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Effective leadership in the Canadian
Forces is defined as:

Directing, motivating, and enabling others to accomplish
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Foreword

I have recently released the Leadership in the
Canadian Forces (CF) Manual that represents the
authoritative guidance for the training, education and
practise of leadership doctrine in the CF today. That
manual extends many of the key ideas about military
professionalism contained in Duty With Honour: The
Profession of Arms in Canada. Effective leadership
is a core capability, embodied by both our Officer and
NCM Corps, essential for the transformation from an
industrial to an information age force. CF leadership is
a values-based concept, evoking the attributes of duty
and honour and defined as: directing, motivating
and enabling others to accomplish the mission
professionally and ethically, while developing or
improving capabilities that contribute to mission
success. This is what | expect of the Officers, Warrant
Officers and Non-Commissioned Officers assigned
leadership responsibilities and also what the

Government and Canadian people expect.

The present volume, Leadership in the Canadian Forces:
Conceptual Foundations provides an extended discussion of
the theories and ideas underpinning the doctrinal manual. It
enriches the knowledge of practising leaders and represents
the primary source for the development of leader training
and education programs in all CF Centers of Excellence for
Professional Development. It provides a broad conceptual
understanding of military leadership and a systems overview
of the requirements of leadership in the CE. Building on the
doctrinal guidance provided in Leadership in the Canadian
Forces and the framework presented in this manual, the
applied aspects of leadership in the CF will be addressed in
the manuals being developed for leaders at the tactical level
and senior leaders at the operational and strategic levels.
Reading and understanding the doctrine contained in
Leadership in the Canadian Forces is mandatory for all mem-
bers of the CE. I strongly encourage all leaders to be familiar
with the foundation material found here in Leadership in the
Canadian Forces: Conceptual Foundations.

General Rick Hillier
Chief of the Defence Staff
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Preface

Purpose and Scope
of Manual

This manual is intended to provide experienced
leaders at all levels in the Canadian Forces (CF)
with a broad conceptual understanding of
military leadership and a systems overview of
the requirements of leadership in the CF. As such,
it serves as both a guidance document and a
single-source instructional reference for Officer
and Non-Commissioned Member (NCM) leader-
ship education. Building on the doctrinal
guidance provided in Leadership in the CF and the
conceptual framework presented in this manual,
the applied aspects of leadership in the CF will
be addressed in the manuals being developed
for leaders at the tactical/operational level and
leaders at the strategic level.

While military leadership has many things in common with
leadership as it is practiced in other organizations and
settings, leadership in the CF is also unique. Leadership in
the CF is premised on the performance of a critical societal
function - ensuring the defence and security of Canada and
Canadians through the controlled application of military
capabilities. These include, but are not limited to, capabilities
in surveillance, communications, command and control,
weapons systems, operational procedures, military tactics
and strategy, transport, engineering, logistics, and so on. In
performing this function, CF leaders are also expected to

serve and reflect the ideals of Canadian military professional-
ism, which include the values that Canada stands for as a
liberal-democratic and progressive society. The treatment of
leadership in this manual is thus an elaboration of the theme,
duty with honour, which is the subject of the CF
manual on the profession of arms in Canada. From this
institutional perspective, which draws together functional and
professional considerations, this manual thus emphasizes
both what CF leadership is about and how the role should
be performed.

“The fundamental purpose of the Canadian profes-
sion of arms is the ordered, lawful application of
military force pursuant to governmental direction.”

Duty with Honour:
The Profession of Arms in Canada

Why a new leadership manual now? Admittedly, many of the
time-tested adages and principles of military leadership that
have evolved in previous centuries continue to remain valid
for what some are calling the post-industrial or post-modern
era. There is a high degree of behavioural consistency in the
history and practice of managing violence.

“In any Army, in any time, the purpose of ‘leadership’
is to get the job done. Competent military leaders
develop trust, focus effort, clarify objectives, inspire
confidence, build teams, set the example, keep hope
alive, rationalize sacrifice. For this century or the next,
there is little mystery about requisite leader compe-
tencies or behaviors. Desirable qualities and skills
may vary a bit, but the basic formula for leader
success has changed little in 2,000 years.”

Lieutenant-General (ret'd) Walter F. Ulmer Jr., US Army
In Military Leadership: In Pursuit of Excellence 4 ed.
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In spite of the continuity evident in the basic requirements of
military leadership, lessons learned during the transition
from the Cold War years and the recognition of many new
leadership challenges in an altered strategic and social envi-
ronment revealed that the CF leadership manuals written
more than 30 years ago were lacking in some respects.
Changed circumstances dictated that a more comprehensive
and forward-looking approach be undertaken to leader
development in the CE

“Peace, conflict and war have evolved and
converged. War is no longer a legitimate way for
us to pursue interests in many circumstances, yet it
will recur. The uncertain future environment puts a
premium on a broad understanding of politics,
economics, military affairs, and information in the
context of our own society, and those we deal
with. Soldiers cannot expect to be successful

if they confine themselves to the study

of military or technical subjects.”

Major David Last
In Contemporary Issues in Officership: A Canadian Perspective

Taken together, Officership 2020 and NCM Corps 2020 sub-
stantiate and provide strategic guidance for the development
of the CF leadership cadre over the next decade and beyond.
This leadership manual is one element of the strategic
program of leadership reform that was launched to enhance
leader capabilities for a variety of new and expanded roles. It
contains a key part of the common body of knowledge all
military professionals (Officers and NCMs, Regulars and
Primary Reservists) are expected to master, and should
contribute to the design of progressively structured
CF leader-development programs.

+ The Introduction provides a thumbnail sketch of the
changing context of CF leadership, highlighting the
major factors that are currently reshaping the practice of
military leadership.

Leadership in the Canadian Forces: Conceptual Foundations

+ Chapter 1 describes the broad functions of CF leadership in
relation to institutional effectiveness, distinguishes
between direct and indirect influence, provides a generic
definition of leadership as an influence process, and exam-
ines leadership in relation to command and management.

Chapter 2 introduces the CF concept of values-based
leadership. The model integrates the functional and
professional requirements of CF leadership and leads
directly and logically to a formal definition of effective CF
leadership. It is important to note that the institutional
values discussed in this chapter represent the common
dimensions of CF leadership and, therefore, apply to all
Officer and NCM leadership levels and ranks.

+ Chapter 3 extends the discourse on values-based leader-
ship with an explanation of the ‘rule of law’ and a summary
of CF leader obligations under the Constitution, statutory
law, military law, international law, and the law of
armed conflict.

Chapter 4 elaborates on the meaning of effective CF
leadership by specifying, for each major dimension of
institutional effectiveness, the basic duties and responsibil-
ities associated with the functions of leading people and
leading the institution. Traditional ‘principles of leadership’
are included in this discussion. In contrast to the focus on
common values in Chapter 2, this chapter shows how CF
leadership is differentiated across organizational levels
and positions.

+ Chapter 5 shifts attention from the content, or what, of
leadership to a series of chapters dealing with the processes,
or how, of leadership. The chapter provides a summary
of desirable leader characteristics and the various kinds of
position power and personal power that are the sources of
leader influence. This is followed by an overview
of the influence behaviours that make up the spectrum of
influence, including the pattern of influence behaviours
described as transformational leadership.



« Chapter 6 expands on the topic of leadership processes and
sketches out the ‘leading people’ function in relation to its
task orientation and the operational requirement for high
reliability performance. With reference to the leader-
follower-situation framework and the focus on tasks, the
chapter provides an overview of the major processes by
which tactical- and operational-level leaders generate
high-reliability performance: developing individual and
team/unit capabilities, building resilience, instilling the CF
ethos, improving situational favourability, and adaptively
managing performance in the conduct of operational mis-
sions and other tasks.

Chapter 7 provides a parallel overview of institutional
leadership processes, based on a general discussion of the
criterion of requisite capability and the leader-system/
institution-environment framework. With reference to
senior leader responsibilities for strategic and professional
capability development, the chapter discusses the major
processes by which senior leaders influence CF effective-
ness: adapting to the external environment, influencing the
external environment, achieving the internal alignment of
CF systems, and exercising stewardship of the profession.

Chapter 8 integrates concepts and material presented in
previous chapters in a comprehensive systems model of
CF leadership; the model is a variation and extension of
Gary Yukl's Multiple-Linkage Model of leadership and
group effectiveness. The remainder of the chapter outlines
the CF philosophy of leadership under the rubric of
values-based distributed leadership.

The Glossary defines key terms that appear in the text of
the manual in bold italic font.

APPLICATION

Throughout the manual, there is considerably more emphasis
on conceptual frameworks, theories, and principles than on
rote lists, leadership formulas, or behavioural scripts. While
drills and standard procedures work superbly in routine task
environments and predictable situations, they tend to limit
effectiveness in novel problem situations and in disorderly
unpredictable environments. In these latter circumstances, an
understanding of principles and concepts is the key to creative
and adaptive behaviour. It seems a reasonable assumption
that, in the kind of complex changing environment in which
the CF will be operating for the next decade or more, leaders
will have to be more analytical, flexible, and creative. This
manual, therefore, has something to say to CF leaders at all
levels about leadership as an adaptive capability and function,
but should be especially helpful to experienced leaders
(Officers in Developmental Periods 2 to 5, NCMs in
Developmental Periods 3 to 5) in rounding out their under-
standing of the theoretical foundations of leadership. Because
of the emphasis on the antecedents, behavioural dimensions,
and consequences of effective CF leadership, it should also be
of particular interest to staffs involved in leader selection,
development, and evaluation.

Some people object to the use of causal models, behavioural
analysis, and other systematic efforts to identify underlying
regularities in leadership. Quite rightly, they claim that such
knowledge will not necessarily make someone a leader, just
as the mere knowledge of the principles of flight and flight
rules will not make someone a pilot. On the other hand, to
assert that leadership somehow defies rational analysis, or to
otherwise perpetuate a leadership mystique, is not helpful.
Leadership is a practical performing art, prized in military
forces because of its decisive effects in preparing people for,
and getting them through, trying circumstances. The point
worth contemplating, however, is that leaders make use of
everyday processes of relationship building and social
influence to get things done. Hence, an understanding of
these processes and insight into how they might be most
appropriately applied can improve individual and collective
performance.

Preface
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It is the thesis of this manual that, as with any art, theory has
practical value, and can help people who already have an
interest in leading and some talent for the role to be more
effective as leaders. The manual attempts to strike a balance,
therefore, between the “technical” and “heroic” dimensions of
military leadership. It is hoped that the concepts presented
and discussed in the manual will stimulate the professional
thinking of CF members who already occupy leadership
positions or who otherwise aspire to lead. It is also hoped
that the examples of effective military leadership illustrated
throughout the manual will inspire leaders in training to be
good leaders and the many fine leaders currently serving in
the CF to be even better leaders.

OFFICE OF PRIMARY INTEREST

The Director of the Canadian Forces Leadership Institute is
responsible for the content, production, and publication of
this manual. Suggestions and queries may be forwarded to:

Director

Canadian Forces Leadership Institute

Canadian Defence Academy PO Box 17000 STN FORCES
Kingston ON K7K 7B4
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Introduction

The Changing Context
of CF Leadership

As reflected in a broad array of tasks across the
spectrum of conflict, the mission of the Canadian
Forces (CF) is to defend Canada and Canadian
interests while contributing to international
peace and security. Leadership in the CF is about
serving this mission. Whether Officers and NCMs
are formally appointed to positions of responsi-
bility and authority or temporarily assume
leadership roles, the primary duty of CF leaders,
broadly speaking, is to use their authority and
influence to accomplish the defence mission in a
professional manner. Leaders in the CF have
related and correspondingly broad duties to
build an internally co-ordinated and cohesive
institution, to take care of the men and women
who serve in the CF, and to develop, adapt, and
improve military capabilities in the face of
changing conditions and emerging challenges.

The world has undergone a number of significant alterations
since the end of the Cold War and these changes have, in
turn, affected the role requirements and practice of
leadership in the CE New leader responsibilities, requiring
new or enhanced competencies, have arisen as a result of
globalization, changes in the security environment, a
changing human resource environment, and a changing
public environment.

THE GLOBALIZATION ERA

“The globalization system, unlike the Cold War
system, is not frozen, but a dynamic ongoing
process. That's why | define globalization this way: it
is the inexorable integration of markets, nation-
states and technologies to a degree never witnessed
before — in a way that is enabling individuals, corpo-
rations and nation-states to reach around the world
farther, faster, deeper and cheaper than ever before,
and in a way that is enabling the world to reach into
individuals, corporations and nation-states farther,
faster, deeper and cheaper than ever before.”

Thomas L. Friedman
The Lexus and the Olive Tree

In his 1999 book, The Lexus and the Olive Tree:
Understanding Globalization, Thomas Friedman explains the
changeover from the Cold War world - and the way that
system of power, ideas, and technologies shaped the
domestic and international politics and commerce of just
about every country in the world - to a new international
system that goes by the name of “globalization.” Made
possible by a confluence of ideas, technologies, and
structures of power, globalization has also ushered in new
capabilities and new threats. Microchips, computers, satellite
communications, digitization, the miniaturization of
technology, fibre optics, the Internet, and other information
technologies have made the world more interconnected and
have given individuals, organizations, and states unprece-
dented reach. Information travels faster and further, has
greater potential for influencing at a distance, and demands
quicker responses. According to Friedman, unlike the stark
dualism and ponderous posturing that characterized the
bipolar Cold War world, globalization’s dominant features are
integration, dynamism, and speed. Industrial and military
power, formerly measured in mass and weight, are now

Introduction - The Changing Context of CF Leadership
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measured in speed and agility. Meanwhile, Cold War fears of
nuclear annihilation have given way to anxieties about rapid
change, individual and organizational obsolescence, and the
lethal potential of globally networked individuals and groups
operating outside the structure and authority of the
nation state.

In the domain of defence and security, there have been two
major effects of globalization and its enabling technologies.
First, within the battle space, however broadly or narrowly
defined, it has made large amounts of information and a
common operating picture more readily available to all
organizational levels. This capability cuts two ways. In many
scenarios, information capabilities make it possible for
military leaders to decide and act quickly, and also to simplify
co-ordination and delegate decision-making authority
down the chain of command so that subordinate
commanders can also act independently and quickly if and
when necessary. On the other hand, it provides an improved
facility to centralize information and decision-making (i.e., to
micro-manage). Whether requirements for increased respon-
siveness will result in new forms of military organization and
methods of exercising control (e.g., swarm systems') remains
to be seen, but the complex adaptability envisaged by some
military theorists may not be achievable within traditional
hierarchies or under a philosophy of highly centralized
authority and decision-making. According to one view of the
future military organization, the new operating environment
will oblige leaders to rely less on the exercise of formal
authority within an inflexible hierarchy, and more and more
on informal networked communications and decentralized
decision-making. These conditions and requirements clearly
heighten the importance of mission command and
distributed leadership’ practices to effective functioning. The
latter idea simply means that people at all levels are assumed
to have some capacity for leadership, that they have the situa-
tional awareness to make informed judgments, and that they
posses sufficient professionalism to take the initiative and
assume a leadership role if and when circumstances require.

"A robustly networked force will greatly improve
information sharing, allowing decentralized and
dispersed forces to more efficiently communicate,
manoeuvre and conduct non-contiguous operations.
It will be able to share a common awareness and
understanding of both the battle space and the
commander’s intent. Greatly enhanced peer-to-peer
interactions and a rich array of connectivity will
increase agility and innovative low-level problem
solving abilities through shared lessons-learned and
best practices.”

CF Strategic Operating Concept

Second, and more generally, the new “Fast World” created by
globalization has, as Friedman and others have noted, created a
backlash among those crushed, displaced, or left behind by
rapid and ruthlessly competitive change. Even in the developed
world, there are many who are critical of globalization’s
impoverishing and anti-democratic effects’® or who otherwise
resent globalization’s undermining of traditional power
relationships, social structures, and values. Tronically, the very
democratization of technology, finance, and information which
globalization has created has also provided its critics and
disaffected groups with asymmetric capabilities that they can
adapt to either legitimate opposition or violent purposes.

“Because globalization has brought down many of
the walls that limited the movement and reach of
people, and because it has simultaneously wired the
world into networks, it gives more power to
individuals to influence both markets and
nation-states than at any time in history.... Some of
these Super-empowered individuals are quite angry,
some of them quite wonderful — but all of them are
now able to act directly on the world stage.”

Thomas Friedman
The Lexus and the Olive Tree

' A swarm is a collection of autonomous members (e.g., flock of birds, swarm of insects) which behave in a co-ordinated way even though no particular member
exercises control. As described by Thomas Adams, swarm systems have four characteristic features: they are self-organizing; there is little or no central control;
sub-units are autonomous; and there is high connectivity among sub-units. “The Real Military Revolution,” Parameters, Autumn 2000.

* These terms and other terms that appear in bold italics can be found in the Glossary.

> For a critique of misguided globalization strategies, see especially Joseph E. Stiglitz, Globalization and its Discontents 2" ed. (New York: W.W. Norton), 2003.
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A CHANGING SECURITY
ENVIRONMENT

“Particularly influential trends include asymmetric
warfare, the proliferation of WMD [weapons of mass
destruction], and continuing instability and conflict
around the globe.”

Military Assessment 2002

Over the past decade or so, the unambiguous threat posed by
the former Soviet Union and the stable balance of nuclear
terror that characterized the Cold War have been displaced by
a ‘new world disorder’ of latent threats, regional instability,
and loosely networked anarchy. Historical enmities between
countries and peoples have persisted in several regions, as
has the threat of war between states. Technology has raised
the security stakes by making it possible for even Third
World nations to arm themselves with nuclear and biological
weapons. Meanwhile, warfare has also undergone a major
devolution - from nation-states to other entities. For exam-
ple, ethnic conflicts within states involving regulars, irregular
militias, and armed gangs have become more frequent and
more vicious, in some corners of the world transforming the
machete into a weapon of mass destruction. The parties
involved in these conflicts too often show no regard for the
law of armed conflict or other moral restraints, and the
resulting genocides, ethnic cleansings, and man-made
refugee problems create strong pressures for military-
stabilization and humanitarian interventions. Similarly,
fanatical cults and terrorist groups, some with global reach,
attack both military and civilian targets, spreading fear and
anxiety, upsetting the global economy, and necessitating
extensive and costly security measures. Globally disruptive
conflicts within states and threats of indiscriminate
destruction by fringe groups and organizations have become
normal features of the post-Cold War world.

“Whether universally popular or not, there is
growing recognition worldwide that the protection
of human security, including human rights and
human dignity, must be one of the fundamental
objectives of modern international institutions.”

International Commission on Intervention
and State Sovereignty
The Responsibility to Protect

What has remained constant for the CF throughout this
transformation and expansion of warfare is the requirement
to assure Canada’s security. What is different is that the array
of threats has become broader and the frontiers of national
security have moved outward and gone global. These
developments have strengthened the argument for continu-
ing to contribute to peace and security abroad. Defending
Canada and contributing to international peace and security
constitute the stated role of the CF, and by extension, are the
chief responsibilities of the men and women in uniform who
provide its leadership. Military leadership has never been an
easy undertaking, but in today’s strategic, military, social,
and domestic environments, it has become an especially
complex and demanding activity.

In the operational arena, things that used to be distinct and
separate, like peacekeeping and warfighting, have become
blended activities and often also involve political, humani-
tarian, and nation-building dimensions. Operational forces
are typically multi-national in their structure, and task-force
commanders must also work in co-operation with other
government departments, security forces, civil agencies, and
non-governmental organizations (NGOs). Reflecting these
new realities, the CF Strategic Operating Concept identifies
as a fundamental principle the ability to conceptualize, plan,
and conduct operations within a joint, inter-agency,
multi-national, and public framework.

“While the role of the commander in an armed
conflict is vitally important for victory, in the context
of a limited war the commander must come to terms

with an environment that can be described as
confining and complex. As part of his ‘battle space’,

a commander must now confront the refusal to

accept any deaths — the casualty-aversion syndrome
that is pervasive in American culture — as well as
political constraints or interference in the conduct of
the war, and the quest for a clean war without
collateral damage or civilian victims.”

Colonel Alain Boyer
“Leadership and the Kosovo Air Campaign”

Introduction - The Changing Context of CF Leadership
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Hence, whether engaged in combined, joint, or inter-agency
operations, military leaders are obliged to strive for cultural,
as well as technical and doctrinal, interoperability. They
have to be open to new knowledge and different points of
view, respect differences, and be able to influence others on
the basis of principles and strong interpersonal skills.
Because decisions and actions taken at the tactical level
can have strategic consequences, they must be skilled in
reconciling politically constrained mandates with the pull of
moral instincts. They must also be able to balance the free-
dom of military action granted under a mission-command
philosophy with the restrictions imposed by sometimes
complex rules of engagement. The authority of command
and technical proficiency, once considered adequate for Cold
War-era leader development, are not enough in today’s
environment. The CF needs a new type of military
professional and leader, one in whom the qualities of the
warrior-technician are supplemented with the skills of the
soldier-diplomat. The CF needs leaders — both commis-
sioned and non-commissioned — who are broadly educated,
who understand this new interconnected and volatile
world, and who are expert in conflict resolution in its
broadest sense — from traditional warfighting to humanitarian
and nation-building interventions.

“The continuing revolutions in the areas of global
conflict, societal values, resource management, and
especially in information and technology, all demand
that the officer of tomorrow possess the knowledge
and skills to be an integral component of a new
multi-disciplined knowledge-based generation of
leaders. It seems obvious that rigorous intellectual
development is becoming the overriding, if not the
governing factor in the operational and corporate
success and effectiveness of the future

Canadian Officer Corps.”

Lieutenant-General (ret'd) Roméo Dallaire

Foreword to Contemporary Issues in Officership:
A Canadian Perspective
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A CHANGING HUMAN
RESOURCE ENVIRONMENT

In addition to adapting to new operational requirements, CF
leaders must also adjust to the changing characteristics of
the recruit pool and the equally shifting composition of the
armed forces. Over the past several decades, the demographic
make-up of Canada has become less Western European and
more ethnically and racially diverse. In accommodating
ethno-cultural value differences, the challenge for CF leaders
is to promote a common understanding and acceptance of
the military’s professional values, especially as they relate to
Canadian civic values. The CF recruit population is also
becoming more varied in terms of age and marital status.
The traditional youth recruitment base is shrinking, compe-
tition in the labour market is increasing, and the CF has had
to make an effort to attract older and often better-qualified
applicants. Meanwhile, social attitudes among Canadians
have become more liberal and individually focused, largely
as a result of social legislation, continuing upward trends in
educational attainment, and improved access to information.
One parallel development is that trust in public institutions
and deference to authority are down, while independent
judgment and awareness of individual and minority rights
are up. Taken together, these changes mean that, to be
effective in building individual commitment and teamwork,
leaders will have to demonstrate strong interpersonal skills,
a willingness to be open and candid with their subordinates,
and behaviour that is both mindful of differences in
maturity and conscientious in addressing individual and
group concerns.

"Today'’s soldiers are older and better educated than
their World War Il counterparts. Most are married,
have children, and are more than capable of making
their own decisions; they therefore expect and
demand that their experience, expertise,

and professionalism be respected.”

