average of 1.51% for European militaries,
and 1.23% for the Canadian military (NATO 2019b). In 2018, the 29 member coun-
tries’ military personnel amounted to a total of roughly 3.2 million (NATO 2019b),
though Western militaries have been outsourcing military activities since the end of
the Cold War (King 2006).

Operational-Technological

In the aftermath of the Cold War, Western armed forces experienced a dramatic
increase in the span of tasks, responsibilities, and challenges facing them (Evans
2004). In this period, the battlespace became a spectrum of conflict, encompassing
simultaneously peace, conflict, and war, when Western military forces conducted
joint operations. Military professionals are now required to think in joint rather than
service terms within the framework of inter-service operations (Evans 2004). The
combination of service components, each one of them based on specialized knowl-
edge of its own operational environment (sea, land, air, space, special operations,
etc.), required the development of a new, specialized body of knowledge. The latter
could be defined as “joint operations” that must be able to evaluate the contribution
of each service component and to assist in their combination in order to achieve the
strategic aim (Evans 2004). Western armed forces thus adopted force structures of
unified (joint) commands. These headquarters have the authority and capacities to
coordinate air, land, and sea forces. The establishment of joint headquarters not only
expanded the scope of command, but also involved flattening the command hierar-
chy. Paradoxically, while operational command became more centralized, tactical
command was assigned to lower echelons—that is, consolidation of authority at the
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strategic level was accompanied by increasing autonomy and creativity in the tacti-
cal one (King 2006). In addition to joint services, militaries are also partnering with
other nations resulting in multinational operations (NATO 2019c).

The ability of NATO forces to adapt to these changes was challenged by a growing
capability gap between NATO members (Dufour 2018; NATO 2018). As a result,
the alliance’s cohesion has come under pressure over the last two decades, and there
are growing challenges with the level of interoperability between member countries
(Dufour 2018). Rapid technological change and the increasing cost and complexity
of contemporary military systems have made it challenging for smaller members
of the alliances to keep pace with the bigger ones. Thus, unsurprisingly, there is
an over-reliance by members on the United States for the provision of essential
capabilities, including, for instance, intelligence, surveillance and reconnaissance,
air-to-air refueling, ballistic missile defense, and airborne electronic warfare (NATO
2018).

The challenges of NATO members in the physical environment have been paral-
leled by similar difficulties in the emerging cyber environment. Over the last decade,
cyber defense became part of NATO’s core task of collective defense (NATO 2019a).
Hence, in 2018, the alliance agreed to set up a new Cyberspace Operations Centre
as part of NATO’s strengthened command structure. The member states also agreed
that NATO can draw on national cyber capabilities for its operations (NATO 2019a).
In addition to their investments in cyber capabilities, several NATO entities have
launched artificial intelligence (AI) related activities or included AI in their other
activities in recent years (Tonin 2019). This could increase the existing AI asym-
metries, as well technological advancements in general, among the various NATO
allies, resulting in significant interoperability problems (Dufour 2018).

A Theoretical Discussion of Military Professionalism

Although many of the contemporary researchers and practitioners who discuss the
significant pressures, challenges, and opportunities described abovemaynot be aware
of this, neither the developments nor the responses to them are new. As Libel (this
volume) has shown, similar trends were identified by Van Doorn (1965) over forty
years ago. Many developments labeled new have long histories or are markedly
similar to ones discussed in the literature by former generations of academics writing
about military professionalism.

Although Huntington defined the officer corps as a profession, others recognized
early on that the officer corps never fully met the characteristics of a profession, as
defined by the sociology of professions. Above all, the officer corps existed within
the state bureaucracy, which led Van Doorn (1965), a prominent theorist of the first
generation, to tackle the issue via the construct of the officer corps’ dual nature, being
a fusion of profession and bureaucracy. This approach contributed to the revival of
military professionalism theory since the 1990s, but there are reasons to question
whether defining the officer corps as a profession was appropriate to begin with. If
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defining the officer corps as a profession is dubious, then the common practice of
defining and referring to other ranks within the armed forces as professionals—as
was advocated by Moskos (1977, 1981)—should certainly be avoided.

