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Presenter
Presentation Notes
Competent military leaders do not arise without preparation.  While the great captains such as Alexander, Hannibal, Caesar, Frederick and Napoleon were clearly gifted, even they were the product of various types of informal and institutional training and mentorship.  The complexities of military operations, regardless of the era, mean that military leadership is something that must be taught, practiced and continually honed.  Neglecting the development of military leaders has proven, throughout time, to have profoundly bad outcomes for military organisations and sometimes, it has resulted in the extinction of nations.  



The Bottom Line:

Our security environment, our world, 
has fundamentally changed. It is 
more perilous at any time in our past, 
and evolving more quickly than at 
any time in recent history. We must 
deal with future threats that the 
application of technology and mass 
will not solve. Only through thinking 
better, and building the intellectual 
edge in our people and institutions, 
will we have any hope of securing our 
future national interests and 
retaining a full measure of national 
sovereignty.
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Presentation Notes
My presentation today is centred on how military organisations might future proof their investment in professional military education, doing so by defining the characteristics of their future leaders.  For the purposes of this presentation, these future leaders are described as Future Joint Officers.  Joint, because only through integrated activities will future operations succeed; and, officers because it is officers who bear the weight of command, planning and execution of military operations from the tactical to strategic levels.  



A New Value 
Proposition

• Most of us are likely to be 
smaller than our potential 
adversaries.

• Level technological playing field, 
and only a transitory technology 
advantage when generated.

• To out-fight and out-influence 
those we are competing with, 
and may have to fight, we must 
out-think them.

• A new level of advocacy, 
incentivization, R&D and 
resourcing needed.
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Agenda
I. Foundation, Continuity 

and Disruption
II. The Future Joint Officer:    

A Performance-based 
Approach.

III. Design for a future 
intellectual edge.
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Before describing the requirements of the future joint officer, we must review three important shaping factors in their production.  The first input is an examination of the profession of arms and its provenance.  Understanding the history of an institution provides steadier foundations for exploring potential future trajectories.  It also provides an understanding of the core functions of military professionals. The second input is an examination of continuity in the security environment.  Despite the disruption, there are likely to be some enduring characteristics of the future environment. Military institutions can use this knowledge to balance investment in knowledge required to address change with that required for enduring skills.The third input is an examination of the key strategic trends that will impact on the profession of arms.  This is vital as it provides insights about the types of functions that might be required of future military leaders. It should also provide indications about the degree of change that might be required in the systems that produce military officers over the next two decades.   After reviewing these shaping factors, the second part of my presentation is an outline of development of military officers out to the year 2040.  A 20-year time period is necessary for two reasons. First, looking too far into the future produces such a broad fan of scenarios that it is almost impossible to make bets on the qualities required in future military personnel. Second, just as it takes a decade or more to develop new equipment, it also takes many years to build effective senior military leaders. The joint task force commander of 2040 is just commencing officer training today. Finally, in Part 3, I will examine the actions that military institutions need to take to support and develop these future joint officers through the multiple stages of their career.  In some instances, these actions may consist of sustaining current initiatives and investments.  In others, there will need to be changes and adaptations, as well as new investments, to ensure the appropriate intellectual preparation of military leaders to successfully plan and command operations in the future security environment.



Part I

Making strategy requires a determination to avoid the 
assumptions of present-mindedness or at the very 
least use an analytical framework to mitigate their 
effects. The starting point of that process is to 
comprehend more thoroughly the significance of the 
changes taking place, but also the continuities.

Prof Rob Johnson

The Changing Character of War: Making Strategy in the Early Twenty-First Century, 
RUSI Journal February/March 2017.
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Over the last 100 years, the military institutions of every major power have come to accept that officership is a profession, and that it demands both ethical sensibility and considerable intellectual investment. As Bonadonna notes in his recent book, Soldiers and Civilisation, a professional is a person whose motives are ethical or broadly social rather than monetary.  This is particularly the case for the profession of arms.With all human endeavour, new approaches, organisations, and technologies possess a provenance. So too with the profession of arms.  A foundational appreciation of the profession provides contemporary military institutions with a start point for developing future leaders.