Colonel Mike Capstick
In The Human in Command



A CHANGING PUBLIC ENVIRONMENT

In contrast to the ambivalence and low level of interest
generally displayed by the Canadian public and the national
media toward the CF during the Cold War, recent years have
witnessed an increase in the attention paid to the military. A
number of factors have contributed to this turnabout, not
least of which are the general decline in privilege of public
institutions, improvements in communications, and greatly
enhanced access to official information and documents.
More to the point, scandals relating to a number of serious
professional failures and several reported weaknesses in the
treatment and support of CF members not only provoked
public concern about the internal management of the CF but
have resulted in closer scrutiny of its functioning. On the
other hand, the political and human-interest aspects of
peace-support operations, the successes of CF units and
contingents on these assignments, and the costs in lives and
distress associated with such operations have elicited consid-
erable public appreciation and support. This recent period of
history underscores for all military leaders the important
linkage between professionalism and public image, trust,
and confidence.

SUMMARY

Today’s leaders in the CF must deliver on a broad range of
demanding operational roles within a limited resource base,
must continue to strive for a common identity and teamwork
within a more varied and complicated human resource
landscape, and must also satisfy heightened expectations of
military professionalism. And all this must be accomplished
in the context of traditional defence responsibilities.

In his classic work, The Soldier and the State, Samuel
Huntington wrote that the military professional is by neces-
sity a conservative realist, who sees the inherent weaknesses
of human nature as the primary cause of conflict, and the

persistence of conflict in human history as the incontestable
rationale for maintaining strong military forces. This is the
continuing business of CF leaders - resolving conflict
through preventive interventions if possible and force of
arms when necessary, and developing the necessary military
capabilities that will assure the CF’s success in its military
assignments. There is little indication that the need for either
of these competencies will soon become obsolete, even in a
rapidly changing world.

“In the twenty-first century, realism is appropriate
to a Hobbesian world in which there is no global
Leviathan monopolizing the use of force to punish
the Unjust.... The world is still a place where various
powers representing different values and different
degrees of altruism compete - often violently.”

Robert Kaplan
Warrior Politics

“War and defense remain the ultimate rationale of
nation states. One of the dubious clichés of our time
is that globalization is undermining this rationale. A
new interdependence might be emerging in the
economic realm, but there is no discernible
alternative to the nation state as the chief provider
of foreign and domestic security for human
populations. Commerce may be borderless,

but human beings cannot be. They need secure
territories to live in, and these can only be provided
by states with monopolies over the legitimate

use of force.”

Michael Ignatieff
Virtual War: Kosovo and Beyond
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Leadership Concepts

The effectiveness of the CF in fulfilling the
defence mission depends on many capabilities —
including but not limited to information and
weapons technologies, force structure and
organization, equipment and personnel support
systems, operational doctrine and training, the
skills and commitment of both people in uniform
and those who support them, communications
and teamwork, and how capably all of these
elements are integrated and commanded.
Leadership contributes to CF effectiveness
through all these dimensions, but in qualitatively

different ways.

“Leadership is at the service of
collective effectiveness.”

Stephen Zaccaro & Richard Klimoski
The Nature of Organizational Leadership

In this chapter, we briefly consider leadership from five
different but jointly supporting points of view:

* The systems perspective* of performance and effectiveness
highlights the pervasiveness of leader influence. Leaders
obviously influence people within their teams and units
but they also influence group, unit, and organizational
characteristics that contribute to performance and
effectiveness. Likewise, they can influence the general envi-
ronment in which their team, unit, or the CF functions.
These ideas are subsequently taken up in the discussion of
direct and indirect influence.

« Stratified systems theory is used to distinguish between the
major functions of leading people in the accomplishment of

day-to-day missions and tasks and leading the institution by
developing and sustaining the strategic and professional
capabilities needed by the CF to meet future challenges.

Leader effectiveness is usually assessed through the lens
of individual effort and accomplishment. A complementary
and arguably more powerful notion is introduced in this
chapter and is periodically alluded to throughout the man-
ual. This idea emphasizes the importance of a cohesive and
professional leadership team to maintaining unity of effort.

The general definition of leadership as a goal-directed
process of social influence is used to tease out its essential
characteristics — the kinds of influence implicated, the role
played by intent, who can be a leader, and what criteria
should be considered in evaluating leadership.

Finally, leadership is considered in relation to the concepts
of command and management — how influencing others
can, and normally does, make use of the broad formal
authority that typifies command and management, and
how influencing others can also occur independently of
formal authority and organizational position.

A SYSTEMS PERSPECTIVE

Organizational theory regards individual and collective
performance and effectiveness in organizations as the
products of three different categories of variables: individual
characteristics, group characteristics, and organizational or
institutional characteristics. Performance and effectiveness
are obviously affected by the skills, abilities, and other
personal qualities that individuals contribute to their work
groups and to the organization as a whole. Various group
characteristics - structure, communication patterns,
group leadership, and so on - also either function as force
multipliers or, if they are not optimal, as encumbrances on
individual and group performance. Similarly, features
common to the entire organization (or institution) - its tech-
nology, operational doctrine, and HR policies - can enhance
or hinder performance and effectiveness.

* As described in general systems theory, a system is any physical, mechanical, organic, social, or other entity that maintains its existence through the mutual
interaction of its parts and whose emergent properties are greater than the sum of its parts.

Leadership in the Canadian Forces: Conceptual Foundations



Based on these ideas, Figure 1-1 provides a notional systems
view of institutional performance and effectiveness as it
might apply to the CE The term institution is used here in the
sociological sense of an enduring social structure possessing
a distinctive set of norms and values and designed to serve
some broad role in social life. If we distinguish between
generic organizational characteristics arising from the CF’s
functional role, and professional attributes reflected in the
CP’s distinctive values and norms, the institution can be
viewed as incorporating both.?

As suggested by Figure 1-1, leadership, whether examined at
the group/unit level or at the strategic level, is only one of
many variables that contribute to collective performance. On
the other hand, leaders not only influence people, as their role
is conventionally understood, but they also create and shape
group and institutional characteristics.

Figure 1-1 | Systems view of institutional performance and effectiveness.

Operatinnal dactrine

HE policies & practices

* By this definition, the CF and each of the Environmental Commands can be considered institutions. As Canadian military history up to unification shows, each of
the former navy, army, and air Services functioned as self-sufficient organizations performing a broad professional role in society.
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This systems perspective of performance and effectiveness
helps to reveal the major levers that CF leaders can use to
influence performance and effectiveness. Leaders can influ-
ence individual characteristics, group/unit characteristics,
and institutional characteristics. At least, this is the leader’s
role internal to the group, unit, or CE However, if we think of
the group, unit, or CF as an open system, that is, as a system
that interacts with its external environment in various ways,
then we see that leaders can also influence individuals, agen-
cies, and circumstances beyond the boundaries of their
group, unit, or the CF (this is the leader’s boundary-spanning
role). Thus, while leaders are formed and conditioned by
their social environment and culture to a significant degree,
it is also true that they may reflexively shape and modify
their environment. A leader’s influence, in other words, is
potentially without limit, and a great leader may transform a
nation, the world, or history itself.

MAJOR LEADERSHIP FUNCTIONS

According to stratified systems theory, leader functions
differ according to the increasing complexity of tasks that
occurs from the bottom to the top levels, or strata, of an
organization. Tasks increase in complexity because of the
greater variety of responsibilities encountered, the larger
number of factors and their interactions to be considered,
more uncertainties, and longer time spans of activity. For
example, in the CE there are obvious differences between
what CF leaders at junior rank levels do (team, section,
sub-unit) and what leaders at more senior ranks do (forma-
tion, Command, National Defence Headquarters). These
differences are directly related to the scope and complexity of
responsibility, size of unit led, and the time horizon for
planning and action.

At lower-to-middle and some senior levels of CF rank and
leadership, the primary function of most Officers and NCMs is
to develop and execute near-term plans and to solve
real-time problems through others. They perform tasks and
accomplish missions. The dominant form of leadership
involves ‘leading troops’ - that is, exercising direct, face-to-face
influence on individuals, teams, units, and higher
formations in the execution of operations and implementation
of policy. In the main, we can characterize this function of the
leadership cadre as leading people. Hence the individual
attributes and competencies selected for and developed in the
initial and subsequent stages of a CF leader’s career should
concentrate on those capabilities required for leading teams,
units, and higher formations.

Leadership in the Canadian Forces: Conceptual Foundations

Conversely, at senior rank levels, the responsibility and
authority to oversee system performance, develop system
capabilities, and make major policy, system, and organiza-
tional changes usually increase. Moreover, the circle of people
subject to routine directive leadership typically gets smaller,
often limited to immediate subordinates and staff, while the
collegial network on the other hand gets bigger. We can
characterize the primary function of senior leaders, as well
as middle-rank Officers and some Chief Warrant Officers
employed on higher-level staffs, as anticipating and creating
the conditions necessary for operational success and CF
effectiveness, or leading the institution. Senior leaders sus-
tain and develop strategic (and professional) capabilities. It
follows that the competencies and skills developed in CF
leaders who show potential for senior command and
staff positions should be those needed for the effective
performance of strategic functions.

Figure 1-2 | Major CF leadership functions in relation
to rank.

o
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Figure 1-2 provides a schematic representation of these
broad leadership functions and how they are roughly distrib-
uted by rank level. It must be emphasized that the correlation
between rank and leadership function is not perfect. For
example, some officers at very senior ranks may be called
upon to act as operational force commanders - a leading
people function. Equally, some officers at intermediate rank
levels may have duties that support strategic activities and
objectives. Furthermore, between the end-points of this
functional continuum, there is a transitional zone in which
CF leaders may be more or less equally engaged in both
functions. They may have responsibilities for the routine



face-to-face direction of large staffs and, additionally,
for managing organizational systems or sub-systems which
support or contribute to strategic CF capabilities.

Leading people involves developing individual,
team, and unit capabilities and using those
capabilities to execute tasks and missions.

Leading the institution is about developing

and maintaining the CF's strategic and professional
capabilities and creating the conditions for
operational success.

LEADING PEOPLE

“In Holland on the night of 25%-26t" February, 1945, the
15t Battalion, The Queen’s Own Rifles of Canada launched
an attack on the hamlet of Mooshof, to capture ground
which was considered essential for the development of
future operations.

Sergeant [Aubrey] Cosens’ platoon, with two tanks in
support, attacked enemy strongpoints in three farm
buildings, but were twice beaten back by fanatical enemy
resistance then fiercely counter-attacked, during which
time the platoon suffered heavy casualties and the platoon
commander was killed. Sergeant Cosens at once assumed
command of his platoon, whom he placed in a position

to give him covering fire, while he himself ran across

open ground under heavy mortar and shell fire to the one
remaining tank, where, regardless of danger, he took up
an exposed place in front of the turret and directed his fire.

After a further enemy counter-attack had been repulsed,
Sergeant Cosens ordered the tank to attack the farm build-
ings, while the four survivors of his platoon followed in
close support. After the tank had rammed the first building,
he entered it alone, killing several of the defenders and
taking the rest prisoners. Single-handed he then entered
the second and third buildings, and personally killed or
captured all the occupants...

The outstanding gallantry, initiative and determined
leadership of this brave N.C.O. ...resulted in the capture
of a position which was vital to the success of future
operations of the Brigade.”

Victoria Cross Citation

LEADING THE INSTITUTION

“Vice-Admiral Harold Taylor Wood Grant, CBE, DSO, CD,
took command of the Royal Canadian Navy (RCN) as the
fifth Chief of the Naval Staff (CNS) on 1 September 1947
when it was at its lowest ebb of the post-war period.

Grant faced the daunting task of rebuilding the peacetime
Canadian Navy into an effective force with recruits from a
society and for a nation that had both been transformed
substantially by the Second World War. During his four
year tenure, he would adopt Anti-Submarine Warfare
(ASW) as the Navy's primary role and inaugurate the
construction of a new fleet of Canadian designed destroyer
escorts. These decisions set the course for a rapid expan-
sion of the Navy to meet the challenges of the Cold War
and large commitments to the North Atlantic Treaty
Organization (NATO). Grant also had to overcome severe
personnel problems and reorient the administrative and
cultural structure of the Navy to meet the demand

for change....

He readily embraced the new commitments to NATO

and the ASW role for the RCN. He was particularly vigor-
ous in his efforts to improve professional opportunities,
conditions of service, and welfare for the sailors and

their families. ... Grant made the difficult transition to

an American orientation during his tenure as CNS... This
was particularly evident in Grant's decisions to sustain
naval aviation, to introduce USN standards of habitability
in ships, and to adopt USN tactical doctrine and communi-
cations procedures.”

Captain (N) Wilfred G. Lund
In Warrior Chiefs: Perspectives on
Senior Canadian Military Leaders
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INDIVIDUAL AND
DISTRIBUTED LEADERSHIP

Another way of thinking about how leaders contribute to CF
effectiveness is to distinguish between the efforts and
accomplishments of singular individuals who stand out in
times of danger or crisis and the combined effect of a
competent leadership cadre broadly and deeply distributed
throughout the organization. Conventional ideas about
leaders and their influence on people and organizations tend
to focus on heroic individuals and their efforts to alter
circumstances or shape events in a dramatic way. But no one
person can master and control everything in a large and
complex organization such as the CF, nor is it reasonable to
expect anyone to do so. From time to time, outstanding indi-
vidual leaders will make substantial contributions to the CE,
but, over the long haul, the effectiveness of the institution
will depend more on developing in breadth and depth a
strong Officer-NCM leadership team with a shared sense of
responsibility, professional identity, values, and purpose.

Distributed leadership is about sharing the responsibilities of
leadership, vertically and horizontally within teams, units,
formations, and the CF as a whole.

DIRECT AND INDIRECT INFLUENCE

Historically, leadership research, theory, and practical advice
have emphasized the personal face-to-face nature of leader-
ship and the associated techniques for directly influencing
subordinate performance, or one or more of its behavioural
elements, in a fairly immediate way. It has been increasingly
recognized, however, that leaders also significantly
affect behaviour and performance over the longer term by
modifying situational conditions to make them more
mission-favourable. These propositions logically follow from
the observation that behaviour is a joint function of what
attributes a person brings to a situation and conditions
at play in the organization and external environment
(Figure 1-1). Viewed in this way, leadership is obviously

Leadership in the Canadian Forces: Conceptual Foundations

about influencing people, but it is also about shaping the task
environment. Leaders make a direct contribution to
effectiveness through the immediate effects they have on
people and their performance - for example, by clarifying
individual and group roles and tasks, developing skills,
sharing risks and hardships, maintaining discipline and
morale, and encouraging high levels of effort and persist-
ence. Leaders contribute to military effectiveness indirectly
by designing and creating the group, organizational, and
environmental conditions that enhance individual and collec-
tive performance, such as a professional culture and identity,
cohesion, advanced doctrine, force structure, equipment, and
human resource programs and services that support
members and ensure their fair treatment.

Direct influence — means face-to-face influence on
others which has an immediate effect on their
ability, motivation, behaviour, performance,
attitudes, or related psychological states, or which
progressively modifies the slow-growth attributes of
individuals and groups. Verbal direction, goal
setting, practice training, coaching, contingent
reward and discipline, performance monitoring and
feedback are examples of direct-influence
behaviours which have immediate effects;
intellectual development through education and
value development through professional socializa-
tion tend to have incremental and delayed effects.

Indirect influence - refers to influence on others
mediated by purposeful alterations in the

task, group, system, institutional, or environmental
conditions that affect behaviour and performance.
Changes in the content and delivery of training
programs, technology, organizational structures

and procedures, administrative policies and
services, and organizational culture are examples of
indirect influence.



Figure 1-3 | Relative importance of direct and indirect
influence to leadership functions.
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Figure 1-3 illustrates the relationship of these influence
processes to the major functions of CF leadership. Clearly,
direct and indirect influence processes apply to all levels of
leadership - from every Junior NCO to the Chief of the
Defence Staff — but direct influence processes are more
commonly used when leading people in the performance of
day-to-day operations and activities, whereas indirect
influence is more typical of institutional leadership. That
said, both direct and indirect kinds of influence are critical to
leader effectiveness, and the way they work can be expressed
in two general principles:

+ Direct Influence Principle: To contribute to CF
effectiveness directly, leaders develop and capitalize on
people’s capabilities, and take appropriate action to
correct or compensate for their deficiencies.

* Indirect Influence Principle: To contribute to CF
effectiveness indirectly, leaders establish or modify
task, group, system, institutional characteristics and
environmental conditions that enable or enhance
individual and collective performance, and attempt to
neutralize or adapt to situational factors that
constrain performance.

THE NATURE OF LEADERSHIP

There are almost as many different definitions of leadership
as people who have defined it. Most people who have studied
and written about leadership agree that, at a minimum, it is
an influence process that occurs in human groups engaged in
collective action, and that those people who do more of the
influencing are said to perform a leadership role. At a
socio-biological level, leadership in human groups is related
to the kind of hierarchical dominance found in all social
animals and equally to the mutual influence that is a feature
of social co-operation.

“Whenever people become involved in joint
activities, a leadership structure develops.”

Edwin P. Hollander
The Handbook of Social Psychology

Variation in the definitions of leadership is often a reflection of
differences in the societal or cultural purposes leadership
serves, for example, political leadership, community leader-
ship, organizational leadership, recreational leadership, or
religious and moral leadership. To varying degrees, leadership
definitions tend to be functionally and culturally bounded,
across both time and place. As a result, some definitions limit
or qualify the importance of formal authority; others require
willing compliance from followers. Some stress the
importance of a shared or group objective. In the most broadly
applicable and inclusive sense, however, leadership may be
defined 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.

This definition is generic and value-neutral. It is broadly
inclusive of all forms of leadership across a wide range of set-
tings and times. It makes no statements or intimations about
what might be good or bad, effective or ineffective,
leadership. More specifically, this definition states or implies
the following:

+ Leadership may be based on either or both the formal
authority that comes with rank and position and an
individual’s personality and related characteristics.

Because direct, face-to-face influence is the primary form of influence at the team, squad, unit, and formation levels, U.S. Army leadership doctrine describes

leadership at these levels as Direct Leadership (Department of the Army, FM 22-100 Army Leadership: Be, Know, Do (Washington, DC), 1999). CF doctrine
recognizes that, while influence at these levels is often exercised directly, this is not exclusively the case.
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» Consistent with the idea that influence may be exercised in
a face-to-face way or by altering the team, unit, and organi-
zational characteristics that condition behaviour, the dual
importance of direct and indirect influence is recognized.

Leadership is not limited to formal structures and process-
es of control over others. In addition to formal authority, it
includes other influence processes (e.g., persuasion,
consultation, exchange tactics, coalition building) that not
only reach down to subordinates but also extend laterally
and upward in social and organizational structures. Such
influence may also be exercised outside organizational
boundaries, for example, tactically in a joint, multi-
national, or inter-agency operation, or strategically in
government, public, or international milieus to secure
support for high-level military or national objectives.

The exercise of formal authority or personal influence is
purposeful. Either implicitly or explicitly, leadership is
about setting, maintaining, or changing collective direc-
tion, and this distinguishes leadership from more casual
forms of social influence (e.g., peer or reference-group
influence). No value judgments are attached, however, to
the leader’s purpose; leader intent may fall anywhere along
the continuum of destructive to self-serving to socially and
organizationally beneficial behaviours.

intent — A mental formulation involving foresight of
some possible end and the desire to seek to attain it

The Oxford Companion to Law

+ The exercise of formal authority or personal influence need
not result in specific outcomes or the achievement of
particular goals to be deemed leadership; having an effect
on others is sufficient.

* The potential for leadership is tacitly recognized in
all members of a group. Leadership is viewed as both a
position-based social role, which can be obtained through
usurpation, appointment by superior authority, or
democratic election, and also as a distributed or temporarily
shared role, which may be assumed according to
situational demands and the capabilities and motivation of
group members (i.e., emergent leadership).

Leadership in the Canadian Forces: Conceptual Foundations

+ Leadership may be exhibited as a continuing pattern of
influence or in a one-time act.

Finally, no statements are made about the quality of follow-
er response. Leader intent may or may not be shared or
fully accepted by followers. If it is not, then they are likely
merely to comply with the leader’s direction; if it is, then
they are more likely to support the leader. Moreover, if they
become psychologically committed to the leader’s purpose,
we would probably describe the leader as inspiring,
charismatic, or transformational.

While the generic definition of leadership provided above is
helpful in setting conceptual boundaries for the study of
military leadership, it has limited practical value. It does not,
for example, provide any guidance on what CF leaders ought
to do or how they should conduct themselves to be consid-
ered good or effective military leaders. For the purposes of
shaping and evaluating CF leader behaviour, the issue of
central importance is how good or effective leadership is
uniquely defined in the CE That is the focus of this manual.
As will be seen, our definition of effective CF leadership is
directly tied to specific institutional values and the responsi-
bilities and competencies that derive from such values.

COMMAND, MANAGEMENT,
AND LEADERSHIP

Command is based on formally delegated authority, and this
feature is reflected in the NATO definition of command as “the
authority vested in an individual of the armed forces for the
direction, co-ordination, and control of military forces”
Command may also be described in terms of an array of func-
tions associated with an appointment or as a set of activities
related to those functions. As functions or activities performed
by a military commander, command typically includes, but is
not limited to, such things as planning, problem-solving and
decision making, organizing, informing, directing and
leading, allocating and managing resources, developing,
co-ordinating, monitoring, controlling, and so on. But the
essence of command is the expression of human will, an idea
that is captured in the concept of commander’s intent. Nearly
everything a commander does - planning, directing, allocat-
ing resources, monitoring — is driven and governed by the
commander’s vision, goal, or mission, and the will to realize or
attain that vision, goal, or mission. As such, command is the
purposeful exercise of authority — over structures, resources,
people, and activities.



“Command is the uniquely human activity of
creatively expressing will, but one that can be
expressed only through the structures and processes
of control. A commander, as a manifestation of
Command, is a human who works within a defined
military position with assigned authorities (i.e.,
control structures) to achieve mission objectives.”

Ross Pigeau & Carol McCann
In Generalship and the Art of the Admiral

Not all commanders have been or are good leaders, but
leadership is obviously a role requirement of command. By
means of either formal authority or personal attributes,
commanders must be able to influence others to act in
accordance with their intent or a collective purpose.
Leadership differs from command, however, in one
important respect. Whereas command authority may only be
exercised downward in the chain of command, through the
structures and processes of control, leader influence may be
exercised downward, laterally, and upward in a military
hierarchy. Leadership is not constrained by the limits of
formal authority. Individuals anywhere in the chain of
command may, given the ability and motivation, influence
peers and even superiors. Furthermore, so-called emergent
leadership operates completely outside the box of organiza-
tional authority, which is simply another way of saying that it
isn't necessary to be a commander to be a leader. But to be fully
effective, commanders must also be good leaders. The formal
authority that comes with rank and position must be
reinforced and supplemented by personal qualities and skills.

"Leadership... can be viewed as leveraging what
you are given to achieve far more.”