In light of this, Libel (this volume) suggested drawing on the sociology of exper-
tise developed by Eyal (2013) and Eyal and Pok (2015), which offers a new, more
comprehensive theoretical framework in a sociology of security expertise. While
this direction shows promise (Libel 2019), more work is required in developing and
experimenting with this and other alternatives.

Case Studies

The contributors to this volume investigated the concepts, frameworks, and models
of military professionalism in light of the move toward diversity and inclusion. The
case studies in this volume come from Bulgaria, Canada, France, Ireland, Sweden,
the United Kingdom, and the United States. The following section will provide a
review of key aspects of each case.

Bulgaria

Using survey data collected by the Defence Advanced Research Institute from 2013
to 2017, the study by Yanakiev analyzed the transformation of professionalism in the
Bulgarian Armed Forces (BAF) after the Cold War. The transition from a socialist
to a democratic government after 1991 marked the beginning of the transformation
of the BAF from a modern to a postmodern military. Results revealed increased
participation in multinational peacekeeping and stabilization operations, along with
an increase in the number of women in the forces, have transformed the traditional
warfighter role. Military members have had to learn new skills (e.g., diplomacy)
to perform their new roles, including learning new defense technologies (e.g., AI).
Most importantly, the study identified that the BAF will have to outline a mission
and vision to take into account the transformation and to increase public support
for the new professionalism from policy-makers, military leadership, educational
institutions, and the like.

Canada

Using interviews with diverse members of the Canadian Armed Forces (CAF), the
study by Hachey explored members’ understanding of professionalism and unpro-
fessionalism. This qualitative approach, which is contrasted to the many quantitative
studies in the literature, included a total of 125 participants. Results revealed that
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leadership plays a key role in not only sustaining the profession, but also in con-
veying understanding and in the practice of professional behavior. Diverse members
identified many of the same aspects of professionalism described in CAF doctrine,
indicating the need for future research to understand how diversity contributes to and
is integrated into traditional models of military professionalism.

France

Focusing on technical advances in the French military, Frank examines agile and
adaptive organizations and provides suggestions on how the military can cope with
multidimensional challenges and new capacities: strategic, managerial, operational,
innovative, relational, reticular, structural, transferable, mimetism, resilience, and
intercultural. Ultimately, Frank identified the institution itself as one of the main
challenges to moving the military forward. Bureaucratic processes get in the way
of progress, whether they are technological advances or advances in the makeup of
the military (e.g., women). Therefore, militaries must focus on the institutional level
being a barrier to cultural change.

Ireland

Using United Nations Security Council Resolution (UNSCR) 1325 as a lens, Segel
examined doctrinal documents related to the Republic of Ireland Defence Forces.
Overall, he found that programs and legislation have pushed the military to incorpo-
rate women into its ranks but that the move has ultimately not radically changed the
Irish Defence Forces’ conception of military professionalism.

Sweden

Using interviews with women from the Swedish Armed Forces, Linehagen explores
the experiences of female military personnel and what they bring to the organization
in order to be accepted by the military organization. Results identified several themes
regarding the power resources used by women to be accepted into the military:
(1) structural, such as career planning; (2) cultural and social, including aspects of
adaptation; and (3) emotional, which included meaningfulness, positive emotional
coping, and distancing. These strategies, identified bywomen in this study to advance
and adapt to organizational requirements, could be used for future recruitment efforts
for women in the Swedish Armed Forces.
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The United Kingdom

Using the review of the literature on military professionalism provided by Butler and
Budgell (2015), Hawkshaw and O’Neil examined the conceptualization and main
tenents of professionalism for the British Army. In particular, the chapter includes
a brief overview of the British Army’s traditional understanding of military profes-
sionalism, including expertise, legitimacy, jurisdiction, within the context of identity
and culture. With an emphasis on the continuing Professional Development (CPD)
approach, they examine the Knowledge, Skills, Experience and Behavior (KSE-B)
Framework and learning and development principles. Overall, this chapter provides
a greater understanding of how military professionalism is currently conceptualized
in the British Army.