Foundation: The 
Profession of  
Arms

• Expertise
• Adaptation
• Stewardship
• Institutional Cohesion
• Exceptionalism
• Service to State
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The profession has evolved over time to reflect the societies they serve and exploit changes in technology. This, reflecting the writings of Clausewitz, represents the changing character of the profession.  But, also like Clausewitz, the profession is defined by an enduring nature.  This enduring nature of the profession of arms – its expertise, adaptation, stewardship, institutional cohesion, exceptionalism and service to state – provides the foundation for the future joint officer.There should be little doubt that the future military officer must build, retain and evolve their expertise in the art and science of war.  This will entail a balance between domain specific skills (especially early in their career) and more common skills that are necessary to work in joint, integrated organisations.   However, the expertise of the future military officer will continue to change.  This should drive military institutions to ensure their educational systems are effective at adapting to change, and also produce adaptive individuals.  Technological disruption and recent developments in national security affairs, are challenging the orthodoxy established in the 1950s about the profession.  The analog, machine-based world that existed when The Soldier and the State and The Professional Soldier were written has changed significantly.  Current and future military leaders must prepare for the application of various non-kinetic instruments of national security, in addition to the more traditional military capabilities.  They must do so with an understanding that nation states no longer have exclusive control over large-scale violence and strategic influence activities.   Consequently, future members of the profession of arms must build a better understanding of how the entire national security enterprise functions to generate ‘effects’ and their role in the generation of those effects.  While this doesn't necessarily invalidate Huntington’s approach to the profession of arms, it provides an updated view of the context in which the profession operates, and an expanded understanding of the competencies of its members.  



Continuity: Humans, War 
and Military Institutions

• War will remain part of the human 
condition.

“…the solution to the enigma of war is 
that no enigma exists. Violent 
competition is the rule throughout 
nature. Humans are no exception to this 
general pattern.”  Gat, A., War in Human 
Civilisation, 2006, p. 663.

• States will continue to protect their 
sovereignty.

• Military institutions will still exist, and will 
continue evolving to remain relevant and 
capable.

• Military institutions will need a systemic 
approach to attracting, recruiting, training 
and intellectually developing their people.

• Requirement for excellent command and 
leadership.
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While the world changes rapidly, not everything does so.  Regardless of the revolutionary transformation that swirls around individuals and polities, a range of enduring challenges remain.First and foremost, war will remain part of the human condition. Across the ages, humans have expressed their creativity and brutality through the conduct of warfare against their fellow humans. As Ian Morris recently noted, “we have not managed to wish war out of existence, but that is because it cannot be done.” Therefore, war will remain an enduring feature of human existence on this planet.  Educating the future joint officer about this reality will assist them to deal with the fog and friction of war.  Second, states will continue to seek to protect their sovereignty. For nearly every country this will still involve possession of intelligence services, foreign affairs departments, alliances and treaties, and the possession of standing military organisations.   The future joint officer must gradually acquire a deep understanding of the theories of warfare, inter-state competition, national security as well as the provenance of those theories.  This is essential context for decision-making at all levels, particularly in the later stages of an officers’ career.Third, military institutions will still exist, and they will need to continue evolving to remain relevant and capable in the digital age.  As Dupuy notes in his 1984 study of the progress of weapons and warfare through the ages, the story of warfare is an account of continual change. But every successful innovation that provides military advantage eventually yields to a countervailing response that shifts advantage to the opposition. Future joint officers need to appreciate the competitive and adaptive nature of warfare.  They must be able to recognize the need for change and lead that change where necessary. Finally, military institutions will continue to need a systemic personnel system that incorporates training and education.  It will demand constant rebalancing of vocational and cognitive skills.   While many of the skillsets may evolve and adapt due to the impact of technology, the possessing of a systemic approach to developing people at all ranks endures. 



Disruption: The New Strategic Environment

 Geopolitics.

 New technologies and the info-bio tech convergence.

 Changing global work environment.

 Demographic trends.

 New integrated approaches to national security.
8

Presenter
Presentation Notes
This futures-oriented approach to military modernization is an approach shared by other institutions that closely monitor changes in the strategic environment such as the UK’s Defence Concept Development Centre, the United States Military and a range of academic institutions. In reviewing these, there are several common themes that will have a particular impact on future personnel development.  These include geopolitics, technological change, the changing nature of work, and the greater integration of national security endeavours. Time prevents me going into greater detail of each of these trends.  However, these trends impact the way military institutions must deliver learning outcomes to their personnel.   In particular the impact of artificial intelligence will drive changes in how we teach people to make decisions – from tactical to strategic.  We might also anticipate that nearly every leader in the future must be capable of leading human-machine teams. Further down the track, the convergence of the bio-info tech revolutions will possibly have profound impacts on recruiting, education and military operations.Because of demographic changes, Western military organisations in particular face a future of being relatively small forces, with a declining technological edge, fighting in a hyper-technical, disaggregated and lethal battlespace. If institutions accept that a more level technological playing field will result in a relative decline of their previous ‘technological edge’, they must logically evolve another. It is reasonable to conclude that this must be an intellectual edge, based around the world-class education of a highly professional joint force that can contextualise, plan, decide and successfully act faster than a larger enemy.