Michael Useem

The Leadership Moment:

Nine True Stories of Triumph and Disaster and
Their Lessons for Us All

Historically, CF leadership doctrine has treated management
as complementary to leadership and as a subsidiary function
of command. This is appropriate with respect to the resource-
management function, but is an inaccurate characterization of
management in general. Theoretical and empirical studies of
management clearly indicate that civilian managers have
many responsibilities and authorities comparable to those of
military commanders. Like command, management is based
on formal organizational authority, and like command, entails
responsibilities for a similarly broad range of functions -
planning, problem-solving and decision making, organizing,
informing, directing and leading, allocating and managing
resources, developing, co-ordinating, monitoring, controlling,
and so on. What clearly sets military command apart from
management are the unique authorities of military command-
ers to resort to large-scale lethal force, to compel subordinates
to go into harm’s way, and to dispense a distinct military
justice with substantial powers of punishment. But in other
respects, there are many functional similarities, including the
expectation that commanders and managers will not only lead
but that they will lead well.”

Rather than uncritically asserting that command and
management are different constructs, or that management is
a component of command, it is more accurate to say that the
general management role as practiced in civilian organiza-
tions is functionally equivalent to the command role in the
military. It is readily acknowledged, however, that the
resource-management function - with its emphasis on
dollars, quantitative methods, and efficiency - is a subordi-
nate element of both general management and military
command. It is this function that is often characterized as the
antithesis of, but a necessary complement to, leadership
and command.

” For several decades, there has been a running argument in management and leadership articles that managers and leaders are different kinds of people.
Typically, managers are disparaged as status quo rule-followers while leaders are romanticized as heroic visionaries. It may be useful at times to distinguish
styles of management and leadership in terms of a conservative-revolutionary, or passive-active, continuum, but there is no empirical evidence to support
the view that people in managerial and leadership roles can be neatly sorted into these opposite types.
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“Every successful senior military commander in
history has demonstrated, if not mastery of, at least
competence in managing resources. Whether
husbanding personnel, baggage animals,
ammunition, fuel, food or forage and ensuring that
these were provided at the right time and place, and
in the right condition and quantity, the skilled
application and employment of resources has always
been an enduring characteristic of good generalship.
Conflict between armed forces from peace support
operations to war creates a massive demand for
national resources, a demand that has increased
exponentially over the past century as warfare has
been successively and fundamentally altered by
industrialization, mechanization and digitization.”

Vice-Admiral Gary Garnett
In Generalship and the Art of the Admiral

The inter-relationships and interconnectedness of
command, management, and leadership functions often
make it difficult to disentangle the command, management,
and leadership effects achieved by individuals in positions of
authority. Hence favourable results tend to be attributed to
extraordinary leadership even when they may, in fact, be the
result of command or management skills, some combination
of all three, or other factors - including luck. This bias in
cause-effect reasoning and attribution has contributed
to what some theorists have described as “the romance
of leadership.”

“Years ago, Peter Drucker wrote that the administra-
tor works within the constraints; the manager
removes the constraints. Later, Abraham Zaleznik
claimed that managers merely manage; real leaders
lead. Now we seem to be moving beyond leaders
who merely lead; today heroes save. Soon heroes
will only save; then gods will redeem. We keep
upping the ante as we drop ever deeper into the
morass of our own parochialism.”

Henry Mintzberg
“Managing Quietly”

There are, however, a couple of circumstances in which a
leader’s influence is less likely to be confounded with
command and management effects. One is when influence is
purposefully and successfully employed to achieve personal
or organizational objectives by CF members who have little
or no formal authority over, or responsibility for, others. This
kind of influence, as noted earlier, is called emergent
leadership. The other circumstance involves position-based
leadership and occurs when the conditions for effective com-
mand have not been met. For example, the Pigeau-McCann
model of command® proposes that effective command
depends on balancing a commander’s authority with his or
her competence and level of responsibility. In the particular
case where the authority granted to a commander is
insufficient for the responsibility assigned (a condition likely
to result in “ineffectual command”), the personal qualities
and influence exercised by the commander can and may
compensate for the lack of formal authority.

Figure 1-4 summarily illustrates the functional inter-
relationships of military command, general management,
leadership, and resource management. The boxes labelled as
military command and general management signify the
boundaries of formal organizational authority, and include
representative functions associated with the commander and
manager roles. While there is clearly an overlap of command
and management functions (e.g., planning, decision making,
resource management, etc.), the unique authorities of
military command are also identified (i.e., the authority to
use large-scale lethal force, the authority to put others in
harm’s way, and the authority to dispense military justice).
Leadership is depicted as a function that is partially
embedded in the set of role requirements of appointed
commanders and managers, but also as behaviour that
occurs outside the boundaries of formal authority.

For a more comprehensive presentation of the model, see any one of the following articles: Ross Pigeau & Carol McCann, “Re-conceptualizing Command and

Control,” Canadian Military Journal, Spring 2002; “What is a Commander?” in Bernd Horn & Stephen J. Harris (eds.) Generalship and the Art of the Admiral:
Perspectives on Canadian Senior Military Leadership (St. Catharines, ON: Vanwell Publishing), 2001; “Redefining Command and Control,” in Carol McCann
& Ross Pigeau (eds.) The Human in Command: Exploring the Modern Military Experience (New York: Kluwer Academic/Plenum Publishers), 2000.
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Figure 1-4 | Inter-relationships of command, management, and leadership.
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As a concluding comment on the relationship between
leadership and command, Table 1-1 illustrates how the major
leadership functions introduced earlier in this chapter -
leading people and leading the institution - line up with the
levels of conflict and levels of command, as they are called,
and the corresponding roles played by civilian authorities
and military commanders at these different levels. At the
tactical and operational levels of conflict, for instance,
leadership and command are primarily exercised in a direct,
face-to-face way and are focused on the planning and
conduct of operations. At the national-strategic and military-
strategic levels of conflict, military leadership and command
are primarily concerned with developing military
capabilities in support of national security objectives and

allocating those capabilities to operational commanders so
that they can conduct assigned routine or contingency
operations.’ Moreover, at the highest level of command, the
national-strategic level, senior military leaders and
commanders must often apply their influence outside the
boundaries of the institution. As identified in Duty with
Honour, two dimensions of civil-military relationships with
the Government are involved here. The more important one
is advising Government on national security policy, the CF’s
capability requirements, and the employment of military
capabilities. The other is securing support from, and
co-ordinating activities with, other Government depart-
ments and outside agencies.

* There are some positions (e.g., SACEUR) that may require a commander to perform both strategic and operational roles, that is, to develop strategic capabilities
(lead the institution) and to personally conduct campaigns or direct operations (lead people).
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Table 1-1 | Relationship of major leadership functions to levels of conflict and command.
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What the preceding discussion illustrates is that, even if the
concepts of leadership, command, and management can be
made reasonably distinct and clear, reality does not always
present an uncomplicated or tidy picture. Command, man-
agement, leadership, and other functions are integrally rolled
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up in the behaviour and actions of one person, so that sort-
ing out what aspects of performance and effectiveness
demonstrate good leadership, what shows command, and
what reflects something else is not always possible.



SUMMARY

By taking a systems view of performance and effectiveness,
we can identify the major levers that leaders can use to
influence individual, group, and institutional performance
and effectiveness. This perspective also brings to light the
influence roles that leaders play both inside their group, unit,
or the CF and externally in the environment in which
they operate.

From lower to higher levels of responsibility and authority in
an organization, there are obvious changes in the focus,
scope, and time horizon of leaders. Generally speaking, the
leadership environment becomes more ambiguous and the
leadership task becomes more complex with increasing rank
and responsibility. At lower to middle rank levels in the CE,
Officers and NCMs appointed to leadership positions are
typically engaged in directing, motivating, and enabling
others to accomplish the day-to-day defence missions and
tasks that have been assigned to the CE This leadership
function is described as leading people. At higher rank levels,
senior leaders and their staffs are uniquely responsible for
sustaining current military capabilities while planning and
developing the strategic and professional capabilities needed
to ensure that the CF will remain effective into the
future. This leadership function is described as leading
the institution.

As commonly understood, leadership involves influencing
people to achieve some objective that is important to the
leader, the group, or the organization. Leaders also shape or
alter the environment or system in which people function and,
thereby, influence their behaviour and conduct. In other
words, leaders can influence people either directly or indirectly.
These ideas are expressed in the Direct Influence Principle and
the Indirect Influence Principle. While CF leaders at all rank
levels make use of both direct and indirect influence,
tactical and operational leadership requires a lot of direct face-
to-face influence. Strategic leadership, on the other hand, is
primarily concerned with creating the institutional and
environmental conditions necessary for operational success
and relies on indirect influence to a greater extent.

Leadership is an essential role requirement for commanders
and managers but is not the same thing as command or
management. Command is bounded by the authority
delegated to a commander and may only be exercised down
the chain of command. Leadership, on the other hand, may
be exercised by anyone, regardless of organizational position.
Moreover, purposeful influence, that is, influence intended to
achieve a CF objective, may not only be directed down the
chain the command but also up and across the chain of
command and even beyond the boundaries of the CE In sum,
leader influence works in concert with the formal authority
of command and management but also works independently
of such formal authority.
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Values-Based Leadership

In the preceding chapter, we described how
leadership generally contributes to CF effective-
ness, the major functions of CF leadership,
distinctions between direct and indirect
influence, how leadership is defined as an
influence process, and the relationship of leader-
ship to the broader functions of command and
management. To this point, leadership and a
number of related concepts have been treated in
a value-neutral and descriptive way. No mention
has been made of how good or effective
leadership is to be identified among the many
kinds of purposeful influence that are a common
part of human social activity. Nor has any
attempt been made to prescribe CF leader
behaviour - to specify what CF leaders ought to
do. This is because effective leadership can only
be defined in relation to how we conceptualize
organizational effectiveness. Leadership is, after
all, at the service of collective effectiveness.
Hence, defining effective leadership, and, more
specifically, effective CF leadership, requires a
discussion of what we mean by the effectiveness
of the CF as a professional institution. In other
words, defining effective CF leadership calls for
a discussion of institutional values, those
abstract qualities that tell CF members and their
leaders what organizational outcomes they
should strive to achieve and what professional
standards they should use to guide and regulate

their conduct.

Leadership in the Canadian Forces: Conceptual Foundations

A key proposition of values-based leadership is that the
guidance provided by core CF values is the ultimate recourse
and compass when explicit direction from superiors is
lacking, when dealing with ambiguous situations, or when
operating under competing demands and pressures. This
chapter outlines a CF effectiveness framework built around
CF values. The framework not only expresses what is of
critical and enduring importance to the CF in terms of
outcomes sought and the means of achieving them, but is
also the basis for defining effective leadership in the CE

Another major proposition of values-based leadership is
that, in trying to be true to several values at the same time,
leaders will occasionally experience tensions between two or
more values. Hence, a major challenge for leaders in the CF is
to try and balance the demands of equally valid but compet-
ing values. These issues are also explored in the chapter in
relation to risk and risk management.

We begin with an overview of the two general processes
by which behaviour is guided and regulated: the external
discipline imposed by others, and the internal discipline
engendered by personally accepted values. The advantages in
consistency, initiative, and adaptability provided by internal
discipline make the inculcation of self-regulatory ability in
others a key responsibility of CF leaders.

VALUES AND BEHAVIOUR

Behaviour is influenced and regulated in two fundamental
ways — by external and internal control processes. The exter-
nal regulation of behaviour involves the following basic
control processes: explicit guidance by a superior authority
concerning what is to be done, how, when, and to what
standards; supervision and monitoring to ensure directions
are being followed and the intended outcomes are achieved;
and the administration of feedback or punishment to correct
deviations from procedures or standards. These control
processes describe the basic elements of discipline in both
its enabling and punitive aspects.



THE DiscIPLINE TO KEEP GOING —
FALAISE POCKET AUGUST 1944

“Like the men of all battalions aiming at Falaise, relent-
lessly urged forward these past five days — particularly
those units that were chewed and decimated along
Verriéres Ridge. .. [Major] Suckling and company are
carrying on in a state of utter exhaustion, both mental
and physical. The long marches, weighed down with
personal equipment, shovels, weapons, and extra ammu-
nition for the Brens and Piats; the frantic digging-in at
each stop to get below ground as fast as possible to
gain shelter from shelling and resist the inevitable
counter-attack; and the never-ending tension that comes
from living, minute to minute, alert and ready to react to
every rustle of air, knowing that the worst could happen
at any moment — all combine to guarantee that those
who do survive attack after attack after attack exist at
the outer limits of their endurance, in a state of fatigue
that defies description....

How they sustain the will to carry on day after day,
risking death or crippling wounds, is a mystery. Long
after, reflecting on what he considered ‘the greatest
problem, the constant fear and anxiety which dulls the
mind and is absolutely unshakeable,” Major Suckling will
declare:... Over the years | had been well indoctrinated
with army discipline, and I'm sure this kept many other
people going too. I've always admired the resolution of
men who carry on solely because of their commitment to
a cause of righteousness. In my own case, it was simply
that | was more scared of what was behind me than
what lay ahead of me - which is the best reason | know
in favour of discipline. Weeks would pass before I got over
the shell shock or anxiety neurosis, and it was much later
before my mind settled down somewhat. While my body,
even at the age of twenty-six, became increasingly weary
to the point of exhaustion."

George G. Blackburn
The Guns of Normandy

External regulation and control are required when people:
(1) do not fully understand what is required of them, either
with respect to performance outcomes or standards of
behaviour; (2) lack knowledge or skill concerning how to
proceed; (3) are unwilling to comply with directions and
rules; or (4) are unwilling to furnish the effort necessary to
fulfill their responsibilities. External regulation and control
(discipline) will always be a feature of military service
simply because when people join the CF they lack the
understanding, knowledge, and skills to perform effectively
immediately on entry. Training and discipline develop habits
that are critical for coping with the demands and stresses of
typical military situations. Discipline is also useful in giving
people that necessary extra push when their determination
wavers or their effort fades.

As a means of exercising influence and control, however,
constant telling and close supervision have some serious
limitations. For one thing, the exercise of external influence
and control is extremely demanding of leader time and
effort. For another, everyone is bound to face a situation,
sooner or later, in which there is no superior to provide
direction and control, or there is no rule in the rule book to
cover the circumstances. Some problems cannot be solved by
habitual ways of thinking and acting. In fact, the complexity
of many contemporary military operations frequently
produces ambiguous and novel challenges that require
individuals to act independently and creatively. Values,
value-based norms of behaviour, and the processes of
internal regulation and control go a long way to providing the
guidance needed in such situations.

Self-regulation of behaviour depends on the acquisition,
through a variety of learning experiences, of societal and
organizational norms and standards of behaviour. It operates
according to the following control processes: routine
self-monitoring of behaviour; the evaluation of personal
behaviour against internal standards; and, depending on the
feelings resulting from self-evaluation (good or bad, pride or
shame), either reinforcement or modification of one’s
behavioural intentions and motivation.

Chapter 2 - Values-Based Leadership
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CF values are general expressions of what the CF stands for,
and they serve as institutional standards against which
personal behaviour can be judged. Hence, the more compre-
hensively members understand CF values and the more they
have internalized them, the greater their ability will be to act
as expected in the absence of explicit direction or external
controls. A general goal of training, education, and other
socialization processes is to develop individual judgment
and a capacity for self-regulation so that reliance on external
discipline is minimized. In the CF, the individual capacity for
such self-discipline largely depends on understanding and
internalizing the values of the institution.

“Values give an organization a self-ordering quality,
a kind of organizational ballast, which provides
direction and stability in periods of turmoil, stress,
and change. They give both leaders and followers a
basis for looking more confidently beyond the issues
of the day.... Effective leaders understand that core
values rooted deeply within the people who make
up an organization are the essence of its organiza-
tional culture and an enormous source of strength.”

Gordon R Sullivan & Michael V. Harper
Hope is Not a Method

ESSENTIAL OUTCOMES AND
CONDUCT VALUES

In its simplest terms, a value is a belief about what is centrally
important and hence what should take precedence in guiding
decisions and actions. Values influence and regulate behaviour
to the degree that they are embedded in institutional practices,
are seen to contribute to decision-making, are consistently
reinforced, are seen in action in critical-incident and crisis
behaviour, and are commemorated in ceremonies and tradi-
tions. In this way, they become part of the military culture and
ethos, and are transmitted through the general processes of
instruction and socialization to new generations of military
members. To be real, however, values must be credible, and to
be credible they must be publicly visible, consistent patterns of
behaviour, not just fine-sounding words or slogans.

CF values express what is centrally important to institution-
al functioning. In other words, CF values express our ideas
about CF effectiveness, and thus help integrate individual
and collective actions. Like values generally, these ideas
about effectiveness relate to both ends and means - that is,
CF effectiveness can be described in terms of essential
outcomes and conduct values.

value 1 n. The quality or property of a thing that
makes it useful, desired, or esteemed.... 2 n. An
abstract and general principle concerning the
patterns of behaviour within a particular culture or
society which, through the process of socialization,
the members of that society hold in high regard.
These social values, as they are often called,

form central principles around which individual and
societal goals can become integrated. Classic
examples are freedom, justice, education, etc....

Arthur Reber
The Penguin Dictionary of Psychology

Essential outcomes refer to important and desired goals,
results, or end-states — those key aspects of CF performance
that must be satisfied for the CF to be considered functionally
effective - for instance: is the CF successful in its missions?
does it have the capabilities to ensure future success?
Conduct, or instrumental, values are statements about how
the objectives of the CF may be legitimately pursued. Value
systems relevant to the concept of legitimacy include
Canadian civic values, the law, ethical principles and values,
and professional military values — all of which are embraced
within the Canadian military ethos. Taken together, essential
CF outcomes and conduct values are representative of the
functional imperative to ensure the territorial and political
security of Canada and the societal imperative to maintain
legitimacy in the eyes of Canadians and the international
community.!” They define CF institutional effectiveness in
the most complete sense.

"* See Chapter 3 in Duty with Honour: The Profession of Arms in Canada for a discussion of the functional and societal imperatives.
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At a high level of abstraction, Figure 2-1 portrays the general
structure of CF values as an effectiveness framework derived
from a consideration of these imperatives and applicable
models of organizational and professional effectiveness
(Annex A to this chapter explains the origins of the frame-
work). In this depiction, CF values comprise the essential
outcomes of Mission Success, Member Well-being and
Commitment, Internal Integration, and External
Adaptability, and the conduct values collectively described by
the Canadian Military Ethos (i.e., key civic, legal, ethical, and
military values). To the extent that the CF generally achieves
these outcomes in ways consistent with its conduct values, it
will be perceived as effective and maintain its legitimacy in
the eyes of the Government, the Canadian public, military
allies, and the international community. Perceived effective-
ness and legitimacy, in turn, affect a number of secondary
outcomes which are also of interest to CF leaders: the
professional reputation of the CE trust and confidence in the
CE, and public support for the CE

Essential Outcomes. As shown in Figure 2-1, essential out-
comes express four general dimensions of organizational
effectiveness as they apply to the CF: Mission Success,
Member Well-being and Commitment, Internal Integration,
and External Adaptability. The tendency in practice is
sometimes to put all the emphasis on mission success, or

Figure 2-1 | CF effectiveness framework.
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Experience has shown, however, that when other aspects of
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image and reputation as well - hence the need for compre-
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"We say, ‘Good leaders will always accomplish the
mission.” Yet, history provides many examples of poor
leaders who accomplished the mission.... We cannot
sustain an army at peak operational capability by
focusing solely on mission accomplishment.”

Colonel Peter J. Varljen, U.S. Army
“Leadership: More than Mission Accomplishment”

* Mission success expresses the outcome of primary
importance to the CF and should normally take precedence
in a leader’s thinking over all other considerations. In every
military mission across the spectrum of operations — from
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multi-national coalition - the dominant imperative is to
accomplish the mission, often at some risk to the partici-
pants, and at times in spite of significant human, materiel,
and financial costs. The primacy of operations that drives
collective planning and action, and the wunlimited liability
that applies to military service, are direct consequences of
the overriding importance accorded mission success as an
institutional value. Commonly expressed in the priorities of
“Mission, people, self” the precedence of mission
accomplishment is often interpreted as an iron rule. Clearly,
in wars of national survival, or in conflicts where vital
national interests are at stake, the priority accorded the
mission over own troops and self is virtually indisputable.
However, in missions undertaken for other reasons -
combating natural disasters, resolving other people’s
conflicts - it should not be assumed that mission accom-
plishment will always or automatically take priority over
force-protection obligations or other values. Consequently,
the value system (ordering of values) represented by concern
for the mission in relation to other essential outcomes should
be viewed as a flexible hierarchy of prima facie obligations,
with mission success occasionally being assigned no more
than equal weight relative to other values. In every
operation, from the tactical to the strategic levels of conflict,
the importance of accomplishing the mission always has to
be assessed against known risks and foreseeable human and
other costs.

Member well-being and commitment constitute one of
three value dimensions that are critical to mission success,
but in a supporting or enabling capacity. This particular
value set signifies a concern for people and the quality of
their conditions of service — everything from the effects of
organizational policies and practices to opportunities for
personal growth and development, from fair treatment by
peers and superiors to the intrinsic satisfaction of one’s
occupation and career. The prudential rationale for valuing
member well-being and commitment is that serious or
chronic dissatisfaction with conditions of military service
may not only have an adverse effect on performance (tasks
involving discretionary participation or effort in particu-
lar), but is known to erode morale and commitment to
serve. Any resulting personnel attrition represents a loss of
training and developmental investments, unnecessary
replacement costs, and a reduction in effectiveness through
the loss of accumulated knowledge, skills, and experience.

Leadership in the Canadian Forces: Conceptual Foundations

In the CE which relies exclusively on voluntary service,
leaders at all levels have a vested interest in conserving the
human resource. Hence, they assume important practical
responsibilities to attend to those factors that have an
impact on member well-being and commitment and to
represent subordinate interests in these areas. Even in the
absence of such considerations, however, CF leaders have a
moral responsibility to take good care of service members.
Because of the legal authority of commanders to compel
members to perform lawful duties, leaders incur a weighty
ethical obligation to reciprocate such member liability and
the associated personal costs of military service. These
costs include not only disruptions to, and stresses on,
personal or family life, and some necessary limitation of
individual rights and freedoms, but especially the risks and
dire consequences of hazardous duty and being placed in
harm’s way.

“One concept... which is a central theme of
Canadian Forces leadership, but is not necessarily
thought of by many in the public at large is ‘caring.’
Reduced to its simplest form, the military ethos is
rooted in caring for subordinates. This issue is core
to ethical leadership. It implies caring for troops
before operations by training, equipping and
supporting them to have a fair chance to fight, win
and come home; caring for them during operations
by professional leadership and support; and caring
for them after operations by meeting their needs
arising from that service, as well as honouring
their deeds.”