The United States

Crosbie andKleykamppresent findings from thefirst phase of theSurveyofAmerican
Military Experts (SAME), which is a biannual survey sent to experts in American
military affairs. In particular, they examined the way in which expert communities
conceptualize media coverage of the military, public interest in the military, as well
as how this may relate to civilian leadership. Results revealed a distinct vision of the
state of American military affairs, which is when there is too much media support,
not a lot of oversight, and poorly informed leaders. After identifying this problem,
Crosbie and Kleykamp are planning another survey in 2019 to further examine how
the military is embedded in the political environment.

New Thoughts and Directions

In addition to the cases described above, several authors presented new thoughts and
directions in the concepts of military professionalism. In particular, from Brænder
and Vilhelm, and Brown and Okros. Brænder and Vilhelm’s “new spirit of mili-
tarism” is the product of a research project undertaken by the Institute of Leadership
and Organization, the Royal Danish Defense College, and the Department of Politi-
cal Science, Aarhus University, which studies the significance of the recent Danish
officer education reform. The reform follows the Defense Agreement in 2012, which
stipulated that at least 50% of the new cadets have a civilian bachelor’s degree. This
study contributes to understanding the values of the new cadets and whether they
represent the officer corps the military needs as the backbone of the organization in
the future. From a research perspective, this study enables us to test the explanatory
strengths andweaknesses of the person–organization fit theory in a unique setting and
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to conduct the first quantitative analysis using measures developed from Boltanski’s
pragmatic sociology.2

The chapter by Brown and Okros contributes to the understanding of military pro-
fessionalism in three areas: conceptual, regulative, and educational. Conceptually,
the presentation builds on the well-established Huntington–Janowitz debate regard-
ing the nature of military culture by introducing the comparison of tight versus loose
cultures, which are used to explain key facets ofmilitary identity and practice, includ-
ing the construction of hegemonic masculinities, the use of compelling narratives,
and the creation of internal social hierarchies. The presentation of regulative factors
highlights the changes required by updates to legislation, doctrine, and direction,
including the UN Security Council Resolutions that form the Women, Peace, and
Security agenda; Government of Canada’s policy on the use of Gender Based Analy-
sis Plus (GBA+); and Canadian military initiatives to address sexual harassment and
to increase diversity. The contributions with regard to professional military educa-
tion (PME) present important recommendations on the ways in which pedagogy can
be improved along with observations on the consequences of introducing complex
gendered considerations into senior officer PME curricula.3

The research by Greco and von Hlatky seeks to assess how effectively the CAF
addresses equality, diversity, and inclusivity in its concept of military profession-
alism. In doing so, it highlights areas where the CAF can improve its doctrine to
maximize recruitment and retention, as well as operational effectiveness. The CAF’s
conceptualization of military professionalism can be found in its 2003 Duty with
Honour manual. With the manual being under review, our research provides timely
recommendations for how the CAF can optimally use military professionalism to
foster a safe, diverse, and effective force for all service members. But more than
pinpointing areas for improvement, our research also serves to highlight how the
CAF has adapted to changing cultural and social societal norms. These adaptations
are important also because they highlight the ways Canada’s modifications to its
armed forces have brought about positive change. They serve as a point of reference
for other countries and allies, as a way for them to update their policies of military
professionalism to better serve, reflect, and respect their service members.4

Lessons Learned and the Way Ahead

The research presented here offers several recommendations for the way ahead for
the study of military professionalism.

Thebenefit of bothqualitative andquantitative research. Both quantitative and
qualitativemethods have been used to studymilitary professionalism and themilitary
as a profession over the last five decades. Each approach has focused on different

2Cited by Brænder and Vilhelm.
3Cited by Brown and Okros.
4Cited by Greco and von Hlatky.
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domains, with quantitative studies focusing on professional climate or culture, civil-
military relations, perspectives from military elites, and values and social status.
Qualitative studies, meanwhile, have focused on supporting the quantitative ones
(Sarkesian 1981), beginning with Huntington’s (1957) seminal study, which was
oriented toward tracing the evolution and change of the institutional professional
nature of the military.