The Future Joint 
Officer: 

A Professional 
Journey

Part II

Presenter
Presentation Notes
I would now like to turn to the professional journey of the future joint officer.Of course, this journey makes several assumptions.First, that we are able to attract and recruit people of the character and quality that we need over the next two decades.Second, that we can keep these people long enough to build the necessary skills in them that we need.Third, and finally, that we don’t see some other disruptive event that totally overturns our thinking about military service in Western democratic systems.All of the great professions progress through different stages in their careers. This professional progression is true also for military officers. Given the length of a military officers’ career, and the various stages through which such careers pass, it is not possible to describe a singular vision of a future joint officer.  It is however possible to form a view of what functions this future joint officer might need to perform at several key stages of their military experience.  



The Future Joint Officer: A Professional Journey

Professional 
Foundations

Developing 
Tactical 
Mastery

Operational 
Artist

Nascent 
Strategist

National 
Security Leader

Training and Years 0-4 in 
commission Years 5-10 in commission Years 10-15 in commission Years 15-25 in commission Years 25 onwards in 

commission
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The development of this individual is a multi-year odyssey. There are many ways in which this progression might be sliced. The Australian Defence Force recently designed five stages of an individual’s intellectual journey from cadet to General. These five stages, while focussed on contemporary skills, provide a baseline for assessing future needs. We have developed a more detailed, future oriented description for each of these five steps which I can provide this on request.  We have never before possessed any form of description of the intellectual common ground for the development of all of our military officers.  Services generally finish their training and education at the rank of 05.  While the training and development undertaken within the individual domains is an important foundation for our officers, there are more and more common leadership skills that transcend these individual domains.  The multi-stage journey described on the slide is a long and at times torturous path.  It is complicated in peace time by what Williamson Murray has described as the “privileging of certainty and low-risk behaviour, instead of preparing themselves widely and deeply for the uncertain, high-risk endeavour that is war.”A future design that incorporates these evolutions is the subject of the final part of my presentation.



The Industrial Revolution has bequeathed us the production-line theory of education. At the sound of a 
bell, you go to one of these rooms together with 30 other kids who were all born the same year as you. 
Every hour some grown-up walks in and starts talking. One of them tells you about the shape of the 
Earth, another tells you about the human past, and a third tells you about the human body. Almost 
everybody agrees that no matter its past achievements, it is now bankrupt. But so far we haven’t 
created a viable alternative.

Harari, Y., 21 Lessons for the 21st Century, 2018
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Part III: Evolution

Presenter
Presentation Notes
Mastery of the profession of arms is, at its heart, about people. As professionals, these personnel must expand not only on their skills and physical abilities but concentrate on the intellectual capacity to apply themselves to a wide array of tasks and activities for which they may not have been specifically trained. This will require a ‘whole of enterprise’ approach to maturing the future joint officer.  Education and training in the military must be a unified endeavour.  It should comprise a systemic approach focused on the outcome of producing people that are ready for contemporary and future challenges. The following actions should enable military institutions, in a systemic way, to produce professionals and who are masters of the profession of arms we need to succeed in a rapidly changing, high threat future environment.  



I. A System Linking Education, Futures and Adaptation
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The curriculum of military institutions must be informed by an institutional view about the future environments its people will operate within.  Military education must form closer and more substantial linkages with organisations – in the military and beyond – that undertake futures work.   There should be a transparent and logical pathway from informed views of the future, and type of intellectual development received by the future joint officer.  Like civilian education, most military education is focused on providing students with a set of predetermined skills. But we have no real idea about how the world and the security environment might look in 2040, and don’t fully appreciate the exact skills people will need. However, anticipating change in the security environment will permit educational institutions to assess potential skill sets needed by people in the future.  To retain relevance and remain at the forefront of best practice, our PME system must also complement its future work with mechanisms for adaptation. The system requires formal mechanisms to identify the need for change, to make informed decisions about change and to enact those changes in a timely and efficient way.This will allow military institutions to future proof their curricula and ensure their students are optimally prepared for a more uncertain and challenging security environment.  



II. A Continuum & Continuous Learning

13

Presenter
Presentation Notes
future military institutions require a continuum that possesses functional descriptions of what the future joint officer must be capable of at various stages of their professional journey, and a broad description of the curriculum to underpin this.  It should not however be an industrial age production line. It should form a ‘backbone’ around which individually tailored intellectual development might be constructed and provide intellectual coherence to a more integrated approach to warfighting and achieving national security end states.   Williamson Murray and Allan Millet, in their examination of military innovation during the interwar period, found the military leaders were better able to lead and invest in innovative new ideas and technologies when they had undertaken continuous learning throughout their careers. They noted that professional military education must remain a central concern throughout the entire career of an officer. By doing so, military institutions might foster a military career where those promoted to the highest ranks possess the imagination and intellectual framework to support innovation. For the optimal development of the future joint officer, long temporal gaps in formal professional development activities must be avoided.  The challenge now is even more compelling.  The heritage model of episodic education undertaken largely in residential settings will not be sufficient in future (and arguably is not now); we need constant and continuous learning to keep abreast of the accelerating pace of change.  In possessing such a continuum, military institutions might better guarantee that different military schools and academies are teaching the right content to the right people at the right stage of their career. Further, it might provide a useful baseline to assess if Joint courses are duplicating Single Service activities.  