General (ret'd) Ramsey Withers
In Generalship and the Art of the Admiral

« Internal integration, also an enabling outcome, simply
means, in one respect, the co-ordination of unit or system
functioning. Co-ordination is achieved in part by establish-
ing stable structures and routines, integrating recurring
practices into a coherent machinery, sharing information,
and enhancing internal communications to promote a
common picture of reality, as well as routinely monitoring
unit or system performance and making necessary
adjustments. Clear divisions of responsibility, plans and



schedules, drills, standard operating procedures (SOPs),
consistent policies, standardized administrative proce-
dures, the timely passage of relevant information,
inspections and evaluations - these are all intended to link
together the various parts of a team, unit, or system into a
smoothly functioning co-ordinated whole. In another
respect, what might be called its human side, internal inte-
gration signifies cohesion and teamwork. Cohesion (a
sense of common identity with and attachment to others)
and teamwork (the willingness to collaborate with others
for the sake of a larger purpose) are force multipliers,
making collective effort greater than a mere sum of
individual efforts. The overall benefit of this concern for
stability lies in the operating efficiencies that are generated
by functional co-ordination and teambuilding - thereby
freeing up time, attention, and other resources to deal with
the instabilities, environmental shocks, and surprises that
inevitably occur. In short, internal integration contributes
to mission success by reducing what would otherwise be
chaos to a semblance of order and predictability.

External adaptability, the third of three enabling out-
comes, refers to the capacity to fit into the larger operating
environment and to anticipate and adapt to change. Success
in adaptation pre-supposes a concern for flexibility
and obliges leaders to actively engage their operating
environments rather than work in isolation. At the tactical
level, this external engagement is achieved through lateral
communications, liaison, and the exchange of information,
while at the operational and strategic levels, senior leaders
must develop the professional networks and contacts
necessary to work as part of a joint or combined team and to
form collaborative relationships with other militaries and
other government departments and agencies. The ability to
adapt to external change also requires leaders to review
unit/system performance relative to objective reference
points, identify and monitor external developments and
trends, project likelihood scenarios, develop contingency
plans, and initiate and implement necessary change.
When information from the environment is incorporated as
organizational learning, adaptability allows military
leaders to avoid repeating the mistakes studied and
recorded by historians. Done skillfully, it ensures military
leaders are prepared for the next conflict or organizational
problem rather than the last one, thus increasing the odds of
achieving mission success.

“A learning organization is capable of examining
its performance objectively against its goals and
environment and adjusts so that its performance
improves — ideally, improves so much that it
becomes the dominant organization in its field and
maintains its position over time.”

Peter Kasurak
“Is the Mouse Dead?”

Conduct Values. As embodied in the military ethos, conduct
values are shown at the centre of the effectiveness framework
in Figure 2-1 because they pervade all activities, simultane-
ously guiding, and setting limits on, behaviour. Values
relevant to how military duties are performed, and conduct
in the CF generally, signify a concern for legitimacy and
include Canadian civic values, legal values, ethical values,
and military values:

“The military ethos comprises values, beliefs and
expectations that reflect core Canadian values, the
imperatives of military professionalism and the
requirements of operations. It acts as the center of
gravity for the military profession and establishes an
ethical framework for the professional conduct of
military operations.”

Duty with Honour:
The Profession of Arms in Canada

* Canadian civic values encompass the values of liberal
democracy and civic nationalism. In general terms, liberal
democratic values are based on freedom of choice and
expression and are reflected in: governance by the rule of
law; a multi-party government that provides democratic
alternatives; a responsible government that respects
the division of powers and is answerable to the will of the
people; and free elections with universal suffrage. In such a
régime, the civil authority has supremacy over the
military, formulates national security policy, controls the
military’s resources, and oversees military policies and
activities. The values of civic nationalism (in contrast to
those of ethnic nationalism) support the vision of “a
community of equal, rights-bearing citizens, united in
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patriotic attachment to a shared set of political values and
practices”!! - regardless of race, colour, religion, language,
gender, sexual orientation, or ethnic origin. For Canadians,
these civic values are most forcefully expressed in
the Canadian Charter of Rights and Freedoms, which, as
part of the Constitution Act, 1982, forms the supreme law of
the land. The Charter specifies, either for everyone in
Canada or all citizens of Canada, their fundamental
freedoms, democratic rights, mobility rights, legal rights,
equality rights, language rights, and minority-language
education rights.

“The Canadian Forces is the ultimate protector and
defender of the people’s rights and freedoms. It is
thus vitally important that the military is imbued
with the values that animate a free, democratic and
tolerant society.”

Canadian Human Rights Commission
Annual Report 1997

* Legal values generally reflect substantive and procedural
aspects of the rule of law. Deference to the rule of law in
establishing social order and resolving conflicts between
parties is a core societal value. The rule of law provides
stable and consistent guidelines within which individual
freedom may be exercised; within this framework, citizens
acquire certain obligations and are subject to certain
limitations on their freedom. The rule of law also provides
for the fair and peaceful resolution of disputes. For CF
personnel, the rule of law is embodied in the Constitution,
the common law, statutory law (including the Code of
Service Discipline), the exercise of the Crown Prerogative,
the law of armed conflict, and international law applicable
to out-of-country operations. This structure of law estab-
lishes the authority for collective and individual military
action, defines the limits of such authority, and supports
the administration of military discipline. Chapter 3 of the
manual provides a more detailed discussion of military
leadership and the law.

"What does the rule of law mean?

It means that everyone is subject to the law; that no
one, no matter how important or powerful, is above
the law — not the government; not the Prime
Minister, or any other Minister; not the Queen or the
Governor General or any Lieutenant-Governor; not
the most powerful bureaucrat; not the armed forces;
not Parliament itself, or any provincial legislature.
None of these has any powers except those given to
it by law... If anyone were above the law, none of
our liberties would be safe.”

The Honourable Eugene Forsey
How Canadians Govern Themselves (5% ed.)

« Ethical values prescribe rules and principles governing
behaviour toward others and are held to apply to all people
regardless of social, cultural, or other differences. Aside
from the general obligation to avoid injury to others, lists of
common ethical values typically include honesty, fairness,
and benevolence. The DND/CF Statement of Defence Ethics
comprises a blend of ethical and professional values,
couched in three general principles and a series of obliga-
tions grouped under the values of integrity, loyalty,
courage, honesty, fairness, and responsibility. Some ethical
values are unique to the military and address the obliga-
tions to others that arise in armed conflict. For example,
the principles of military necessity and proportionality are
intended to avoid needless destruction and suffering, while
the principle of non-combatant immunity is intended to
protect the weak and defenceless from harm.

Respect the dignity of all persons.
Serve Canada before self.
Obey and support lawful authority.

CF/DND Statement of Defence Ethics

"' Michael Ignatieff, Blood and Belonging: Journeys into the New Nationalism (Toronto: Penguin Books), 1993, p. 6.
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* Military values are rooted in the ‘social guardian’ function
and are extensions of the attribute that most defines the
military as a profession - its unique responsibility to society.
Ultimately, they find expression in the code of behaviour of
those who accept the responsibility for protecting a society
by force of arms. As described in Duty with Honour, duty,
loyalty, integrity, and courage are especially exalted as
military values, because as Sir John Hackett famously
observed “they acquire a functional as well as a moral
significance in the military context.... [I]n the profession
of arms they are functionally indispensable... because

they contribute to military efficiency.”!?

"Canadian military values — which are essential for
conducting the full range of military operations, up
to and including warfighting — come from what
history and experience teach about the importance
of moral factors in operations... These military
values are understood and expressed within

the Canadian military ethos as follows:

Duty... Loyalty... Integrity ... Courage...”

Duty with Honour:
The Profession of Arms in Canada

Secondary Outcomes. In addition to the practical outcomes
valued by the CF and the inherent conduct values which also
define CF effectiveness, some important outcomes shown in
Figure 2-1 are not under the direct influence or control of CF
leaders but depend on how the CF is perceived by others -
the Canadian public, the Government, the military forces of
Canada’s allies and partners, and the international communi-
ty more generally. Perceptions of the CF as a military force, as
an employer, as a national institution, and as a symbol of the
country abroad are subject to a number of influences -
including portrayals in the media - that give shape to the
public image and reputation of the CE At least two kinds of
evaluations are involved in these perceptions: did the CF
achieve the results one might expect of a professional
military? (perceived effectiveness); and were the results

achieved in an appropriate way? (perceived legitimacy).
Institutional image and reputation are important to all CF
leaders because they affect the pride and morale of serving
members, the enlistment propensity of potential recruits, the
trust and confidence of the Government and Canadians, and,
ultimately, public support for the military.

“Legitimacy provides the moral authority
underpinning the right to act, and its requirements
are derived from values, constitutions, traditions,
religion, culture, the law, and public perceptions.”

Rudolph C. Barnes, Jr.
Military Legitimacy:
Might and Right in the New Millennium

VALUES-BASED LEADERSHIP
AND THE CHALLENGE OF
COMPETING VALUES

As an influence process, leadership is a primary mechanism
for reinforcing and embedding CF values. Intentionally or
otherwise, leader behaviour sends signals about what is
centrally important and what is not so important. To the
degree that leaders consciously serve, exemplify, and uphold
CF values, they affirm through their use the validity and
credibility of espoused values, and provide CF members with
general guidance as to how they should orient and regulate
their own behaviour. This is what values-based leadership
means, so that in a fundamental sense, effective leadership is
about the creation, expression, and preservation of values. In
identifying and clarifying what is important to the function-
ing of the institution, CF leaders create values. In aligning
decisions, policies, practices, and the operating culture with
the military ethos, CF leaders express values. In recognizing
the professionalism of serving members and commemorat-
ing the achievements and sacrifices of those who have
served, CF leaders preserve and perpetuate our institutional
values and heritage.

" Sir John W. Hackett, The Profession of Arms (London: The Times Publishing Company), 1963, pp. 45-46.
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It may be tempting to believe that values-based leadership
means nothing more nor less than being absolutely clear
about what is important and simply adhering to what is
important. To some extent, it is true that values-based
leadership is about understanding and living the core values
of the CE Despite the unending flow of detail and the myriad
demands that always seem to occupy attention and distract
people from the important things, or the pressures to do what
is expedient rather than what is right, effective leaders
manage to reconcile the pressures to achieve the desired
military outcomes with their legal, moral, and professional
obligations. As depicted in Figure 2-2, integrity is the essen-
tial link between these value domains. (Integrity is defined
here as moral uprightness, wholeness, consistency between
behaviour and moral principles and values.)

Figure 2-2 | Elements of values-based leadership.

Success

"When we use the word integrity in a moral context
we refer to the whole moral character of a person and
we most frequently allude to one’s personal integrity.

When we say to someone, ‘don’t compromise your
integrity,” we usually mean, ‘act in accordance with
your moral principles and your value system.’... If I'm
a member of one of the professions, then ‘who | am’
must involve my social role as a practicing profession-
al. My professional integrity will include the role-specif-
ic obligations and responsibilities of my particular
profession.... What we should mean when we commit
ourselves to ‘integrity first’ is that we understand the
importance of both personal integrity and profession-
al integrity... "

Brigadier General (ret'd) Malham Wakin, USAF
"Professional Integrity”

Leadership in the Canadian Forces: Conceptual Foundations

The integrity of all CF members ensures that what is valued
in terms of outcomes is achieved in ways that are consistent
with generally acceptable and desirable standards of con-
duct. Leader integrity reinforces that relationship through
precept, example, organizational practices, and discipline
when necessary. Without integrity, it is not possible to gain
the trust of others, to perform one’s duty with honour, or to
preserve the reputation of the CF as a professional institu-
tion. The practical difficulty, however, in trying to live up to
all institutional values at the same time is that there are
inherent tensions among the value dimensions of CF
effectiveness and, by extension, leader effectiveness. Issues of
importance are often in competition for finite amounts of
attention, time, money, or other resources. Nevertheless,
choices have to be made, and these choices sometimes seem
to pit one institutional value against another.

There is, for example, an unavoidable tension between the
values of accomplishing the mission and assuring the well-being
of CF members. This becomes obvious in operational settings
where people’s health, safety, and sometimes lives must be
risked to carry out a critical task. But, as discussed earlier, it is
not always the case that mission accomplishment must be
given automatic priority — notwithstanding the primacy of
operations and the unlimited liability of members. Certainly,
members are legally and ethically obligated to perform their
duties, but it is both unreasonable and imprudent to expect
them to perform supererogatory (beyond the call of duty) acts
for any and every operational rationale. Injuries and losses of
life incurred on missions with ambiguous political goals, or
of questionable military importance, or with a low probability
of success, may not only seriously damage morale but may
undermine mission legitimacy and public support. Good
leaders and commanders consider and weigh these kinds of
risks before putting service members in harm’s way, and as
necessary, either explain to their subordinates why the risks
must be assumed, or else attempt to convince their superiors
why the mission should be reconsidered. At the organizational
level of analysis, the tension between operational tempo and
operational stress injuries is illustrative of this problem. For
instance, the desperate circumstances faced by victims of
natural and man-made disasters compel us to respond with
humanitarian and military assistance. But Canada’s military
forces cannot be deployed to the danger zones of the world
indefinitely to the point of complete burnout. Finding the right
balance of risk is not an exact science and is, therefore, difficult
to achieve when mission demands either stretch or exceed
human capabilities.



“A primary characteristic of... [leading], particularly
at higher levels, is the confrontation of change,
ambiguity, and contradiction. [Leaders]... spend

much of their time living in fields of perceived
tensions. They are constantly forced to make
trade-offs, and they often find that there are no
right answers. The higher one goes in an organiza-
tion, the more exaggerated this phenomenon
becomes. One-dimensional bromides (care for
people, work harder, get control, be innovative) are
simply half-truths representing single domains of
action. What exists in reality are contradictory
pressures, emanating from a variety of domains.”

Robert E. Quinn
“Mastering Competing Values”

Other tensions arise in the value framework shown in
Figure 2-2. For example, the requirement to introduce some
degree of control and stability into organizational functioning
(internal integration values) can, in highly bureaucratized
organizations, work against the need to be flexible in
dealing with unique circumstances or unexpected change
and catastrophe (external adaptability values). Likewise, the
homogenizing effect of military indoctrination and
the conformity induced by strong group cohesion can limit
the diversity and independence of thought required to find
creative solutions to novel problems.

There is also a natural tension between the imperatives to
produce the desired results (essential outcomes) and ensuring
that the ways and means of achieving them are consistent
with legal, ethical, and professional standards (conduct
values). Here, a common risk is that either externally
imposed or self-imposed pressures to achieve some objec-
tive, meet a deadline, or save scarce resources influence a
leader to bend or break a rule or ignore an ethical obligation
in the interests of what is expedient. In the extreme, a strong
culture of authority, or a results-obsessed culture, may abet
“crimes of obedience” (e.g., the My Lai massacre of the
Vietnam war) and other acts of misguided loyalty. Defined as
actions taken in response to actual or perceived direction
from a superior authority that would be considered illegal or

immoral by a reasonable person, crimes of obedience are not
confined to operational settings but also arise in political,
bureaucratic, business, and administrative environments.

Finally, conflicts also arise within the domain of conduct
values. A recurring feature of many peace-support opera-
tions is that restrictions on military action imposed by a
lawful authority in the interests of neutrality are sometimes
incompatible with what seems to be required by professional
values and ethics. Forces constrained by a mission mandate
to be bystanders to gross violations of civilized behaviour
will experience stress or psychological trauma; on the other
hand, a decision to overstep the mission mandate may have
unacceptable political, civil, and military repercussions.

The major lesson of this discussion is that more of a good
thing is not always better. In fact, too much emphasis on any
single value dimension (e.g., mission accomplishment,
efficiency, cohesion, obedience, and so on) can be decidedly
counter-productive. One-dimensional approaches to military
responsibilities and problems will not do. Yes, effective
leaders must know, live, and uphold the core values of the CE
But, equally, leaders at all levels must be responsive to the
inherent value dilemmas of the real world. They must be able
to weigh the risks of favouring one value orientation over
another; and they must be willing to try reconciling or
balancing competing values rather than resorting to
trade-offs of convenience.

To achieve this balance, risk management is an essential
skill for leaders at all levels. Here, risk simply refers to any
circumstance which may either have a negative effect or else
prevent or impede the attainment of one or more objectives.
Few real-world decisions are risk-free. Hence, when one
value orientation (e.g., mission accomplishment) is favoured
over another, special measures may be necessary to moder-
ate the risks generated in a competing value dimension (e.g.,
force protection). Risk management is a systematic approach
for determining the best course of action when significant
risks are present; it involves identifying, understanding,
assessing, and acting on risk according to its likelihood and
potential impact. While a distinction is sometimes made
between operational risk management and corporate risk
management, risk management commonly includes a range

" Herbert C. Kelman & V. Lee Hamilton, Crimes of Obedience: Toward a Social Psychology of Authority and Responsibility (New Haven: Yale University Press), 1989.
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of possible actions. For low-probability and low-impact
threats, they may be as minimal as the simple acceptance of
risk and routine monitoring to detect any possible worsening
of a situation. For high-impact risks, significant active
measures may be required to offset or mitigate risk. By
exception, and especially in operations, desperate situations
may require desperate measures and the willing acceptance
of enormous risks. But gambling and rash action are not
advisable as a matter of general policy.

VALUES-BASED LEADERSHIP
IN PRACTICE

“Values are real to the degree that we are prepared
to risk something in order to make them prevail.
Values are virtual when they remain rhetorical,
when the commitments we make are

not followed with action.”

Michael Ignatieff
Virtual War: Kosovo and Beyond

In the vignettes that follow, the very different experiences of
two Canadian military leaders’ responses to the demands of
duty, loyalty, integrity, and courage are briefly portrayed.
Both are illustrative of the kind of values-based leadership
that any CF leader might hope to emulate, and of the stresses
and personal costs that must sometimes be borne in the
service of professional values.

Leadership in the Canadian Forces: Conceptual Foundations

‘THE SAVIOUR OF CEYLON’ —
LEONARD BIRCHALL

Air Commodore (ret’d) Len Birchall was given the
accolade ‘Saviour of Ceylon’ for warning the British fleet
of an impending attack by a large Japanese fleet under
Vice-Admiral Nagumo while operating at the limits of his
Catalina patrol on 4 April 1942. Sending a radio signal
while flying under a clear sky meant that he would be
easily detected and risked being shot down by Japanese
fighters, which is what happened. But his signal allowed
the British fleet to disperse and Ceylon to prepare its
defences. These actions thwarted the Japanese plans to
proceed with the invasion of India and conquer the East.
A young Squadron Leader at the time of his capture,
Birchall spent the next 3_ years in a series of hell-hole
labour camps in Japan, trying to survive under deplorable
conditions and enduring constant mistreatment and
brutalization at the hands of his captors (he eventually
testified at the Tokyo war-crimes trials at the end of the
war). Although the principle ‘every man for himself’

was a common survival tactic in many of the POW camps,
SIL Birchall, as the senior POW in most of the camps he
was in, made a conscious decision to organize his fellow
officers and work together for the good of all.

“We were taken to Yokohama and here the POW camp
was brand new with us as first prisoners. It was under-
neath the stands in the old Imperial Qil baseball stadium.
A batch of POWs arrived on the same day as we did and
they were all British troops from Hong Kong. The lot that
arrived in the stadium was a real rough bunch to say the
least. The first thing | encountered was mass hostility
from the troops. | learnt that in the POW camps in Hong
Kong many of the officers had let the troops down by
looking after themselves. They had more food, cigarettes,
etc. The net result was that the troops held them in
complete disrespect. The officers who had accompanied
them to Japan were the exception.

The first night, we officers had a long conference in the
officers’ room. | was told in no uncertain terms where |
stood as senior POW. After a long debate we all settled
on one objective, to do the best we could for the entire
camp. In the next few days we set up sections with
senior N.C.0.s in charge. We had daily sick parades
and we tried to collect all the medicines and drugs we
could. Here again we ran into severe hostility.



Somehow we had to convince the troops that our greatest
chance of survival lay in working together. Not an easy task
when we faced death each day. The first move we made

was in the distribution of food. One of the officers each day
had to oversee the kitchens, the cooking of rice, etc., and its
distribution. The buckets of rice were weighed in order to get
some semblance of fairness in its distribution. We then put
the officers’ buckets out in full view and dished up our food
in full view.

Anyone who thought one of the officer's portions was greater
than his was free to change his bowl for the officer's. The
effect of this food routine was immediate. Added to this was
the decision that whenever a troop got into trouble the closest
officer would jump between the troop and the Japanese. This
would give time for him to get lost in amongst the POWSs. The
result usually was that the officer got away with a less harsh
beating than the troop would have received. After a few such
incidents, the respect started to build.

Thus we all started back down the long road to survival. The
POWs were, as | said, a rough lot. The usual first punishment
was to take away food. Our rations were at starvation level at
the best of times and hence they had suffered. With lack of
food our ability to combat or resist disease was reduced to as
low a level as it could get, and hence these lads were all sick.
They all had malnutrition diseases such as scurvy, pellagra,
boils, dysentery, etc. Little by little we were able to bring a

bit more health back into the camp. As we progressed so

we started to be able to collect up the bits of drugs and
medicines in the camp. It was obvious to the lads that only

in dire circumstances would an officer be given any medicine
and lots of times we went without just to prove the point.
The big trouble came when we did not have enough healthy
men to go out. This would bring down the wrath of all the
guards on the sick. All sick would have to be paraded and
they would be beaten in an effort to get them to go to work.
This always ended in the officers intervening and getting a
good thrashing.

The jobs we worked on were a tremendous help as we
managed to make contact with the Japanese workers. We
were also able to steal peanuts and coconut, a most valuable
source of protein. Anything brought in was reported and used
in the best interests of the camp. The sick would get a bit

of peanut oil and scraped coconut on their rice. The thieves
were given their share as they took the risk.

By the time the cold weather, really cold, got there, we had
started to pick up. At least we were not on the razor edge
and some even started to build up a bit of reserve or resist-
ance to disease. We had now been joined by a contingent
of Americans from the Philippines and even some civilian
survivors from Wake Island. Once again we had the same
morale problems with the new arrivals, distrust of officers,
selfishness, and all the bad traits. With the good ground
work done on the Hong Kong boys it was not long before
we started to turn them around.

This really paid off as the first winter in Japan, 1942-43,

was rough. Sickness, colds, influenza and even some cases

of tuberculosis started. Once you got sick your resistance
went to nil and then all the malnutrition symptoms came on;
pellagra, scurvy, boils, hot feet, etc. Then when you were too
sick to work, your rations were cut. This was all a most severe
drain on the whole camp. But the resolution we would all
make it or none, held. Thus while about 35% of all POWs in
Japan died that winter, we lost only two men out of over 250.

* % %

Early in 1944 the main camps, such as ours, now started to
break up. | ended up with about 100 POWSs in a camp for the
Asano Dockyards. The work was hard and long. The food was
far from plentiful. Things began to look grim. Once again the
‘chronics’ started to break down so that we couldn’t meet our
quota of workers. The first time this happened, all sick were
paraded and the deficit was made up from their ranks. When
the lads came back that night they carried in one of the lads
with T.B. He had collapsed and was in very bad shape. We
held a conference and decided something had to be done.
We decided on a sit-down strike. Next morning we were short
again and once again sick men were paraded. When orders
were given to march out | yelled ‘halt’ and we all sat down.
Beatings started up but | explained we would not move until
the sick went back to bed. After some time the Japs gave

in, the sick remained in camp and the troops moved out. The
Doctor and | were kept behind. About an hour later in came

a group of guards from the Omori Camp. The Doctor and |
were rounded up, we picked up our few belongings and

were taken to the discipline camp in Tokyo."