While this approach has yielded a diverse and rich research literature, few efforts
have sought to maximize the complementary aspects of the approaches by using
mixed-methods research designs. Part of the reason for this is that rigorous training in
both traditions is rare in academia and military education institutions alike. Building
on the strengths of both approaches would require formal training and a willingness
to integrate the two approaches.

The need for the mixed-methods approach and the challenges of integrating it
into the study of military professionalism has increased with the rise of big data and
computational research methods. The richness of data held by military organizations
and the possibilities offered by data science methods for their aggregation and analy-
sis should not be missed by military studies and civil–military relations researchers.
To date, there has been little movement in this direction. Exploiting these possibil-
ities will require that militaries provide access to their data to equip internal and
external researchers. It will also require the academic community to make a tough
adjustment. Establishing cooperation agreements with the military to gain access to
data involves the provision of actionable output. In other words, the research will
need to support the organization’s needs.Whatever the insights provided by the post-
positivist approaches common in academic research of the armed forces, research in
support of the military must be accountable and actionable.

Collaboration. The ability of militaries to capitalize on the new methods and the
research community to use big data depends on creating newmultinational, civil–mil-
itary, interdisciplinary, and military–academic collaborations. As the current volume
has shown, the existence of a long-institutionalized framework for collaboration—the
NATO Research Task Group (RTG) program—and assembling of interdisciplinary
research teams with a diversity of academic and professional backgrounds are key
to advancing both social science knowledge and policy-oriented output.

In order to realize the potential of the wealth of data held by armed forces, the
growing in-house research capabilities of Western military colleges and the high
interest of academic researchers of more formal frameworks for collaboration will
be required. These should support initiation and management of multinational col-
laborations—regular access to data rights and protection—as well as post-project
arrangements. If the history of the literature on military professionalism has taught
us one thing, it is that it prospers and advances only when both military members
and researchers contribute to the field.

There is no one-size-fits-all approach. As the current volumedemonstrates, there
are a variety of approaches to the definition, analysis, and implications of military
professionalism, even among Western countries. As Libel (this volume) has shown,
the concept is a contested one, with each generation in the literature suggesting a
variety of approaches. Thus, we should talk perhaps about military professionalisms
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rather than a univocal military professionalism. The concept is further limited by
the fact that many of the world’s militaries are not considered professional (e.g.,
the Israel Defense Forces; Libel 2010) or have not been considered professional in
certain time periods (e.g., the United States Army in early post-Vietnam era; Neilsen
2010).

Moreover, the concept originated in Western countries. Hence, its applicability
to non-Western societies is an open question, with few studies using the concept in
other parts of the world. Further, some researchers, such as Libel (2019; this volume),
have argued that due to changes in recent years, the concept has become obsolete and
should be replaced by a modern conceptual framework. Thus, future studies should
both explore its suitability to the study of non-Western societies as well as whether
it is still relevant at all.

Implications for gender and diversity. Based on the case studies identified in
the current volume, each country has its own cultural environment that influences the
military profession. However, key elements to ensure that gender and diversity impli-
cations are integrated in the military profession include clear messages, policies, and
procedures at all leadership levels. Yanakiev (Chap. 2) articulated the importance
of streamlined policies and the bolstering of public support to help the BAF tran-
sition into a military profession that includes more diverse members. The study by
Hachey (Chap. 3) revealed that diverse members perceive the same messages from
CAF doctrine, but that further work must be done to understand the impact of tradi-
tional models of military professionalism on diversity. Additionally, Greco and von
Hlatky, within the context of the CAF, found that most policies regarding equity,
diversity, and inclusion are implemented in isolation and for specific military career
points (e.g., recruitment). Instead, they argue, the military should consider policies
and initiatives that link all aspects of a military career and are more inclusive of
all aspects of gender and diversity (e.g., integrating diversity and inclusion policies
together). Linehagen (Chap. 7), based on her qualitative study, found that women
use certain power resources to make their way in the military. Key to her research
are the specific resources identified (i.e., structural, cultural, emotional) that could be
further studied and perhaps leveraged for future gender-specific recruitment efforts.
Finally, Brown and Okros (Chap. 10) articulated the importance of introducing com-
plex gender considerations into PME curricula, indicating the need for challenging
thinking regarding gender and diversity in the military at the senior officer levels.