From the text of a speech given at the Royal Military College
of Canada, 1989
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‘THE LION OF RWANDA’ —
ROMEO DALLAIRE

From October 1993 until August 1994, then Brigadier-General
Roméo Dallaire was the force commander for the United
Nations Assistance Mission in Rwanda (UNAMIR). In spite

of warnings he sent to the United Nations headquarters in
January 1994 of a planned slaughter of the minority Tutsis,
and a desperate plea in early April for a rapid reaction force
once the killing had begun, help did not come. An estimated
200,000 Tutsis and moderate Hutus were systematically mur-
dered in April alone (by the time the killing ended in July, the
body count had reached 800,000, 47,000 children had been
orphaned, over 250,000 women had been raped, and more
than 2 million people had been displaced). Toward the end of
April, General Dallaire was directed by the UN Security Council
to reduce his remaining force of 450 Ghanaian soldiers to 270,
but after consulting with his deputy, Brigadier Henry Anyidoho,
they decided to disregard the directive in order to protect and
save what lives they could.

“The small, reduced force remained in Kigali for the duration
of the war, and took it upon themselves to safeguard a num-
ber of security zones housing as many as thirty thousand
refugees. Canadian Hercules pilots flew dare-devil missions
into Kigali almost daily with the only supplies of food and
equipment UNAMIR and the Rwandans would see until the
genocide ended.

Dallaire's concern for those under his command led him to

the belief that he should not allow them to think about the
circumstances they were in. ‘I conducted forced stress," he
explained later. Dallaire describes this form of management

as ‘ruthless but fair." The textbook on leadership would dispute
Dallaire's methods — popular wisdom dictates that soldiers
should have opportunities to think and reflect, that their stress
should be steamed off as often as possible. But one objective
outsider, who watched Dallaire in action during those months
of war, saw method in his madness.

Leadership in the Canadian Forces: Conceptual Foundations

James Orbinski is a doctor with Médecins Sans Frontieres
(MSF) who was based at the Amahoro Hostel where UNAMIR
had its headquarters. Orbinski had seen every hell hole in the
world by the time he arrived in Kigali in May of 1994. But
here he found just about the worst conditions possible.
Dallaire and his peacekeepers were surrounded by corpses,
filth, and garbage. Wild dogs fed upon the cadavers clogging
the streets and doorways while soldiers cooked their bad food
in the midst of it all. Water was scarce, and toilets had long
ago ceased to function. They were shelled frequently. They had
almost no petrol and only a handful of functioning vehicles.

‘People were profoundly traumatized,” recalls Orbinski. ‘But
Dallaire was clear, firm, strong and uncompromising.” Orbinski
recognized immediately what the General was doing within
his command role: ‘I had been in Somalia, Zaire, Afghanistan —
everywhere. What people needed was the semblance of
clarity. What are you trying to achieve here? Dallaire knew and
acted upon it." Orbinski says that the UNAMIR mission had to
maintain a charade. 'When you are a handful of UN soldiers
with a lorry full of people and you come up against this veil
of force [the Hutu Power death squads], you're operating
within the tenuous promise of support from the international
community that you know, and they know, is a delusion. And
you are standing against thirty or forty Interahamwe who are
drunk and have more equipment than the pea-shooter that's
on your shoulder — the last thing you want to do is shatter
the delusion.’

Dallaire kept sending his men out into the danger and, even
when they returned traumatized, they had to write up their
reports. The headquarters was as strictly regimented as any
normal mission would be, with reveille, morning prayers,
and specific hours for meetings and debriefings. But all

this amidst — not only a combat zone — but the wholesale
slaughter of civilians. The bodies of dead Rwandans littered
the fields, filled the streets, and floated ashore in the river.



In late June, Dallaire presented a series of medals to his
soldiers and commended them for their work. But he
added: ‘It must be pointed out... that there are trying
and blurred moments ahead of us. I can only advise that
you all hold your composure and continue to perform
your duties to the best of your ability. | am always ready
and willing to give you direction that will lead to the
attainment of the mission goal.’

Throughout the three months of slaughter, Dallaire spent
all the hours he could spare devising a military plan to
stop the genocide. In the immediate days following the
President’s assassination, Dallaire told New York that he
would need five thousand equipped and well-motivated
soldiers to stop the killing. The UN turned him down.

He continued to revise the strategy and later requested

a Chapter VIl mission with a force capable of blowing
through the Hutu Power barricades, securing the country-
side, holding firm in downtown Kigali, and sabotaging
the Hutu Power radio broadcasts which gave hourly
instruction to the Rwandan citizenry in their ‘work obliga-
tion’ to destroy the Tutsi. The Security Council, particularly
the United States, decided that Dallaire’s plan was ill con-
ceived. Long after the war, a panel of experts, assembled
by the Carnegie Commission, would determine that
Dallaire’s plan would have worked and probably could
have saved hundreds of thousands of lives.”

Carol Off
In Warrior Chiefs: Perspectives on
Senior Canadian Military Leaders

The experiences of Air Commodore Birchall and General
Dallaire could not be more different in terms of time, place,
and circumstances. They also differ in terms of how
effectiveness was defined in each situation: for one, member
survival and well-being were the dominant concerns; for the
other, accomplishing the mission was the uppermost priority.
In spite of these differences, there is a profound similarity in
the leadership tests these officers faced. Both leaders were
faced with novel situations, for which prior training had not
prepared them (then-Squadron Leader Birchall did not train
to be a leader in a POW camp, especially one in which the
Geneva Conventions were routinely contravened; General
Dallaire is on record as saying that nothing in his Cold War
training for NATO operations prepared him for what he
encountered in Rwanda). Nor did either leader have access to
a superior who could provide him with effective direction,
guidance, or counsel. What they both faced, each largely on
his own, was a situation in which they had to fall back
on their personal and professional values for guidance.

“Value is a concept of the desirable. Somewhat more
exactly, values are concepts of the desirable with
motivating force...”

Christopher Hodgkinson, Donald Lang & James Cutt
“A Mirror for Leaders”
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EFFECTIVE CF LEADERSHIP DEFINED

As previously noted, leadership in the CF is at the service of
collective effectiveness, and, in particular, the values that
express our ideas about institutional effectiveness. It follows
that effective leadership in the CF cannot be adequately defined
unless reference is made to these values: the mission, our
people, stability, flexibility, and legitimacy. They establish the
common foundation of CF leadership, and, as such, should not
only focus the attention of the Officer-NCM leadership cadre
but should also hold them together as a professional team.

Definition of Effective CF Leadership

Directing, motivating, and enabling others to
accomplish the mission professionally and ethically,
while developing or improving capabilities that
contribute to mission success.

Effective CF leaders get the job done, look after their people,
think and act in terms of the larger team, anticipate and
adapt to change, and exemplify the military ethos in all they
do. The CF leadership model is a value-expressive model, one
that gives shape to the professional ideal of duty with honour.

Leadership in the Canadian Forces: Conceptual Foundations

A VETERAN’S PERSPECTIVE
ON VALUES

“[ still have one more grave to visit in Holland. He was
a young man | met when | was back at battle school in
British Columbia. We were both instructors in Vernon,
both captains, and both anxious to get back overseas.
He was an only son, a fine, fine young man, just married,
and he and his wife had just had their first baby. Our
wives were good friends, and we were going to go into
business together after the war. He went with the Irish
Regiment up through Italy and finally up into northwest
Europe. About ten days before the end of the war, he
was killed....

Our liberties — freedom of speech, freedom of expression,
freedom of the ballot box — all these things we take for
granted were maintained at a very, very tragic cost. That
is all part of our history. Some things are too precious,
and without them life wouldn't be worth living: so you
risk your life for them. It you do not have values that

are that deep for you, | don't think life is worth living!

In the 1930s, we had a miniscule military, and yet this
country of eleven million people put one million people
in uniform, the third-largest army among the Western
Allies. | think back to the immediate post-war years

and remember feeling that this couldn’t have been for
nothing. The kids today know nothing about this history,
and it's going to be lost unless it's nurtured.

| just hope we remember when it comes to times of
remembrance, that it's not just us guys with our medals,
but the ones that did not live to wear them. That's what
most veterans are concerned about.

For us, the greatest satisfaction is a personal thing:
when everything, our way of life, was at risk and the
chips were down, we were there. No one can take that
away from us. When you come to the end of your life,
it's a very comforting thought to know that you were
able to do that.”

Barney Danson
In Testaments of Honour



SUMMARY

Values express what we consider useful, important, and
desirable. They are comparable to high-level statements of
intent — intentions about what we want to achieve and about
how we should go about it. Because they motivate and guide
behaviour, values provide a highly effective means of allow-
ing individuals and teams considerable freedom of action
while, at the same time, ensuring that their behaviour is both
appropriate and professional. In an operating environment in
which independent thinking and action are increasingly
important to effectiveness, values-based discipline and
leadership provide capabilities that procedurally driven,
high-control forms of discipline and leadership cannot.

What, exactly, does the CF consider useful, important, and
desirable? At all levels of functioning, the CF places a high
value on accomplishing the mission, building efficient and
cohesive teams, taking care of members and their families,
adapting to external challenges, and conduct that is consis-
tent with civic, legal, ethical, and military norms. These value
dimensions are respectively labelled as: Mission Success,
Internal Integration, Member Well-being and Commitment,
External Adaptability, and the Military Ethos. They not only
provide the outline of a comprehensive CF effectiveness
framework, but, because leadership roles and positions in the
CF exist to serve collective effectiveness, they also serve as a
basic leader-effectiveness checklist: Am I doing what needs
to be done to accomplish the mission? Have I established the
structure, procedures, teamwork, and cohesion necessary for
co-ordinated and economical effort? Am I giving sufficient
attention to the needs and aspirations of my people so that
they remain committed? Am I positioning my team or unit to
fit into the larger operating environment and adapt to the
challenges and changes that are coming? Is my behaviour
consistent with the military ethos, and do I actively reinforce
its civic, legal, ethical, and military norms?

To motivate and guide behaviour, values cannot be only
words on paper. To be credible, they must be a living part of
CF culture. This means that CF leaders must exemplify com-
mitment to institutional values, must embed them in policies
and practices, and must reinforce them through their
actions. In short, leader integrity is critical in establishing
and maintaining a values-based culture and organizational
climate. Integrity, what some military scholars and ethicists
call the master value, ensures that what we strive to achieve
on behalf of the CF we do in ways that are worthy of military
professionals.

CF leaders must also understand that effectiveness means
paying attention to all five value dimensions. They constitute
an organic whole. Hence, over-emphasizing one value dimen-
sion at the expense of the others, or ignoring any value
dimension, will eventually exact a price. Moreover, in spite of
the natural tensions that arise in trying to satisty multiple
obligations at the same time, leaders have to understand that
a good part of leadership involves dealing with competing
values, and managing the risks inherent in making choices
and decisions.
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Annex A

DERIVATION OF THE CF
EFFECTIVENESS FRAMEWORK

The CF effectiveness framework in Figure 2-1 is
based on Robert Quinn's Competing Values Model
of organizational effectiveness — although it also
has affinities with the Balanced Scorecard
approach to conceptualizing and measuring effec-
tiveness as developed by Robert Kaplan and
David Norton. Quinn’s model can be viewed as the
latent structure of organizational effectiveness; it
manifests the major dimensions of effectiveness
commonly found across different organizations
and is, therefore, generically applicable. The CF
effectiveness framework in Figure 2-1 is an orga-
nizationally specific adaptation of the generic
model; it is unique to the CF in some respects and
therefore cannot be directly applied to other
organizations.

Over the years, numerous criteria and indices of organizational
effectiveness have been developed by managers, researchers,
and theorists, and they are typically presented as long lists of
performance or outcome variables — some similar and redun-
dant, others highly dissimilar and independent, some with a
micro orientation, others with a macro orientation. Such lists,
however, lack a coherent and meaningful structure. Quinn’s
model essentially reduces these lists into an integrated and
economical structure that is not only diagnostically useful but
is also helpful as a decision aid and guide to action.
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The Competing Values Model represents the latent structure
of 30 different criteria of organizational effectiveness
originally collated by John Campbell in the 1970s; his list
included such variables as efficiency, quality, growth,
turnover, motivation, control, information management,
participation, productivity, accidents, morale, conflict/cohe-
sion, planning, training/development, and many more. The
statistical reduction of this list (by multi-dimensional
scaling of paired-comparison data) yielded two major
dimensions: a Control-Flexibility dimension, and an
Internal-External Focus dimension.

As shown in Figure 2A-1, the quadrants formed by these axes
represent the four major effectiveness models that dominate
organizational theory and their relationships to each other.
The Human Relations model in the upper left quadrant is
focussed on the commitment of people in an organization
and emphasizes such things as need satisfaction, morale, and
social cohesion. The Open Systems model in the upper right
quadrant is concerned with an organization’s interactions
with its environment (flexibility plus external focus) and
consequently views effectiveness in adaptability terms. The
familiar Rational Goal model in the lower right quadrant
reflects a concern for competitive position and measures
effectiveness in terms of productivity and related measures.
The Internal Process model in the lower left quadrant, which
emphasizes control and internal stability, is epitomized by
Weber’s machine bureaucracy, a formalized hierarchy of
clearly defined responsibilities and authorities in which
decisions are based on impersonal rational considerations
and people are advanced on objective merit. In addition to
representing unique value orientations, each model also has
two complements. For instance, the Rational Goal model
shares an external focus with the Open Systems model
and shares an emphasis on control with the Internal
Process model.

These models represent ideal pure types, but real-world
organizations embody aspects of all of them in varying
degrees (military forces tend to operate mainly in the
Rational Goal and Internal Process quadrants). Each model
represents an organizational ‘good’, or what Quinn calls an
organizational morality. Hence, to the extent that senior
leaders distribute attention and resources across all value
dimensions according to changing internal needs and exter-
nal demands, overall effectiveness is likely to be achieved
or maintained.



Figure 2A-1 | Competing Values Model of organizational effectiveness.
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A defining characteristic of the Competing Values Model of
organizational effectiveness, however, is that it assumes con-
tradiction and conflict to be recurring and natural features of
organizational life. The Competing Values Model captures
these tensions in its oppositional structure. For example,
while an organization may want to exercise effective controls
over its internal processes to ensure smooth functioning and
timeliness of service, it also has to be adaptable to changing
circumstances and must take risks in dealing with uncer-
tainty; but we know that most bureaucracies are not very
good at coping with change or risk. Similarly, organizations

seek to maximize their operational effectiveness but also
want to invest in and hold on to their people. In short,
each model of effectiveness has its opposite competing-value
orientation.

According to Quinn, things often take a turn for the worse in
organizations when any of these strengths, or criteria
of goodness, become overvalued and are emphasized in a
doctrinaire or blinkered way. “When this zealous pursuit of a
single set of criteria takes place, a strange inversion can also

result. Good things can mysteriously become bad things”!*

' Robert E. Quinn, “Mastering Competing Values: An Integrated Approach to Management,”in D.A. Kolb, .M. Rubin & J.S. Osland (eds.) The Organizational Behavior

Reader 5" ed. (Englewood Cliffs, NJ: Prentice-Hall), 1991, p. 69.
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As illustrated by Figure 2A-2, when values in the middle
positive zone are too zealously pursued, they become self-
defeating. Hence, excessive control turns into the iron grip of
uncritical tradition; aggressive efforts to do more with less
and reduce costs result in perpetual exertion and burnout;
anxiety about external relations becomes political expediency;
unconditional support for individual development fosters
rampant careerism. Similarly, a tunnel-vision emphasis on
rational-goal values (e.g., profit maximization, efficiency,
mission accomplishment) will typically create a toxic
environment for an organization’s people.

More generally, dimensions of effectiveness are inverted as a
consequence of over-emphasizing one value orientation, and,
in the resulting possible combinations, yield four models of
ineffectiveness - the country club, the tumultuous anarchy,
the sweat shop, and the frozen bureaucracy: “The major point
here is that everything in the two outer circles is related. The
more success is pursued around one set of positive values,
the greater will be the pressure to take into account the
opposite positive values. If these other values are ignored
long enough, crisis and catastrophe will result.”!> As for the
internal negative zone, it represents what happens when
organizations fail to articulate their values or exercise one or
more essential moralities.

Figure 2A-2 | Positive and negative value zones.

Irmesponsible
Country Club

Frozen
Bureaudracy

5 Ibid., p.72.

* Organizational Culture and Leadership 2™ ed. (San Francisco: Jossey-Bass), 1992.

' The Professional Soldier (New York: The Free Press), 1971.
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What leadership responsibilities can be deduced from the
Competing Values Model? At the macro level, it says that lead-
ers have four major priorities — getting the primary mission
accomplished, maintaining the commitment of the people in
the organization, establishing internal order and cohesion,
and adapting to external change. It is probably not
coincidental that the first two responsibilities of this set
approximate the two major dimensions of leader effective-
ness identified some 50 years ago in the Ohio State and
University of Michigan studies of leadership: Initiating
Structure (or task orientation) and Consideration
(or relations orientation). The latter two correspond to Edgar
Schein’s dual organizational-effectiveness imperatives —
internal integration and external adaptation'® — or what the
military sociologist, Morris Janowitz, referred to as the
necessary balance between organizational stability and
adaptation to rapid change.!”

With respect to the CF effectiveness framework in Figure 2-1,
Mission Success represents the Rational-Goal dimension of
effectiveness, Member Well-being and Commitment equate
to the Human Relations dimension, while Internal
Integration and External Adaptability map on to the Internal
Process and Open Systems dimensions respectively of
Quinn’s model.

Tumultuous
Anarchy

Oppressive
Sweat Shop
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Leadership and the Law

As discussed in Chapter 2, value-based norms
operate like an internal compass, guiding
decision-making and action where explicit direc-
tion may be unavailable, ambiguous, or even
conflicting. This situation, of course, is not unique
to the military environment, as one of the primary
functions of law in all civilized societies is to
establish norms that express and signal the values
of society and the standards of behavior expected
of its members. In the military context, however,
where members are expected to adhere, almost
instinctively, to professional norms, even when
operating in an environment of anarchy or chaos,
values-based discipline and leadership must be
even more consciously and rigorously fostered.
One of the key values involved is the rule of law.
It is impossible to imagine effective discipline or

successful self-regulation in its absence.

“[A] world without armies — disciplined, obedient
and law-abiding armies — would be uninhabitable.
Armies of that quality are an instrument but also a
mark of civilization, and without their existence
mankind would have to reconcile itself to life at the
primitive level, below ‘the military horizon’, or to a
lawless chaos of masses warring, Hobbesian fashion,
‘all against all’.”

John Keegan
A History of Warfare

'* Reference Re Manitoba Language Rights [1985] 1. S.C.R. 721 at 748-9.
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The purpose of this chapter is to explain the concept of the
rule of law and to relate it to values-based leadership. In
doing so, the legal framework that governs the CF will be
briefly set out, followed by a discussion of a few central
themes in which military leadership and the rule of law
intersect, including the relationship of the CF to the civil
authority, military law and the exercise of discretion, and
finally, the recurring tension between obedience and
individual choice.

THE RULE OF LAW

As introduced in Chapter 2, the rule of law represents a core
value in a liberal democracy. As a high-level civic value, it is
so fundamental that the opening words of the Canadian
Charter of Rights and Freedoms, which forms part of our
Constitution, make special reference to the rule of law:
“Whereas Canada is founded upon principles that recognize
the supremacy of God and the rule of law...” According to
the Supreme Court of Canada, the rule of law means at least
two things:

« the law is supreme over officials of government as well as
private individuals, and thereby preclusive of the influence
of arbitrary power; and

+ it requires the creation and maintenance of an actual order
of positive laws which preserves and embodies the more
general principles of the normative order.'®

The rule of law is more, however, than simply a collection of
laws. Under the rule of law, the law is the means by which
social order is established. Laws not only set out the structural
framework for the governance of society; they also express
and codify the central values of society. Competing forms of
social control, such as rule by arbitrary power or force, offer
little protection for the rights and security of individuals.
The rule of law, on the other hand, means that the conduct of
all members of society will be regulated in a manner that
is neither arbitrary nor subject to the improper exercise of
discretionary authority, and that the Crown and officials of
government (including CF members in positions of responsi-
bility and authority) are required to act only according to
lawful authority and not arbitrarily. In addition to protecting
individual liberty, the law provides stability, predictability,
and a means by which actions contrary to society’s interests
can be controlled, or punished if necessary. The legal
framework provides for courts and administrative tribunals,
which are empowered to resolve conflicts and disputes



between society and its citizens, and between citizens
themselves, in a peaceful and fair way. For the Canadian
Forces, the rule of law establishes the relationship of the mil-
itary to civil authorities, governs the relationship between
leaders and subordinates, and is a critical element in
decision-making for leaders at all levels. It applies in all
conditions: war, peace, and all other operations that make up
the spectrum of conflict.

A military force in a democratic country has a special rela-
tionship to the rule of law. A judge of the Supreme Court of
Israel described that relationship in the following manner:

“When the cannons roar, the muses are silent. But
even when the cannons roar, the Military
Commander must uphold the law. The strength of
society to withstand its enemies is based on its
recognition that it is fighting for values worthy of

defense. The rule of law is one of those values’!

LEGAL FRAMEWORK FOR THE
CANADIAN FORCES

Obviously, no society can claim to be governed by the rule
of law if the relationship between its civil authority and its
military forces is not subject to its principles, nor if within
the military itself these principles do not apply. As noted in
Military Justice at the Summary Trial Level, the “military in a
democracy is unique in that the most physically destructive
power of the state is concentrated in the hands of a relatively
small number of non-elected government officials. This
unique status inevitably leads to a large number and variety
of laws designed not only to control the armed forces, but
also to assist in ensuring that the values of broader society
are maintained within the social fabric of the military”? It is
important, therefore, that military leaders at all levels have an
understanding of the legal framework that governs the CE

The supreme law of Canada is contained in our Constitution,
which takes precedence over all other statutes (including the
National Defence Act). There are three subsidiary types of
law: statutory law, judicial decisions (otherwise known as the
common law), and the exercise of the executive authority of
the Government through the Crown Prerogative. Of these

" H.C. 168/91 Marcus v. The Minister of Defense 45 P.D. (1) 467, 470-471.
* B-GG-005-027/AF-011 Military Justice at the Summary Trial Level, p. 1-2.

three types, statutes are the single most important source of
law. The enactment of a law by Parliament is in many ways
the ultimate political act, as it serves as a record of the
decisions made by democratically elected officials and
clearly illustrates the exercise of political control over society
through the law.

The Constitution. In Canada, the legal framework governing
the CF provides a solid foundation for the application of the
rule of law, a framework that commences with the
Constitution. Under section 91 of the Constitution Act, 1867,
the federal Parliament is empowered to make laws for the
“Peace, Order and good government of Canada” as well as in
relation to a number of specifically enumerated matters,
including “Militia, Military and Naval Service, and Defence”

Another part of our Constitution, the Constitution Act, 1982,
contains the Canadian Charter of Rights and Freedoms which
enshrines a number of fundamental freedoms (such as
freedom of conscience and religion, freedom of thought,
belief, opinion, association, peaceful assembly, and freedom
of the press); democratic rights (such as the right to vote and
the requirements for Parliament to sit); mobility rights; legal
rights (such as the rights to life, liberty and security of the
person, the right to be secure against unreasonable search
and seizure or arbitrary arrest or detention, the right to be
presumed innocent until proven guilty according to law in a
fair and public hearing by an independent and impartial
tribunal, the right not to be subject to any cruel and unusual
punishment); and equality rights (which include the right to
equal protection and benefit under the law without discrim-
ination on the basis of race, national or ethnic origin, colour,
religion, sex, age or mental or physical disability).

These rights and freedoms reflect basic values of Canadian
society and are intended to protect individuals and groups
against arbitrary and unreasonable action by the state. It is
important in this context to recognize that within the Charter
of Rights, there is only one specific reference to, or exemption
for, the CE Paragraph 11(f) of the Charter provides that a
person has the right to trial by jury where the maximum
punishment for the offence is imprisonment for five years or
more, or a more severe punishment, except in the case of an
offence under military law tried before a military tribunal.
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Beyond that exemption, the Charter “guarantees the rights
and freedoms set out in it subject only to such reasonable
limits prescribed by law as can be demonstrably justified in
a free and democratic society.”

For CF leaders at all levels, there are two key principles they
must understand. First, CF leaders have a duty to uphold the
Constitutional rights and freedoms of CF members. Second,
CF members are protected by the Charter to essentially the
same extent as the rest of Canadian society, so that any
limitation on the rights and freedoms of CF members, result-
ing from policies, decisions, or practices, must be justified
and must be prescribed by law. “The key to justifying the
limitation on the constitutional rights of a service member
is identifying the core principles, or tenets, of military
service”?! An example of this is the restriction in regulations
which prohibits Regular Force members of the CF from
engaging in certain types of political activities. The justifica-
tion for limiting this democratic right is the competing value
of maintaining a politically neutral military, something
considered essential in a free and democratic society.

Statutes, Regulations and Orders. As mentioned earlier, the
Constitution empowers the federal Parliament to enact laws
related to defence. The principal piece of defence legislation
is the National Defence Act (NDA). This Act, among other
things, establishes the Department of National Defence and
the CF as distinct entities, sets out in broad terms the nature
and conditions of service within the CE, and establishes the
Code of Service Discipline. Note that the NDA also, consistent
with the rule of law, reflects the ultimate civilian control over
the CE While the Chief of the Defence Staff (CDS) is assigned
responsibility for the “control and administration” of the CE,
exercise of this command is subject to the direction of the
Minister of National Defence. Indeed, it is the Minister who
has the “management and direction” of the CF on all matters
relating to national defence and who authorizes the organiza-
tion of its units and other elements (except that the Governor
in Council authorizes the maximum number of members in
the CF).

As well, pursuant to the NDA, regulations may be made by
both the Governor in Council and the Minister of National
Defence for the organization, training, discipline, efficiency,
administration and good government of the CE and by the
Treasury Board in relation to certain matters of financial

“ Ibid., p. 1-7.

compensation. The vast majority of these regulations are
collected in the Queen’s Regulations and Orders for the
Canadian Forces (QR&0).

For the purpose of understanding the legal aspects of leader-
ship in the CE some of the more important chapters of QR&0,
aside from those dealing with the Code of Service Discipline in
Volume II, are Chapter 3 (Rank, Seniority, Command and
Precedence), Chapter 4 (Duties and Responsibilities of
Officers), Chapter 5 (Duties and Responsibilities of Non-
Commissioned Members), and Chapter 19 (Conduct and
Discipline).

Together, the NDA and QR&0 address a number of basic
values of service life which distinguish it from civilian life:

« concepts of duty and the unlimited liability assumed by
members on active service,

+ subordination and obedience to authority,

+ the strict obligation to obey lawful commands,

+ individual and collective discipline, and

« the obligation to promote the welfare of subordinates.

The NDA also contemplates that, in addition to regulations,
orders and instructions will be issued to the CE QR&O
Chapter 1 amplifies the NDA by providing by whom and under
what conditions such orders and instructions will be issued.
Although they come in many forms, the most common written
orders of general application to the CF include CDS orders
published as part of the QR&0, and other orders or instruc-
tions issued by or under the authority of the CDS in Canadian
Forces Administrative Orders (CFAOs) and Defence
Administrative Orders and Directives (DAODs). Orders of
more specific application include command orders, unit
standing orders and routine orders. With respect to the NDA,
the Security of Information Act, regulations, and other orders,
all CF members, and especially CF leaders, have a positive duty
to “become acquainted with, observe, and enforce” them.

Other Laws and Social Values. As a basic principle, it is
important to bear in mind, that “though a soldier... incurs
from his position legal liabilities from which other men are
exempt, he does not (generally speaking) escape thereby
from the duties of an ordinary citizen.”?> With respect to the
criminal law of Canada, for example, members of the CF are

* A.V. Dicey, Introduction to the Study of the Law of the Constitution. (London: MacMillan & Co Ltd ), 1939, p. 194.
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in a fairly unique position. Under the Code of Service
Discipline, federal offences, such as those found in the
Criminal Code or the Controlled Drugs and Substances Act, are
also service offences that may be dealt with under military
law. However, CF members do not acquire any general immu-
nity from the civilian criminal law by virtue of their military
status. Instead, they remain subject to the general standards
of behaviour demanded by Canadian society at large, in
addition to the considerably more exacting standards
required in a disciplined professional armed force with its
own codes and norms.

The values affirmed by Canadian society, and the resulting
standards imposed, are not, obviously, limited to those found
in the criminal law. The Canadian Human Rights Act
(CHRA), for instance, is intended to give effect “to the princi-
ple that all individuals should have an opportunity equal
with other individuals to make for themselves the lives that
they are able and wish to have and to have their needs
accommodated, consistent with their duties and obligations
as members of society, without being hindered in or prevented
from doing so by discriminatory practices based on race,
national or ethnic origin, colour, religion, age, sex, sexual
orientation, marital status, family status, disability or
conviction for an offence for which a pardon has been
granted.”” To that end, the CHRA prohibits various forms of
discrimination that cannot be justified within the specific
criteria established under the law.

Another domestic law which impacts directly on the CF and
indeed on government officials in general, is the Financial
Administration Act (FAA). This legislation, among other
things, sets out the norms and expectations in respect of
financial management, including the collection, manage-
ment and disbursement of, and accounting for, public money.

In addition to the CHRA and FAA, laws such as the
Employment Equity Act, Official Languages Act, the Privacy Act,
and the Access to Information Act also reflect how a number of
important Canadian concepts and values apply to the exercise
of government: the Government serves the population; the
Government should be representative of the population it
serves; and the Government should be as transparent as pos-
sible. The CF, as a government institution, shares with other
government institutions the organizational responsibilities

* Canadian Human Rights Act, section 2.

imposed by legislation related to the framework of
government. Its senior leaders in particular have a special
responsibility to ensure that these organizational responsi-
bilities are fulfilled, while CF leaders generally have specific
obligations arising out of the application of these Acts.

The values of Canadian society with which CF leaders need
be both conversant and compliant do not, however, end with
domestic civil and military law. Members of the CF, perhaps
more than most other Canadians, are responsible for both
understanding and following certain essential tenets of
international law.

International law regulates the affairs between states and,
like domestic law, establishes norms and standards of
conduct for government organizations and their agents.
Broadly speaking, for example, international law determines
when states may resort to the use of force and how they may
conduct hostilities during armed conflict. The law of armed
conflict, which is derived from both customary international
law and from treaties and conventions (such as the Hague
Conventions, the Geneva Conventions, and Additional
Protocols I and II to those Conventions) reflect standards of
conduct that apply to Canadian military forces and
individual members. These laws bind the CF in the conduct of
operations in the international arena either by customary law
or because the Government has signed and ratified the relevant
treaties and conventions. As agents of the state, CF Officers and
NCM:s are bound by Canada to follow the provisions of interna-
tional law when conducting military operations.

The purpose of the law of armed conflict is to regulate the
conduct of hostilities and to protect the victims of armed
conflict and, in doing so, safeguard the fundamental human
rights of persons who fall into the hands of an enemy, such as
prisoners of war, the wounded and sick, and civilians. It is
also designed to spare the civilian population from the
dangers arising from military operations and to protect
combatants from unnecessary suffering.’* Reflective of the
Canadian value that the nation’s armed forces will perform
their international tasks with humanity, it is CF policy that
the CF will apply, as a minimum, the principles and spirit of
the law of armed conflict in all international operations.?

* B-GG-005-027/AF-021 The Law of Armed Conflict at the Operational and Tactical Level, p. 1-1.
» CDS Guidance to Commanding Officers, Chapter 7: Law of Armed Conflict at the Operational and Tactical Level.
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“The concept of ‘international law’ promulgated by
Hugo Grotius in seventeenth-century Holland, in
which all sovereign states are treated as equal and
war is justified only in defense of sovereignty, is
fundamentally utopian. The boundaries between
peace and war are often unclear, and international
agreements are kept only if the power and
self-interest are there to sustain them. In the future,
do not expect wartime justice to depend on
international law; as in ancient times, this justice
will depend upon the moral fiber of military
commanders themselves, whose roles will often be
indistinguishable from those of civilian leaders.”

Robert Kaplan
Warrior Politics

Of course, the law cannot be applied without knowledge.
Consequently, as a party to Additional Protocol I to the
Geneva Conventions, Canada has a positive duty in times of
both peace and armed conflict, to instruct the CF on the law
of armed conflict and to include the study of law of armed
conflict in military instruction programs.”® Commanders
therefore have dual responsibilities. First, they must ensure
that their subordinates are sufficiently instructed in the law
of armed conflict. Secondly, they must then ensure that the
subordinates act in a manner consistent with that law. If they
do not, the commanders, as well as the subordinates, may be
held personally and criminally responsible in respect of
illegal acts. Further, the commander’s responsibility for
illegal acts of subordinates extends not only to acts which the
commander knew were being committed, but also, owing to
the circumstances prevailing at the time, should have known
were being committed.?’

“Sun Tzu said patiently, ‘If words of command are
not clear and distinct, if orders are not thoroughly

rn

understood, then the general is to blame'.

Foreword to The Art of War

* Additional Protocol I, article 87.
1998 Rome Statute of the International Criminal Court, article 28(1)(a).
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Some Overriding Principles. This is, of course, a very abbre-
viated outline of the legal framework in which CF leaders
must operate. However, it should be sufficient to indicate
that, in their many roles and relationships, CF leaders must
be guided by a number of important principles derived from
the rule of law. Some of these key principles are:

the military is under civilian control,

the state and its institutions must act only under
lawful authority,

the Government and its officials are accountable for
their actions,

accountability applies in both the domestic and interna-
tional arenas,

the law applies equally to all, and

where there is room for the exercise of discretion, it must
be exercised in good faith and for a proper purpose.

These principles determine the CF’s relationship
with the civil authority, and, for the individual leader, affect
perhaps even more directly the leader’s relationship to his or
her subordinates.

THE CF AND CIVIL AUTHORITY

As indicated earlier, the military in Canada is subject to the
civil authority, that is, the duly elected federal Government as
represented by the executive branch. This relationship is
established by the Constitution and clearly reflected in the
NDA. In a democracy, decisions of the Government are
carried out through and under the law, and the military is but
one instrument for carrying out Government direction.



“[T]he military professional has a sense of
responsibility to the state and, because the soldier
controls deadly force, this responsibility is all
important. In a democracy like Canada, the soldier
accepts, acknowledges and understands that the
political power has the supreme authority and the
ultimate responsibility. The government lays down
policy and the soldier follows it... The army can
agree or disagree about these policies, but it has the
responsibility to obey its political masters and not
to assume that its judgment should supercede that
of the elected leaders.”

Jack Granatstein
Canada’s Army — Waging War and Keeping the Peace

For the individual leader in the CF, this obligation has impor-
tant implications. The leader derives his or her formal or
“legal authority,” from outside the military, namely, the
Government. This authority is not conferred to enable the
leader to act on his or her own behalf, or indeed, only on
behalf of the military in which he or she serves. The powers
conferred on military leaders are extraordinary and they are
conferred so that the leader may advance the goals of the
state in accordance with the law. Misuse of these powers will
undermine both the legal authority and personal influence
necessary for effective leadership. Hence, for a misuse of
powers, the leader may be formally relieved of command.

As part of the responsibilities of the positions they occupy,
senior CF leaders may and should attempt to influence the
civil authority’s defence decisions and policy direction. The
provision of professional advice is an important element of
the civil-military interface at the national-strategic level of
command and leadership. However, once lawful Government
direction is issued, it is the leader’s duty to ensure that such
direction is carried out, regardless of whether the leader
personally agrees with the decision or the direction provided.

* Military Justice at the Summary Trial Level, supra p. 1-9.
» R.v. Genereux [1992] 1 S.C.R. 259 at 293.

SELF-REGULATION, DISCIPLINE,
AND THE EXERCISE OF DISCRETION

As a part of Canadian society, the armed forces must share
society’s basic values and beliefs. However, the CF must also
maintain the values and norms necessary to enable it to
carry out its unique role and functions. Consequently, in
contrast to the Criminal Code, which sets out the minimum
standard of conduct expected of all members of Canadian
society, with prescribed punitive sanctions for breach of that
standard, the Code of Service Discipline does something
more. While it includes the prohibition of criminal conduct,
the Code of Service Discipline is also intended to instill in CF
members a sense of duty, integrity, and cohesion significantly
beyond that which may be achieved through the
imposition of a minimum standard. It is, therefore,
instrumental in ensuring that CF members attain the high
standards of conduct expected of professionals.

The traditional purposes of military discipline are to control
the armed forces to ensure that it does not abuse its power, to
ensure that members carry out their assigned orders
efficiently and effectively — particularly in the face of danger,
and to assimilate the recruit to the institutional values of the
military.?® Its importance has been recognized by Canada’s
highest court:

“The safety and well-being of Canadians depends
considerably on the willingness and readiness of a
force of men and women to defend against threats
to the nation’s security. To maintain the Armed
Forces in a state of readiness, the military must
be in a position to enforce internal discipline effec-
tively and efficiently. Breaches of military discipline
must be dealt with speedily and, frequently,
punished more severely than would be the case if a

civilian engaged in such conduct”?

Implicit in the Court’s affirmation of the need for a separate
system of military justice is also a recognition of the critical
requirement of the profession of arms to regulate and police
itself. As indicated by the discussion of self-regulation in
Duty With Honour, this “control is accorded the profession by
society at large because its function is essential to the well-
being of that society and the ability to execute it cannot be
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found elsewhere.”*® Self-regulation of the military profession
in Canada does not detract from the military’s accountability
to the civil authorities, described earlier. On the contrary,
effective self-regulation is necessary to sustain the trust and
confidence of both the Government and the society served by
an armed force.

The legal instruments for self-regulation in the CF were set out
earlier: the NDA, QR&0, and other orders and instructions.
However, whether these instruments are effective in maintain-
ing the required level of discipline in the CF depends in large
measure on the skill with which leaders exercise their
judgment, where they have some degree of discretion.

Within Canadian military law, it is clear that the maintenance of
discipline is a function of leadership at all levels and that the
authority to maintain discipline at the unit level is concentrated
in the hands of the commanding officer. While the Code of
Service Discipline contains many provisions to ensure procedural
fairness, the chain of command must necessarily exercise
discretion in all phases of the enforcement of discipline. There is
discretion in selecting the appropriate form of investigation and
in deciding whether charges are to be laid or proceeded with, in
the decision of the presiding officer at a summary trial as to the
evidence he or she accepts and the weight that is assigned to it,
in deciding whether the burden of proof has been satisfied
beyond a reasonable doubt, and in selecting an appropriate
punishment if the person is found guilty.

The proper exercise of discretion is one of the essential tenets
of the rule of law. It requires that when decisions are made in
applying the law, the decision-maker must act in good faith
and must not abuse his or her powers or exercise them
dishonestly or arbitrarily, or to achieve an improper purpose.
The decision-maker must consider only relevant information
and must not discriminate on any inappropriate basis. While
there obviously cannot be more than one standard of obedi-
ence in an armed force, and while the rules of procedural
fairness must be followed in every case, the power to exercise
discretion does permit that different cases will be decided
differently. The protection that the rule of law provides is that
the standard of conduct required of an individual must be
established in advance, it must be made known, and it must
be enforced evenly and fairly. Whether the system is seen as
just or not will depend not only on conformity with the

* Duty With Honour: The Profession of Arms in Canada, p. 59
*' C.E. Brand, Roman Military Law. (Austin: University of Texas Press ), 1968, p. xii.
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procedural rules prescribed in the Code of Service Discipline,
but also on subordinates’ evaluation of the manner in
which their leaders exercise their discretion in the discipli-
nary process.

“It is from military law that the serviceman receives
his most tangible indication of the relationship
between himself and those who command... If the
military law is a just system, then it will be
recognized as such by the serviceman and thus it
will promote and support the discipline upon which
the military organization is based.”

J.B. Fay
“Canadian Military Criminal Law:
An Examination of Military Justice”

The proper exercise of discretion as a leadership imperative
extends, of course, beyond the disciplinary process. It is also
fundamental in administrative actions that are routinely
taken within the CF, such as those relating to relief from the
performance of duties, adjudication of grievances, the
administration of counseling and probation, and release
decisions. While they may have more profile in the adminis-
tration of discipline, the values of honesty, fairness, and
openness should be inherent in all facets of the relationship
between leaders and subordinates.

OBEDIENCE AND THE RULE OF LAW

It has been said that in order to transform a civilian into
a disciplined soldier, the soldier must “upon entering the
service, come to live in his relation to command, and to
respect it much as he does the force of gravity, or the march
of time”®! The training régime within the CF is one of the
positive means designed to instill the habit of obedience.
As well, the personal example of the leader, including his or
her integrity, skill, and knowledge, is another important
factor. Finally, where obedience cannot be ensured
by willing compliance, coercive measures, such as those
provided by the Code of Service Discipline, are available.
The CSD prescribes a number of offences relating to



obedience: section 83 — disobedience of lawful command;
section 85 — insubordinate behaviour; and section 129 —
conduct to the prejudice of good order and discipline.

However, a recurring challenge for both leaders and their
subordinates is the extent to which discipline requires
unquestioning obedience. This issue typifies the tension
between the military norm of instinctive obedience to
authority and the broader cultural value of individual free-
dom and self-determination, as well as the tension that
sometimes arises between legal and moral obligations. The
starting point for resolving this issue is found in QR&0
Chapter 19. Article 19.015 provides that “Every officer and
non-commissioned member shall obey lawful commands
and orders of a superior officer” That direction is amplified
by guidance provided in Note B to that article: “Usually there
will be no doubt as to whether a command or order is lawful
or unlawful. In a situation, however, where the subordinate
does not know the law or is uncertain of it he shall, even
though he doubts the lawfulness of the command, obey
unless the command is manifestly unlawful”

The concept of “manifestly unlawful” is explained further in
Note C to article 19.015: “A manifestly unlawful command or
order is one that would appear to a person of ordinary sense
and understanding to be clearly illegal; for example, a
command by an officer or non-commissioned member to
shoot a member for only having used disrespectful words or
a command to shoot an unarmed child”

Additional guidance has been provided by Canada’s highest
court. In a case involving war crimes committed in Hungary
during World War 11, the Supreme Court of Canada has con-
firmed that military orders must be obeyed unless they are
manifestly unlawful. The Court acknowledged that a primary
and necessary objective of military training is to inculcate in
every recruit the necessity to obey orders instantly and
unhesitatingly, and that, in action, the lives of every member
of a unit may depend on instantaneous compliance with
orders. In answering the question “When is an order from a
superior manifestly unlawful?” the Court ruled:

“It must be one that offends the conscience of every
reasonable, right-thinking person; it must be an
order which is obviously and flagrantly wrong. The

* R.v. Finta [1994] 1 S.C.R.701.

order cannot be in a grey area or be merely
questionable; rather it must patently and obviously

be wrong.” ¥

In short, the rule of law always applies. Obedience to lawful
orders is mandatory. Likewise, disobedience of manifestly
unlawful orders is not only permissible but is also required.
Carrying out a manifestly unlawful order is an offence, and,
as previously noted, commanders, as well as subordinates,
may be held personally and criminally responsible for
illegal acts.

The critical criterion in deciding to disobey is that the
authorized disobedience of a command must be based on
manifest illegality and not on a differing moral choice. This
dilemma of moral choice versus the duty of obedience arises
perhaps most compellingly in international operations, and
has already been alluded to in Chapter 2. The telling point is
that, if decisions were based primarily on the moral views of
individuals or groups, questions would arise as to whose
moral view takes precedence, and whether, for example, the
morality is based on a particular religion, or social upbring-
ing, or the views of the majority of soldiers present.

To provide leaders with general guidance in understanding
the inter-relationships of the rule of law, obedience, and
moral choice, particularly in an operational context, the
following summary observations are provided:*

+ One of the principles underpinning Canadian defence
policy is the belief that the rule of law must govern
relations between states.

As professional soldiers, CF members perform a role in
maintaining the rule of law both in Canada and beyond
our shores.

Military operations in which Canada participates will be
based upon an appropriate lawful authority; internationally,
that authority may, for example, be a United Nations
Security Council Resolution.

During operations, the law directly impacts on how, and
the degree to which, force may be applied by states,
commanders, and individual military personnel and are
specified in rules of engagement.

* These points are drawn from Colonel Ken Watkin, “Warriors, Obedience and the Rule of Law;” Army Doctrine and Training Bulletin, Vol. 3, No. 4, 2000/2001.
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« The international laws to which Canada is bound or has
agreed will apply in the conduct of military operations and
bind all commanders to comply with them; therefore, a
commander’s intent can never be to countenance disobedi-
ence of the law of armed conflict.

Values reflected in the law take precedence over the moral
views of individuals and groups and adherence to the law
must be demanded by leaders at all levels.

In short, the rule of law applies at all levels of an operation,
commencing with the legal authority to conduct it and
flowing to the acts of the individual soldier.

SUMMARY

The rule of law affirms:

- that the social order established under reasonable laws
made by reasonable people is preferable to other forms of
social order;

+ that the law is the supreme authority in society; and

+ that everyone is equally subject to the law, including govern-
ment officials, the armed forces, and private individuals.

Leadership in the Canadian Forces: Conceptual Foundations

For CF leaders, the law generally stipulates both what leaders
have to do and must also avoid doing in regard to their
obligations to the Government and the Canadian people, the
conduct of operations, and the control and administration of
CF members. Under the rule of law, CF leaders have obliga-
tions (1) to obey the law, that is, to use any authorities and
powers provided by the law in accordance with the law, (2) to
instruct CF members on their obligations under the law, and
(3) to uphold the law, that is, to defend the rule of law as an
important societal value and to enforce discipline and obedi-
ence to the law. Relevant laws include, but are not limited to,
the Constitution, federal statutes (such as the National
Defence Act), regulations, orders, and international law (in
particular, the law of armed conflict).