Conclusion

Contributors to this volume sought to rethink the concept of military professionalism
by re-examining the theoretical underpinnings, highlighting case studies from dif-
ferent NATO nations, and presenting current research that introduces novel thinking
and approaches to military professionalism. Most importantly, given the historical



226 T. Libel and K. K. Hachey

nature of the military as a profession, the goal was to highlight gender and diver-
sity implications for the concept of military professionalism. This chapter brought
together the key points in these chapters and recommendations on the way ahead.
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Afterword: Toward a Culture
and Gender-Inclusive Model of Military
Professionalism: Theoretical Achievements
and Practical Implications

This book grew out of the work of NATO Science and Technology Organization
(STO) Human Factors and Medicine (HFM) Research Task Group (RTG) HFM
RTG-287 on Developing a Culture and Gender-Inclusive Model of Military Profes-
sionalism. As the mentor of the RTG on behalf of the STO HFM Panel, I would like
to express my sincere thanks to the team, and to congratulate my colleagues for their
valuable research and applied results.

The study contributes to filling the gaps in current research and provides innova-
tive approaches for reconceptualizing military professionalism in light of the rapidly
changing strategic security environment, operational contexts, and the broadening of
the missions and the roles the military is expected to play—all while keeping up with
the demographic trends and the increasing diversity of defense forces. Moreover, the
authors formulate important guidance to policy-makers and military leaders regard-
ing the relationship betweenmilitary professionalism and conduct, performance, and
operational effectiveness.

In my opinion, there are several significant results that deserve attention from
both a theoretical and practical point of view. First, the research focuses on the post-
modern trends in military organizations, such as the change in the traditional warrior
culture, the internationalization of the military through participation in coalition
operations and multinational formations, the abolition of conscription and the cre-
ation of an all-volunteer force, and the full integration of women into the services,
along with their increasing ethnic and cultural diversity. There are two intercon-
nected aspects of diversity in defense organizations: (1) The internal awareness of
diversity and equal opportunity (or equal employment opportunity) issues in the
national context and (2) the cross-cultural communication and cross-cultural cooper-
ation needed inmultinational operations. In both cases, diversity management is vital
for military effectiveness, teamwork, cohesiveness, and performance. At the same
time, little research has been conducted on how diversity and gender affect military
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professionalism. Therefore, the team attempted to reconceptualize military profes-
sionalism in a way that accounted for different aspects of equity, diversity, and inclu-
sion. In this way, the research findings support the process of building an inclusive
defense organization. This is essential also for improving organizational effectiveness
and readiness of defense forces.

Second, the research supports the process of building and sustaining democratic
civil–military relations under the social and political transformations that have taken
place since the end of the Cold War. As the research findings confirm, the traditional
understanding of military professionalism significantly changed, new skills and new
competences are expected from themilitary professional, many of themmore closely
related to civilian expertize because the military has been much more involved in
civilian tasks since the end of the Cold War. In light of these developments, this vol-
ume opens a welcome discussion about the nature of contemporarymilitary expertise
inside and outside defense organizations. To date, little research has been done on
military experts outside the military, such as policy-makers and those in academia,
the media, and non-governmental organizations who are dealing with defense and
security issues. Hence, the publication also contributes to filling this gap and opens
new avenues for research.

Third, the theoretical findings and practical implications in the book may be
valuable in the process of recruitment, retention, motivation, promotion, and career
management of diverse military personnel. These findings could be instrumental for
rethinking and reorganizing professional military education (PME) and training for
today’s and tomorrow’s defense forces. The new skills and competences needed by
the military professional call for new content and a reorganization of the PME and
training. Some authors have stressed the importance of updating common under-
standings of military professionalism, in theory, and amending the way it is taught
in practice. In this regard, an important recommendation in the book is to intro-
duce complex gender, diversity, and inclusion considerations into PME curricula,
particularly for senior military leaders.