To paraphrase John Keegan, cited at the beginning of this
Chapter, disciplined, obedient and law-abiding armies are a
mark of civilization. Armies of this quality are not estab-
lished or maintained without effective leadership. It is the
leaders who ensure that the values of society are both
protected and respected by its armed forces. It is the leaders,
too, who foster the values and norms unique to the military.
Their navigation through the complexities of these responsi-
bilities will be assisted by one of the central values of
Canadian society - the rule of law.
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Responsibilities
of CF Leaders

Chapter 2 outlined a five-dimensional institu-
tional-effectiveness framework that served as
the basis for defining effective leadership in the
CF (Chapter 3 elaborated this framework in
reference to the rule of law). At a high level of
generality, the CF effectiveness framework and
the resulting definition of effective CF leader-
ship assert that the duty of CF leaders can be
summarized in terms of five broad value or
effectiveness dimensions: accomplishing the
mission, structuring and integrating teams and
units for optimum efficiency and co-ordination,
ensuring member well-being and commitment,
establishing and maintaining capabilities to
adapt to change, and regulating conduct in
accordance with the value systems of the
Canadian military ethos. While these high-level
statements are useful generalizations that are
applicable to all CF leaders, they are not
sufficiently specific as guides to leader behav-
iour, training and development, or performance
evaluation.

Experience and research have shown, however, that there are
clearly definable instrumental tasks that must be performed
by military leaders if they are to achieve the desired results.
Such obligations are often formally specified in duties and
responsibilities - statements of what the organization
expects of its leaders. They describe, in effect, how leaders

Leadership in the Canadian Forces: Conceptual Foundations

should use their authority and influence in the service of
collective effectiveness. This chapter expands on the effec-
tiveness framework in Figure 2-1 and provides a more
detailed description of the responsibilities of CF leaders as
they relate to the general functions of leading people and
leading the institution.

“Leaders adapt their behavior to the role
requirements, constraints, and demands of the lead-
ership situation. One theory for describing how the
situation influences behavior is role theory.... The
role expectations from superiors, peers,
subordinates, and outsiders are a major

influence on a leader’s behavior.”

Gary Yukl & David Van Fleet
In Handbook of Industrial and
Organizational Psychology (2" ed.)

GENERAL RESPONSIBILITIES
OF CF LEADERS

The responsibilities of appointed CF leaders are communi-
cated to them in a variety of ways. For example, regulations
convey in a summary fashion the general responsibilities
under military law of all Officers and NCMs - namely, the
regulation of conduct and enforcement of discipline, support
of the civil authority, promotion of subordinate well-being,
and conscientious resource management. In the main, these
legally mandated responsibilities (Queern’s Regulations &
Orders 4.02 and 5.01) fall within the purview of Officers and
NCMs in leadership roles.

In very broad strokes, role expectations relating to the
exercise of authority, training, and discipline are similarly
communicated in the commissions and warrants granted to
Officers and Warrant Officers. At a very fine-grained level of
analysis, the Officer General Specification (OGS) and the
NCM General Specification (NCMGS) detail basic military
and common leadership responsibilities and tasks across
career development periods, as well as the knowledge and
skills needed for each task or cluster of tasks.



QR&O 4.02 — GENERAL RESPONSIBILITIES
OF OFFICERS

An officer shall:

(a) become acquainted with, observe and
enforce:

(i) the National Defence Act,
(ii) the Official Secrets Act,
(iii) QR&O, and

(iv) all other regulations, rules, orders
and instructions that pertain to the
performance of the officer's duties;

afford to all persons employed in the public
service such assistance in the performance
of their duties as is practical;

promote the welfare, efficiency and good
discipline of all subordinates;

ensure the proper care and maintenance,
and prevent the waste, of all public and
non-public property within the officer’s
control; and

report to the proper authority any infringe-
ment of the pertinent statutes, regulations,
rules, orders and instructions governing
the conduct of any person subject to the
Code of Service Discipline when the officer
cannot deal adequately with the matter.

QR&O 5.01 — GENERAL RESPONSIBILITIES
OF NON-COMMISSIONED MEMBERS

A non-commissioned member shall:

(a) become acquainted with, observe and
enforce:

(i) the National Defence Act,
(ii) the Official Secrets Act,
(iii) QR&O, and

(iv) all other regulations, rules, orders
and instructions that pertain to the
performance of the member’s duties;

afford to all persons employed in the public
service such assistance in the performance
of their duties as is practical;

promote the welfare, efficiency and good
discipline of all who are subordinate to
the member;

ensure the proper care and maintenance
and prevent the waste of all public and
non-public property within the member’s
control; and

report to the proper authority any infringe-
ment of the pertinent statutes, regulations,
rules, orders and instructions governing the
conduct of any person subject to the Code
of Service Discipline.
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FUNCTIONAL RESPONSIBILITIES
OF CF LEADERS

Table 4-1 provides a summary of CF leader responsibilities as
a set of middle-range descriptions falling somewhere
between the generality of the five dimensions of effective CF
leadership and the detail of occupational specifications.

Responsibilities are broken out in relation to the two kinds of
effectiveness dimensions described earlier - essential
outcomes and conduct values. In a very real sense, they flesh
out the concept of duty as a professional, moral, or legal
obligation (discussed in Chapter 2 of Duty with Honour) and
what it should mean to CF leaders.

Table 4-1 | Responsibilities of CF leaders as they relate to major functions and effectiveness dimensions.

Major Leadership Functions

Effectiveness
Dimensions

Leading People

Mission Success Achieve professional competence

& pursue self-improvement.

Clarify objectives & intent.

Solve problems; make timely decisions.
Plan & organize; assign tasks.

Direct; motivate by persuasion, example,
& sharing risks and hardships.

Secure & manage task resources.

& realistic conditions.

Train individuals & teams under demanding

Leading the Institution

Establish strategic direction & goals.

Create necessary operational capabilities (force
structure, equipment, command & control).

Exercise professional judgment in relation
to military advice & use of forces.

Reconcile competing obligations & values,
set priorities, & allocate resources.

Develop the leadership cadre.

Internal

Integration standards & routines.
Build teamwork & cohesion.

Keep superiors informed of activities &
developments.

& decisions.

Monitor; inspect; correct; evaluate.

Structure & co-ordinate activities; establish

Keep subordinates informed; explain events

Understand & follow policies & procedures.

Develop a coherent body of policy.

Support intellectual inquiry & develop
advanced doctrine.

Manage meaning; use media & symbolism to
maintain cohesion & morale.

Develop & maintain effective information &
administrative systems.

Develop & maintain audit & evaluation systems.

concerns, represent their interests.
Resolve interpersonal conflicts.

Consult subordinates on matters
that affect them.

Monitor morale & ensure subordinate
well-being.
Recognize & reward success.

Member Mentor, educate, & develop subordinates.
Well-being & Treat subordinates fairly; respond to their
Commitment

Accommodate personal needs in professional
development/career system.

Enable individual & collective mechanisms
of voice.

Ensure fair complaint resolution.

Honour the social contract; maintain strong QOL
& member-support systems.

Establish recognition & reward systems.

Leadership in the Canadian Forces: Conceptual Foundations



Table 4-1 | Responsibilities of CF leaders as they relate to major functions and effectiveness dimensions. (cont.)

Effectiveness

Dimensions Leading People

External
Adaptability

Maintain situational awareness;
seek information; keep current.

Anticipate the future.
Support innovation; experiment.

Learn from experience & those
who have experience.

(joint, inter-agency, multi-national).

Develop effective external relationships

Major Leadership Functions

Leading the Institution

Gather & analyze intelligence; define future
threats & challenges.

Initiate & lead change.

Foster organizational learning.

Master civil-military relations.

Develop external networks & collaborative
strategic relationships.

Conduct routine external reporting.

Military Ethos Seek and accept responsibility.
system, history, & traditions.

maintain order & discipline; uphold
professional norms.

& diversity.

Socialize new members into CF values/conduct

Exemplify and reinforce the military ethos;

Establish climate of respect for individual rights

Clarify responsibilities; enforce accountabilities.

Develop & maintain professional identity;
align culture with ethos; preserve CF heritage.

Exemplify and reinforce the military ethos;
develop & maintain military justice system.

Establish an ethical culture.

What the Table also illustrates, in a fairly convincing way,
is that, at the level of responsibilities, there are qualitative
differences between the functions of leading people in the CE
and leading the CF as an institution. The responsibilities
listed in this table include:

traditional principles of military leadership (shown in
italics and discussed further in Annex A);

« common and relevant dimensions of leader behaviour
found in empirically derived inventories;

representative leadership tasks from the OGS and NCMGS;
and

responsibilities identified in charter documents for CF
leader development over the next decade or more (e.g.,
Officership 2020, NCM Corps 2020) and in contemporary
studies of strategic leadership.

At first glance, many of the responsibilities listed in
Table 4-1 seem to have little to do with conventional ideas
about leadership as a real-time process of purposefully influ-
encing performance and conduct. Some obviously are (e.g.,
‘Direct; motivate by persuasion, example, and sharing risks
and hardships, ‘Establish strategic direction and goals’). And
this is also why responsibilities relating to discipline and
professional values (e.g., ‘Reinforce the military ethos;
maintain order and discipline; uphold professional norms’)
are included in the Table.

Other behaviours, by way of contrast, have a developmental
or pro-active quality. Some, for example, relate to personal
development (e.g., Achieve personal competence and pursue
self-improvement, ‘Learn from experience and those who
have experience’), but they are included here because they
enhance a leader’s personal power and the potential to influ-
ence others. Several behaviours have general motivational
properties whose payoffs will occur later (e.g., ‘Mentor,
educate, and develop subordinates, ‘Manage meaning; use
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media and symbolism to maintain cohesion and morale’). A
number build trust and commitment (e.g., “Treat members
fairly; respond to their concerns; represent their interests;
‘Honour the social contract; maintain strong QOL and
member-support systems’), essential pre-requisites for the
willing acceptance of leader direction and influence. Many
are developmental behaviours (e.g., “Train individuals and
teams under demanding and realistic conditions, ‘Support
intellectual inquiry and develop advanced doctrine; ‘Build
teamwork and cohesion, ‘Develop external networks and col-
laborative relationships’), designed to augment performance
capabilities and thereby facilitate direction and influence at
some point in the future. One of the keys to understanding
the responsibilities in Table 4-1 lies in recognizing the
real-time and future-oriented dimensions of military
leadership. All of the behaviours in the Table have something
to do with influencing mission performance or the capability
and potential to perform missions. Effective leaders direct,
motivate, and enable others to perform, but they also develop
and improve individual, group, and organizational capabili-
ties that contribute to performance.

“Performing one’s duty embraces the full scope of
military professional excellence. It calls for
individuals to train hard, pursue professional
self-development, and carry out their tasks in a
manner that reflects pride in themselves, their unit,
and their profession.”

Duty with Honour:
The Profession of Arms in Canada

Responsibilities for Leading People. In exercising direct
influence related to the mission success dimension of
effectiveness, CF leaders are expected to prepare for, and
conduct or support, operations, and generally implement the
policy direction of superiors. Here, in the commander or direc-
tor role, the emphasis is on getting the job done in a
professional manner. As such, leaders at all levels are expected
to exemplify professional competence and commitment, train
hard to improve individual and team performance, set and
clarify goals, plan and execute tasks, allocate and manage task
resources, and supervise individual and group performance.

Leadership in the Canadian Forces: Conceptual Foundations

With respect to the internal integration domain, the primary
roles of the Officer-NCM leadership team are those of
co-ordinator, team-builder, and monitor. In the co-ordinator
role, leaders provide a common understanding of activities,
maintain good internal communications, and establish
routine procedures to facilitate coherent action. As
team-builders, the leadership cadre creates a sense of shared
identity, and orchestrates training experiences that build
mutual support and teamwork. In the monitor role, leaders
continually assess the operating status of the unit or sub-unit,
by generally ensuring compliance with rules and standards,
conducting evaluations and inspections, reviewing reports,
and holding subordinates accountable for their actions.

The primary leader roles pertaining to the member well-being
and commitment dimension of effectiveness are those of
sustainer and developer. In the sustainer role, the Officer-NCM
leadership team is responsible for enhancing the meaningful-
ness of individual tasks and jobs, establishing a healthy unit
climate, managing interpersonal conflict, responding to
complaints and concerns, representing the individual
and collective interests of their people to administrative staffs
and superiors, and generally monitoring and building morale
and commitment to serve. In the developer role, leaders protect
depth and continuity in teams and units by cultivating
potential replacement leaders. They mentor people in
apprenticeship positions and challenging assignments, and
encourage and support subordinate participation in
educational, professional, and personal-growth activities over
the career span.

To enhance the external adaptability of teams and units and
their preparedness for potential demands and challenges,
leaders at all levels must be learners and innovators. As
learners, leaders seek to understand the context of tasks and
assignments, keep informed and up to date on the bigger
picture, draw on the knowledge of more experienced unit or
staff members to prepare their teams and units for both
known scenarios and unpredictable contingencies. They are
skilled in exercising influence in joint, inter-agency,
and multi-national environments. Following exercises,
operations, projects, and other activities, they conduct
lessons-learned reviews to improve operating procedures
and practices. As innovators, leaders support the DND/CF
philosophy of continuous improvement, and are open to
experimenting with procedures and structures to strengthen



LEARNING FROM THE EXPERIENCE
OF OTHERS — NAVAL CONTINGENCY
PLANNING IN THE GULF WAR, 1990

“One can always learn from those who went before.

We obtained the post deployment reports from both

the UK and US operations in the Arabian Gulf during the
“Tanker War" and the UK Armilla Patrols. We had action
teams in Halifax to pass on these lessons... En route
we took advantage of several NATO nations who helped
us with services and training to prepare us fully for any
eventuality. We pre-ran every scenario we could think

of including all-out war in our Fleet School and Warfare
Centre in Halifax before we left. Each watch from each
ship went through this training. We knew how best

to use each ship, the Task Group and our sailors from
everything from boarding unco-operative merchant
ships to firing missiles. Asking the ‘what if this happens’
questions prior to any mission is essential. Knowing from
your allies what those situations could be and asking for
their help is also critical.”

Rear-Admiral D.E. Miller
In Generalship and the Art of the Admiral

team and unit capabilities. Consistent with this philosophy,
they foster initiative, innovation, and experiential learning in
their subordinates.

With respect to the military ethos, the Officer-NCM leader-
ship team has a joint responsibility for continuing and
extending the professional socialization of new members
that begins in entry training. Individually and collectively,
they must, at a minimum, maintain the military’s traditions
of good order and discipline. Over and above that, they have
to create the conditions that will foster acceptance and
internalization of the ethos. In part, this means they have to
be good teachers, but, more importantly, it means that they
have to exhibit military professionalism and professional
cohesion in their day-to-day behaviour.

Responsibilities for Leading the Institution. To support
the objective of mission success, senior leaders must perform the
roles of visionary, entrepreneur, and political advisor.
In the visionary role, the senior leadership team must anticipate
the future, both realistically and imaginatively, and establish a
comprehensive strategic direction for the CF over the long
term. As entrepreneurs, senior leaders must set achievable
goals, match resource allocations to goals and priorities, and
build the operational capabilities necessary to fulfill today’s
and tomorrow’s defence tasks, including, in particular, the
development of the next-generation leadership cadre. In the
advisor role, the senior leader must be capable of securing the
trust and confidence of the top levels of military and civilian
leadership, and must be able to provide, taking into account
requirements and capabilities, judicious professional counsel
concerning the deployment and use of military assets.

In support of internal integration objectives, senior leaders
communicate their strategic intent and provide authoritative
guidance through a body of coherent policy and advanced
doctrine. They also play the roles of spokesperson and
system manager. As a spokesperson for the institution, the
senior leader creates a common picture of reality through the
effective use of symbols and media, performs ceremonial
functions, and represents the CF to the public. As a system
manager, the leader must ensure that various support
systems of the organization function as a co-ordinated and
integrated whole, while ensuring that the effectiveness and
efficiency of all systems are periodically evaluated to
determine their utility and efficiency.

At the institutional level of leadership, effectiveness in
assuring member well-being and commitment calls for senior
leaders to assume the role of personnel champion. In this
capacity, senior leaders must thoroughly understand social
contract principles,** must be pro-active in providing
satisfactory conditions of service, and they must ensure that
fair mechanisms exist to respond to members’ concerns
about their treatment. They must manage the personal
expectations of members while fostering their commitment
to serve through appropriate reward and recognition
practices. Similarly, senior leaders must also try to balance
the obligations of military service with the ability to
accommodate individual needs.

* As discussed in Duty with Honour, the Standing Committee on National Defence and Veterans Affairs identified the following five principles of commitment to
CF members and their families: fair and equitable compensation; ready access to suitable and affordable accommodation; access to support services; suitable
recognition, care, and compensation for veterans and those injured in the service of Canada; and reasonable career progression and respectful treatment during

service, including the provision of appropriate equipment and kit for tasks.
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Ensuring the external adaptability of the CF is a crucial
strategic-leadership responsibility, requiring senior leaders
to take on the roles of broker and change-leader. In the
broker role, the senior leader must develop and manage
external relationships with the Government, government
departments (especially DND) and other central agencies,
other militaries, and private and public organizations. To
position the CF favourably in terms of influence and collabo-
rative arrangements, senior leaders must have a thorough
understanding of Canadian society and its institutions and
must be able to explain the CF to the Government, central
agencies, external organizations, and the Canadian people.
Both formal linkages and personal networks are equally
important to this role. As a change agent, the senior leader
develops and makes the most of capabilities in mid- to
long-range environmental scanning and analysis, thereby
acquiring advance understanding of the forces of change and
the ability to develop competitive advantages through
transformational initiatives.

“Effective executives are not passive recipients
of environmental contingencies; instead,

they seek to engage the environment and shape
these contingencies.”

Stephen Zaccaro
Models and Theories of Executive Leadership

Within their broad responsibilities for stewardship of the
profession, senior leaders have an obligation to promote
policies and programs that sustain the health of the profes-
sion, especially in the areas of professional development,
history and heritage, and military justice and discipline.
With particular reference to the military ethos dimension of
effectiveness, this entails a combination of personal example,
systematic instruction, and institutional reinforcement,
namely: serving as a role-model of professional conduct that
is above reproach; establishing broadly based programs of
education and training in law, ethics, and military history;
and aligning the CF’s culture in use (its decisions and
practices) with the values and ideals of the military ethos.

Leadership in the Canadian Forces: Conceptual Foundations

UNDERSTANDING AND ACCEPTING
LEADERSHIP RESPONSIBILITIES

Leadership performance, like performance generally, depends
on a mix of individual and situational factors. Relevant
individual factors include: understanding the leadership task,
having the requisite ability and motivation to lead, and having
confidence in one’s ability to perform as a leader. Situational
factors comprise all those external conditions (e.g., people, time,
equipment, guidance and support, physical environment, etc.)
that could enable or hamper performance of the task. Obviously,
the first proviso for success in this ‘performance equation’ is
understanding the task. A leader’s understanding of what he or
she is expected to do sets the course for everything that follows
— the direction and level of personal effort, the application of
professional knowledge and skill, and how authority and influ-
ence are exercised. The duties and responsibilities summarized
in Table 4-1 are intended to instill that basic understanding.

While much of what is expected of CF leaders is communicat-
ed to them by superiors - as a set of role responsibilities such
as those in Table 4-1, through terms of reference for a position
or appointment, or as real-time directives and orders, leader
action may also be reactively driven to action by some
chance event or crisis. Similarly, leaders’ actions may be
triggered by the detection of an individual, group, or
system deviation from a performance standard. Or they may
be initiated by leaders themselves to address a requirement
they have independently anticipated or identified. In other
words, the locus of control over leader activity will often be
external to the leader but also resides within the leader. This
distinction is important because it speaks to a qualitative
aspect of leadership. When a leader demonstrates a behaviour-
al pattern that is essentially reactive to external direction or
conditions, we tend to label this as a passive or custodial
leadership style. On the other hand, when a leader exhibits a
pattern of self-direction and internal control, we typically
think of the leader as having an active or dynamic
leadership style.

Dynamism and the associated qualities of energy, initiative,
and boldness are considered hallmark attributes of effective
leaders. Such leaders are not satisfied with either “Good
enough” standards or with “This is the way we’ve always done
things” explanations. Experienced leaders who have
achieved technical and professional mastery and a mature
self-confidence are, at the very least, expected to question if
not challenge the status quo, to demonstrate initiative, and
generally to make things happen. In fact, the more senior the



leaders and the greater their power, the stronger the expecta-
tion is that they will act this way — assertively, and at times
forcefully, but without necessarily being aggressive. In sum,
to discharge their responsibilities effectively, CF leaders do
what they are expected to do and what they determine is nec-
essary to do in order to accomplish CF objectives. The success
with which they discharge their responsibilities ultimately
depends on the leader’s intrinsic sense of duty and the will-
ingness with which the responsibilities of leadership
are accepted.

ACCEPTING RESPONSIBILITY — Kosovo AIR
CAMPAIGN, SPRING 1999

"“On 24 March, 1999, just before midnight, four CF-18 Hornets
launched from Aviano Air Base in Italy en route to a pre-
planned target located in Kosovo. . . . Over the ensuing 78 days
and nights, the six, then twelve, then eighteen Canadian
CF-18s from Aviano flew a total of 678 sorties over nearly
2600 flying hours. . . .

As the intensity of the conflict increased, so did the Canadian
commitment to the NATO force. . . . Extraordinary performance
became commonplace, but some individuals gave even more.
One of these was Sergeant D.M. Neal of 1 Air Maintenance
Squadron from Cold Lake. In addition to his full-time task

of building some two dozen laser-guided bombs each day,
Sergeant Neal often visited the flight line where he could
share his experience with newly trained Weapons Load
Officers, ensuring that they were fully prepared for the hectic
pace of operations. He also set up training programs to qualify
load crews on the newly cleared GBU-10 two-thousand pound
laser-guided bombs, and made suggestions and adjustments
to improve the safety and efficiency of combat operations.
Leading through tireless example, Sergeant Neal was frequently
on the job for continuous eighteen-hour days during the

“Leaders venture out.... All leaders challenge the
process. Leaders are pioneers — people who are
willing to step out into the unknown. They search
for opportunities to innovate, grow, and improve.”

James M. Kouzes & Barry Z. Posner
The Leadership Challenge

conflict. He established a superb rapport with co-located USAF
armament personnel, routinely negotiating for the loan of
spare parts needed to sustain Canadian production of bombs.

As the stocks of modern GBU guidance kits began to dwindle
for all NATO forces, the allies were compelled to use less-
than-modern guidance kits. This brought about a great deal

of extra work for all national contingents in Aviano as they
required an individual laser code to be manually ‘burned’ into
their circuits. Faced with this problem, Sergeant Neal, on his
own initiative, became the local expert on this guidance
system. Through tireless research he determined the Americans
were incorrectly using their own system to burn laser codes,
and then tactfully showed the USAF armament technicians
how to do it properly. This enabled the Americans to salvage
over 90 percent of the bombs previously considered to be
unserviceable, saving them literally tens of millions of dollars.
Of greater importance, Sergeant Neal's initiative and ingenuity
saved the bombing campaign from suffering critical shortages,
as bomb stocks had been severely depleted by this point.”

Lieutenant-Colonel David L. Bashow, et al.
“Mission Ready: Canada’s Role in the Kosovo Air Campaign”
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SUMMARY

In very general terms, leaders in the CF - both formally
appointed leaders and emergent leaders — are responsible
for: accomplishing the mission, structuring and integrating
teams and units for optimum efficiency and co-ordination,
ensuring member well-being and commitment, establishing
and maintaining capabilities to adapt to change, and regulat-
ing conduct in accordance with the value systems of the
Canadian military ethos. Many of these responsibilities are
reinforced in the statements of duties found in regulations
and in the role expectations symbolically communicated
through warrants and commissioning scrolls.