Fourth, the outcomes of the study will be appreciated for rethinking and better
understanding of the impact of traditional models of military professionalism on
diversity and inclusion in defense organizations. Moreover, they may be valuable
for updating the strategies, policies, action plans, and processes to build and sustain
inclusive defense organizations. In addition, the results can support the process of
institutionalizing diversity management and inclusion policies, which means several
things: (1) building capacity by establishing specialized structures in defense organi-
zations for policy development, coordination of the strategic action plans among the
services, organizational climate assessment and monitoring, planning education and
training activities, supporting and advising commanders on equality and diversity
management issues; (2) making the diversity management and inclusion policy into
an integral part of the whole process of identification, recruitment, selection, promo-
tion, professional development, and retention of the cadre; (3) respecting diversity
as a basic value of personnel in defense organizations; (4) cultivating the ability to
manage diverse teams and organizations as a basic competence of military leaders
at all levels in the organization; and (5) providing enough resources to implement
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diversity and inclusion action plans. Last but not least, the book presents some best
practices for removing institutional barriers and gender requirements in recruitment,
retention, and PME and training that can be used as examples for other nations.

Fifth, the military profession will be strongly influenced by new defense tech-
nologies, particularly digitalization and artificial intelligence (AI)—a discussion the
authors initiated in the book. There are many open questions regarding AI that need
further research. Issues such as how to find the right balance in human–machine sys-
tems in defense and how to exercise meaningful human control over AI, particularly
in decision making, will be of key importance in the years to come.

Sixth, the book raises a fundamental theoretical question about whether military
professionalism, as we know it today, is outdated, and suggests that under the rapidly
changing security environment, the pressure of greater efficiency of defense organiza-
tions, increasing role of civilian sector in guaranteeing security, demographic trends,
new expectations and changing values of current and future military personnel might
need profound rethinking and redefinition. Besides, the discussion about the need for
achieving better agility of defense organizations in the context of rapidly changing
environments also may be important for decision-makers and military leaders.

In conclusion, I would like to suggest the teammembers make use of the momen-
tum created by this book and continue their joint research activities, focusing on
the theoretical gaps identified in this study of military professionalism. The lesson
learned by the team that stronger cooperation between scientists and military lead-
ers to produce tangible and usable results to support defense organizations deserves
attention. TheNATOSTOwill be the perfect vehicle for collaborative research among
allied member states and NATO partners.

The current publication focuses mostly on the experiences of the United States,
Canada, and Western Europe, though the experiences of East Europeans are also
important to have in mind, especially the effect of the social and political transition
from socialism to democracy on military professionalism. Having said that, I fully
support the conclusion of my colleagues that the current concept of military pro-
fessionalism originated in Western countries and that there are few studies about its
applicability to non-Western societies. Therefore, I encourage the team to expand
their research to incorporate the expertise of colleagues from non-Western societies
in any future research and publications devoted to military professionalism.

In addition, it would be useful to undertake future research to operationalize the
theoretical models of military professionalism explored here and to collect data for
validating a unified model. Once more, it can be done within the framework of
NATO STO, and I would strongly recommend initiating a new RTG to continue this
successful endeavor.
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Finally, and equally important, it would be valuable to plan some dissemination
activities in the framework of NATO STO in Europe and North America. For exam-
ple, this could be a lecture series that would provide an opportunity for defense
policy-makers and military leaders from the Alliance and partner nations to discuss
theoretical findings and practical implications with a broader audience. This book
will be a very good basis for continuing expert discussions about the future ofmilitary
professionalism.

Yantsislav Yanakiev
Bulgarian Defence Institute

2 Prof. Tsvetan Lazarov Blvd
1592, Sofia Bulgaria

email: y.yanakiev@di.mod.bg
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