More detailed guidance concerning the responsibilities of CF
leaders is summarized in Table 4-1. Although not exhaustive,
the Table describes most of the things leaders at the
tactical/operational levels (leading people) and at the strategic
level (leading the institution) should do to achieve important
CF outcomes in a professional manner. In effect, Table 4-1
summarizes the CF’s basic expectations of its leaders.

Leadership in the Canadian Forces: Conceptual Foundations

In addition to satisfying these particular expectations, CF
leaders are also expected to act like leaders - that is, to be
ahead of issues and problems, to be dynamic, to actively
apply their intelligence, imagination, and judgment, and to
challenge the status quo with fresh ideas and disciplined
independence. Leaders are expected to “venture out” and
take calculated risks. In fact, a leader’s freedom of action is
limited only by his or her imagination and resolve. Thus, in
addition to carrying out assigned responsibilities capably
and efficiently, effective CF leaders also apply their
intelligence, imagination, and initiative and do what they
decide is necessary to make their team, their unit, or the CF
stronger and more effective. This is the broader meaning of
duty as it applies to leaders in the CE



Annex A

THE "“"PRINCIPLES OF LEADERSHIP”
IN A COMPLEX WORLD

Earlier versions of CF leadership manuals
endorsed ten principles of leadership as endur-
ing guides to effective leadership practice in the
CF. The leadership manuals of some allied forces
list similar principles (for example, the current

Australian Army manual does, whereas the latest

U.S. Army manual does not). Most serving
members of the CF are familiar with these
principles, even though they have been subject
to changes in wording between the 1973 and
1978 versions of CF leadership manuals. In the
present statement of leadership doctrine, the
essence of these principles has been preserved.
The
principles and the leader responsibilities listed
in Table 4-1 is shown below in Table 4A-1.

relationship between the traditional

Table 4A-1 | Equivalence between traditional leadership principles and the responsibilities in Table 4-1.

1973/1978 Principles of Leadership Equivalent Responsibilities in Table 4-1

Achieve professional competence.

Know your own strengths and limitations and pursue
self-improvement.

Achieve professional competence & pursue self-improvement.

Seek and accept responsibility.

Seek and accept responsibility.

Lead by example.

Direct; motivate by persuasion, example, & sharing risks
and hardships.

Make sure that your subordinates know your meaning
and intent, and then lead them to the accomplishment
of the mission.

Clarify objectives & intent.

Know your subordinates and promote their welfare.

Treat members fairly; respond to their concerns;
represent their interests.

Monitor morale & ensure subordinate well-being.

Develop the leadership potential of your personnel.

Mentor, educate, & develop subordinates.

Make sound and timely decisions.

Solve problems; make timely decisions.

Train your subordinates as a team and employ them
up to their capabilities.

Train individuals & teams under demanding
& realistic conditions.

Keep your personnel informed of the mission, the changing
situation, and the overall picture.

Keep subordinates informed; explain events & decisions.
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Some of the original principles have been shortened; a few
have been expanded. In any case, what this comparison
reveals is that the “principles of leadership” remain valid as
basic statements of a military leader’s responsibilities. In this
sense, they represent a condensed version of the wisdom of
the tribe, lessons learned from hard experience and passed
on to succeeding generations.

What the comparison also shows, however, is that the
traditional principles of leadership do not tell the whole
story about the duties and responsibilities of military lead-
ers. All of the original principles are oriented to the tactical
level of leadership, and many of these are primarily
concerned with accomplishing the mission, while a few
address issues related to subordinate welfare. With regard to
other important areas of effectiveness and responsibility, on
the other hand, the principles are silent - for example,
maintaining professional standards of conduct and
discipline. Furthermore, no reference is made to leader
responsibilities at the institutional level.

Leadership in the Canadian Forces: Conceptual Foundations

Evidently, the principles of leadership as taught until now have
essentially focussed on leadership at the team level, and, in
that respect, they do provide a beginning leader with useful
guidance on the basic responsibilities of team leadership. But
with greater experience, responsibility, and authority, leaders
have to acquire a more extensive understanding of their duties
and responsibilities if they are to deal effectively with the
many demands of a complex world, a complex operating
environment, and a correspondingly complex role. Beyond
basic leadership training, this will include the full range of
responsibilities shown in the left-hand column of Table 4-1.
And ultimately, in preparation for senior appointments, CF
leaders will have to understand and take on the responsibili-
ties listed in the right-hand column of Table 4-1.
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Leader Power, Leader
Characteristics, and
Influence Behaviours

A good deal of what CF leaders are responsible
for must be accomplished through others. Hence
to lead is to influence others. What makes
influence possible is social power, in all its
variety. As used here, social power should be
understood simply as the potential to influence
others. In other words, it is the capacity to affect
the beliefs, values, attitudes, behaviour, or per-
formance of individuals or groups to achieve
some purpose. When social power achieves its
intended effect, it becomes actual influence. The
mere possession of a certain attribute or talent
(analytical ability for example) is not the same
thing as power. To translate into power, some
characteristic of the person or the person’s posi-
tion must be perceived as situationally relevant
or meaningful by others. For example, a Chief
Petty Officer First Class (CPO1) introducing
himself at a neighbourhood barbecue will be
treated like ‘just one of the neighbours.” But
presenting himself to a group of sailors, he will
be treated with greater deference because the
power associated with his rank and experience is
relevant and meaningful to their lives aboard

ship and in the navy.

Leadership in the Canadian Forces: Conceptual Foundations

“Power is defined... as the potential ability to influ-
ence behavior, to change the course of events, to
overcome resistance, and to get people to do things
that they might not otherwise do.”

Jeffrey Pfeffer
Managing with Power: Politics and Influence in Organizations

Previous chapters have addressed much of what is often
described as the content of leadership, what leadership in the
CF is about - the major functions performed by CF leaders,
the values that are intended to guide leaders, and their
responsibilities. This chapter continues that theme with a
description of the major sources of leader power and
influence. A basic distinction is made between the power that
is conferred on individuals through rank and appointment
and the power that individuals acquire through personal
development, that is the development of personal knowledge,
skills, and other qualities necessary for the performance of
leadership roles in the CE.

The chapter then directs attention to basic process issues in
leadership, specifically, the different kinds of behaviour
leaders use to influence others and the circumstances in
which they are most appropriate. Additional attention is
given to the topic of transformational leadership, a way of
specifying the superior leadership required in achieving
changes in people and organizations and when the trust and
commitment of others are critical to performance and
effectiveness. Differences in how subordinates may respond
to leaders are also explained, and the chapter concludes with
a brief discussion of the trust relationship.

CLASSES OF POWER

There are two major classes of social power: position power,
which reflects attributes of an appointment or rank within a
larger social structure of authority and power; and personal
power, which reflects the socially valued or useful qualities
of an individual. Position power is conferred, and is,
therefore, temporary. People gain and lose position power on
occupying and leaving certain positions, appointments, or
ranks. But appointed leaders can also compromise their
legitimacy by improper conduct or ineffective performance,
and, in some cases, may be relieved from duty as a result of
such conduct or performance. Personal power, on the other
hand, is earned entirely by individual effort and adaptive



learning, and therefore is highly portable. However, like
position power, it too is maintained by effective conduct
and performance.

The fact that leader power, the potential to influence others,
is not a static thing, but can be increased or diminished
by the conduct and performance of the leader, has some
important implications. Because power is an attribution
made by others, and because leaders cannot control how
others perceive and interpret their behaviour, leaders have to
be mindful of the fact that they are always ‘on parade’ and
that their conduct and performance will add to, or detract
from, their power credits (this is one of the reasons military
professionals emphasize the notions of military service as a
way of life and the 24/7 applicability of the military ethos and
Code of Service Discipline). To the extent that leaders demon-
strate personal competence, good conduct, consideration of
others, character, and other valued qualities, and to the
extent that they use their authority appropriately and fairly,
they will accrue power and enhance their capacity to
influence others. Conversely, professional lapses or failings
will erode their power, perceived legitimacy, and capacity
to lead.

Five sub-classes of power are associated with hierarchical
position or rank - legitimate, reward, coercive, information,
and ecological:

« Legitimate power is the capacity to impose a sense of
obligation or duty on another, and may be based on law,
other formal authority such as terms of reference for a spe-
cific role or position, and/or social norms and stabilized
expectations for a role or position. The formal authority of
commanders and other superior officers in the CF is a
central feature of military organization under the National
Defence Act, and is reflected in the importance attached to
rank, marks of respect, the integrity of the chain of
command, and the rites and symbols of promotion,
commissioning, and change of command.

“Authority specifies an organizational member’s
perceived area of freedom of action and interaction,
along with the formally delegated or informally
recognized right to initiate action.”

Bernard M. Bass
Bass and Stogdill's Handbook of Leadership

* Reward power is the capacity to provide others with things
they desire or value. Rewards may be tangible (financial,
time off), symbolic (promotion, military honours), or social
(praise, recognition, support for personal endeavours). In
the CE the power to distribute tangible rewards increases
with rank and centrality of authority, but leaders at all rank
levels are equally capable of demonstrating appreciation for
exceptional effort or a job well done.

Coercive power is the capacity to take away rewards and
privileges or administer sanctions and punishments.
Coercive actions may be moderate (pressure/intimidation
tactics, warnings, counselling and probation) or more
severe (formal punishments such as reprimands, fines,
detention). Although severe punishments, such as
detention, may only be awarded by commanding officers or
military judges, coercive power is broadly distributed in
the CF and derives from three sources: (1) superior rank
and the latent disciplinary power it represents; (2) the
formal duty of every officer and NCM to enforce the Code
of Service Discipline, either by laying a charge or by report-
ing an offence to someone with the authority to lay charges;
and (3) the discretionary authority of superiors to assign
tedious or unappealing duties to subordinates, to withdraw
privileges, or to adversely influence career recommenda-
tions and decisions.

Information power is the capacity to access and distribute
important information,* which is typically a function of
where one is located in the military hierarchy and commu-
nications stream. Because organizational centrality is a
determinant of information power in the CE staff who
work closely with people in key appointments also acquire
considerable information power.

* Ecological power refers to control over the physical and
social environment, resources, technology, and organization
of work and thus creates the potential for indirect influence
over others. As previously noted, indirect influence of this
kind is distributed across rank levels in the CE but the
authority to make major changes in organizational
structure, technology, and both the physical and cultural
environments is proportionally greater at senior levels
of leadership.

* As defined by information theory, information is any signal that reduces uncertainty, or what might be taken as “news.” It usually has transient value because it
can only be used to advantage when it is not common knowledge or does not require special skills to use it, in which case it becomes an element of expertise.
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Personal power includes three sub-classes — expert, referent,
and connection:

« Expert power is the capacity to provide others with needed
knowledge or advice. Expert power derives from unique
knowledge, skill, or experience and gives rise to the
technical-proficiency model of leadership that distinguishes
professional armed forces from other forms of military
organization. The extensive investments made in training
and education in the CF attest to the high value placed on
military expertise and proficiency. As a unique body of
knowledge and skill, expertise also confers considerable
power and influence potential on those specialists who are
able to manage an organization’s strategic contingencies
(e.g., military lawyers when human rights challenges imper-
il operational capability; information technology specialists
as the importance of information dominance and reliance
on computer and communications technologies increase).

Referent power is the capacity to provide another with
feelings of personal acceptance, approval, efficacy, or
worth. Referent power is generally based on the respect and
esteem of followers for a leader. It may also derive from
followers’ identification with and desire to emulate a leader.
Qualities that increase referent power include friendliness
and likeability, concern for and loyalty to others, courage,
authenticity, integrity, and other forms of selfless and
benevolent behaviour.

Connection power refers to the capacity to access useful
information, resources, and opportunities. It is similar to
information power but should be understood as a broader
property of personal networks and relationships, and so,
unlike information power, is not tied to a position. Personal
contacts and ties with other military professionals,
influential figures, or sources of valued expertise represent
several forms of connection power, or what is sometimes
described as social capital.

Personal power is based on individual characteristics that are
acquired with varying degrees of difficulty and at different
rates of development. Many performance skills are easily
taught and can be rapidly acquired. Personality traits, on the
other hand, take time to develop and can be difficult to modify.

Leadership in the Canadian Forces: Conceptual Foundations

LEADER CHARACTERISTICS

Among the individual qualities that regularly turn up in the
research on what makes leaders effective, we find such
characteristics as: intelligence, competence, integrity, fair
and considerate treatment of others, open and progressive
thinking, and, additionally in the military literature, courage.
Many other characteristics could be added to the list, and
various compilations of essential leadership qualities show
both similarities and differences. Much of the variation is
probably due to differences in the methods used to identify
desirable leader qualities (case studies, direct observation,
surveys, critical-incident techniques, etc.), differences in the
groups sampled (superiors, peers, followers, other
observers), and differences in the language or terminology
used (different words are often used to describe the same
concept). Nevertheless, attempts to describe a simple
structure of requisite leader characteristics have evolved
from an original triad of technical, conceptual, and interper-
sonal skills to a contemporary five-dimensional model based
on the following generic domains of human capability -
knowledge and skills, cognitive ability, social capacities,
personality, and motivation and values. Although there is
neither a definitive list of essential leader qualities nor any
guarantee that the possession of all or most of the commonly
identified attributes will result in effective leadership, the
probability of effective leadership is improved if CF leaders
acquire and develop relevant skills and capabilities in each of
these domains:

+ Knowledge and skills. A high level of proficiency in one’s
military specialty is mandatory for leaders in command
and other direct-leadership positions. While in-depth
knowledge and procedural expertise obviously impart the
competitive advantage essential to mission success, they
also reduce the operational risk to subordinates who have
less-than-competent leadership. Technical competence is
both a functional necessity and an ethical imperative. This
is especially true at junior to intermediate levels of leader-
ship, where leaders are involved in a hands-on way with the
technology and techniques of their occupational specialty.
Although technical proficiency decreases in relative impor-
tance at senior levels of leadership, other, broader forms of
military knowledge and expertise relating to systems and
institutional functioning increase in importance.



Cognitive ability. Intelligent problem-solving ability
(involving both analytical reasoning and creative thinking)
has always been a reliable general predictor of leader
performance. At senior leadership levels, the ability to take
a systems view of situations, to handle abstract ideas, to
build conceptual models, and to identify patterns and
relationships acquires additional importance. In a related
vein, the capacity to view problems and challenges in terms
of centrally important ideas and values, to reason through
them in a principled way, and to convey solutions and plans
to others in a compelling or inspiring manner is a defining
feature of transformational leadership.

“Leadership in the final analysis is not about style
but about ideas. Ultimately, it is ideas that motivate
followers, and concepts powerful enough to
energize people are typically broad, transcendent,
even ‘philosophical’ in nature. Such ideas are not
learned by the mastery of technique, nor are they
acquired through the application of psychological
instruments... Lincoln never took a Myers-Briggs
test; Gandhi never got '360° feedback.’ The ideas
that are the currency of such great leaders are
‘idealized’ images of a better tomorrow based on
fundamental moral principles and universal values.”

James O'Toole
Leading Change: The Argument for Values-Based Leadership

« Social capacities. At all levels of leadership, empathy,
listening skills, negotiation and persuasion skills, conflict-
management skills, and other interpersonal skills are
critical to the establishment and maintenance of effective
working relationships with others. Social/interpersonal
skills are not only the basic tools of influence behaviour but
they also facilitate the development of personal networks
and connection power. At senior levels, a sophisticated
repertoire of social-influence skills is considered essential
to handle the complexity of lateral, upward, and boundary-
spanning relationships that typify strategic roles and
functioning. Superior communications skills (explanation,
negotiation, inspiration) are also required to effectively
represent the institution to external agencies and to secure
commitment to organizational change.

Personality. Many military professionals consider personal
integrity to be the foremost military virtue and an essential
attribute in leaders. Like most character traits, integrity, is

a way of being, a habit, formed from repeated action,
reflection, and the effort to improve. It is indispensable to

the development of respect for and trust in leaders. Among

the other slow-growth dispositional, or personality,
characteristics identified in the research on effective
leaders, a cluster of attributes that may be grouped under
the rubric of adaptability consistently shows up: openness
to experience, flexibility, and self-assurance. One of the five
major dimensions of contemporary personality theory,

openness to experience enhances a leader’s ability not only

to take contingent change in stride but also to learn from

experience and initiate purposeful change. Flexibility of

thought and behaviour is, moreover, the wellspring
of resourcefulness and adaptability. From a crisis-
management point of view, one of the most important
traits in a leader’s repertoire is the ability to monitor one’s
own behaviour and its effects on others, and to maintain
composure and self-control in high-demand situations. As
a correlate of adaptability, self-assurance, reflected in
confidence in one’s abilities and the capacity to remain
poised under fire, is critical to effective information
processing and decision making by leaders. Furthermore,
leaders’ modelling of self-control and effective coping
behaviour can have a generally beneficial effect on the
performance of others. Conversely, emotional volatility is
often a contributing factor in the derailment of some
missions and leaders’ careers.

“Most relevant to combat effectiveness were high
ratings given [by enlisted ranks] to courage and
coolness (twice as important as all other rated
characteristics), followed by attention to men and
demonstrated competency.”

Roger Beaumont & William Snyder
In Combat Effectiveness

* Motivation and values. The motivation to assume a
leadership role is distributed unevenly in the population
and is differentiated in terms of the underlying power
motive. The consensus opinion is that effective leaders

require a socialized power motive, oriented to the use of

influence for collective betterment, rather than a
self-serving power motive. In this vein, professionalism, a
motivational complex of attitudes and value orientations,
reflects: an intrinsic attraction to the military profession, a
high valuation of professional competence and an associated
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desire to excel in military skills, strong commitment to the
responsibilities and aims of the profession (professional
integrity), and a personal identification with the values of
the Canadian military ethos. A desirable quality in all CF
members, professionalism is indispensable in those who
would lead others.

Because many of the attributes that underpin effective leader
performance are acquirable to a greater or lesser degree,
there are things leaders can do to prepare themselves for
leadership roles. By taking full advantage of professional
development opportunities and pursuing a personal pro-
gram of self-improvement, Officers and NCMs performing
leadership roles can ensure that they will be ready, confident,
and able to lead.

BASIC INFLUENCE MODEL

As a first step toward building a detailed and comprehensive
leadership model, Figure 5-1 pulls together the key concepts
discussed to this point: essential outcomes and conduct
values, leader power, leader characteristics, direct and
indirect influence, and the human and situational factors
influenced by leaders.

The model in Figure 5-1 is based on Gary Yukl’s Multiple-
Linkage Model of leadership and group effectiveness and
can be viewed as a preliminary version of the more fully
developed model discussed in Chapter 8. What should be
noted is that the model consists of four major structural
elements: (1) leader variables, such as individual characteris-
tics and personal power; (2) situational variables, such as
position power and task, unit, system, institutional, and
environmental characteristics; (3) individual and group

Figure 5-1 | Basic process model of power- and values-based influence.
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capabilities, behaviour, and performance; and (4) critical out-
comes, such as mission success. In relational terms,
moreover, the model illustrates the basic processes by which
leader intent or purpose results in the outcomes of immediate
importance to the CE For example, leader knowledge, skills,
personality, and other attributes are the bases of
personal power and have a significant effect on leader
behaviour, including the formulation of intentions and objec-
tives. The model also highlights the role played by a mix of
‘hard’ position power and ‘soft’ personal power in the
practice of leadership. Leader intent initiates and drives
action, while power is the medium. Power translates leader
intent into direct influence on individual or group capabilities
and performance. Power also produces changes in task, group,
system, institutional, and environmental characteristics that
indirectly influence the capabilities and performance of others
or otherwise contribute to key outcomes.

Hence, from the perspective of power and the ability to influ-
ence others, leadership development in the CF may be viewed
as the related processes of learning how to use position power
effectively and establishing or improving one’s capacities for
personal influence. Opportunities for such learning arise
through a combination of training, education, experience, and
self-development.

Figure 5-1 also illustrates how institutional values and
individual integrity fit into this evolving picture. Essential
outcomes provide the basic goal orientation for CF leaders,
directing influence efforts toward mission success, member
well-being and commitment, internal integration, and
external adaptability. Comprising part of the situational
context, civic, legal, ethical, and military value systems (the
military ethos) pervasively affect leader behaviour, unit
climate and CF culture, and individual/group norms and
conduct. Leader integrity, a personal attribute and source of
referent power, serves as a critical linking element, moderating
and legitimizing leader intent and influence. Likewise, the
integrity of persons subject to a leader’s influence moderates
their thinking and behaviour.

ACHIEVING THE RIGHT BALANCE OF
POSITION AND PERSONAL POWER

The distinction between position power and personal power
is an especially important one in military forces in that the
CF grants substantial formal authority to novice leaders
whose expertise and other forms of personal power are, in
most cases, either rudimentary or not fully developed.
Leadership in the CF is grounded in command and the
authority of the state, and the primacy of position power is
clearly and forcefully expressed in two ways. First, pursuant
to section 19 of the National Defence Act, Queen’s Regulation
and Order 19.015 establishes the legitimate authority of
superiors as follows: “Every officer and non-commissioned
member shall obey lawful commands and orders of a superior
officer” Second, section 83 of the Code of Service Discipline
provides a coercive support to this legitimate authority:
“Every person who disobeys a lawful command of a superior
officer is guilty of an offence and on conviction is liable to
imprisonment for life or to less punishment.” The defence of
Canada and Canadian interests is a serious matter, and so the
authority conferred on appointed military leaders is
commensurate with that responsibility; it allows them to
‘push their followers by force of law if they cannot always pull
them by force of character)® Legitimate authority allows
military leaders, even of junior rank, to get difficult things
done, while coercive power is essential insurance for the
maintenance of military discipline.

“Some coercive power is necessary to buttress
legitimate and expert power when a leader needs to
influence compliance with rules and procedures...
Likewise, coercive power is needed by a leader to
restrain or banish rebels and criminals who would
otherwise disrupt operations, steal resources, harm
other members, and cause the leader to appear
weak and incompetent.”

Gary Yukl
Leadership in Organizations

* Norman Dixon, On the Psychology of Military Incompetence (London: Jonathan Cape), 1977, p. 215.
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While legitimate authority may be the cornerstone of
military leadership, it is not the entire foundation and it is
not sufficient to make a good or complete leader. In fact,
there are several drawbacks to an over-reliance on authori-
tarian leadership (which may be defined as the arbitrary
exercise of authority backed up by the implied or actual use
of coercive power):

+ Substantial power applied with little consideration of its
consequences is equivalent to the abuse of power and
authority, and, over time, will create a psychologically
stressful and toxic environment.

Authoritarian leadership is generally incompatible with
mainstream liberal-democratic values, so that it tends to
have a demoralizing effect on people accustomed to a high
degree of personal choice.

When knowledge and experience are lacking, the willful
exercise of authority can be both ineffectual and dangerous.

A pattern of authoritarian leadership not only stifles creative
thinking, initiative, and commitment, but also provides few
opportunities for subordinates t