III. Improved Access
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Much of contemporary Joint education and individual training is delivered in a residential setting.  While this provides for good learning outcomes, it results in only a small percentage of military personnel gaining access to Joint learning opportunities.  In developing the future joint officer, we need to break down geographic, technical and cultural barriers to create a truly connected force where education is continuous and self-sustaining.  The system to develop these future joint officers should be accessible to them, and all military members, regardless of role, rank or location.  It should be applied judiciously across a joint force to build intellectual capacity at every rank. Both regular and reserve military personnel – as well as civilians – should be provided with access. The future infrastructure that underpins this systemic approach to professional military education must allow military personnel to learn residentially, independently or collaboratively, regardless of their location.



IV. Guided Self  
Development in a 
Global PME 
Ecosystem

The responsibility for professional development 
between periods in formal programs rests with the 
individual officer. This is inherent in the nature of the 
military officer's calling. It is inherent because the 
body of knowledge which constitutes the art and 
science of war is not only broad and deep but is also 
dynamic.  

Van Riper, P., A Self-Directed Officer Study Program, 1982.

Presenter
Presentation Notes
Formal education in military institutions cannot hope to cover all the needs in the intellectual development of contemporary officers or our future joint officers.  Therefore, formal education must be supplemented through self-study by individuals.This self-study might be most effective if it is complementary to formal educational experiences.  The implication of this is that military organisations should provide curated resources that future joint officers might ‘pull down’ from their institution – using internet or other sources – to supplement their professional development.  These curated hubs of professional development material may be changed quickly to adapt to changes in the strategic environment or in technological developments.  They might therefore comprise a resource that has a shorter adaptation cycle than the curriculum in military schools and academies.  These curated resources for self-study are therefore an important element of any system to nurture the intellectual development of future joint officers.  These hubs can also be used to support unit-based PME activities – once again contributing to continuous learning.Future systems to develop military officers will exist within a global ecosystem of formal and informal mechanisms aimed at honing the intellectual capacity of military personnel.  The recent growth of non-institutional means such as blogs, podcasts and social-media enabled networking, is likely to continue and see further growth in the coming decades aided by bespoke algorithms and machine learning.  This informal network of military and national security professionals, can be leveraged more effectively by military organisations to engage learners and to provide a wider range of learning materials, even if these don’t always fit strictly within the formal military educational continuum.



V. Skill, Re-skill, Repeat

Presenter
Presentation Notes
The future environment is one where the construction and destruction of occupations and industries will occur more quickly than in previous industrial revolutions. As Harari has recently predicted, “…just as in the 20th century governments established massive education systems for young people, in the 21st century they will need to establish massive re-education systems for adults.”  Therefore, future military institutions will need to possess a system that is built around skilling and rapid re-skilling their future joint officers (and indeed all of their personnel) as technology and strategic circumstances arise.   The need for this is brought into stark relief by the fact that the world is in the midst of a transition in geopolitical power, but many military educational systems are still preparing people for the strategic and operational realities of counterinsurgency, indigenous partnering and stability operations.  Another question is whether our current workforce has the education and training to be relevant in just a decade with the significant developments we are seeing in info and bio technology.  We could imagine having to re-educate entire generations of military leaders in the next 5-10 years because of the profound impact of these new technologies, and because of the acceleration in technological change which is historically unprecedented.



VI. Innovation and Engagement

17

Presenter
Presentation Notes
Finally, the pace of change in technology is accelerating. While this has impacted wider society, it is also disrupting long-standing approaches to training and education. Technology has enabled a more ‘connected’ approach to learning.   This is resulting in a gap between older (or heritage) institutional education models and the newer digitally-enabled approaches.  New learning approaches are now available for students who may have been excluded from existing models. However, as Cathy Downes describes, by comparison with many other sectors, the higher education sector has evolved extremely slowly and in a very patchy way.  For military institutions hoping to develop effective future joint officers, this tardiness will no longer suffice.  For students, the new learning technologies present an expanded range of opportunities for students to learn through their own discovery, and by their own collaborations.   As the explosion in number of military themed blogs, and self-study sites such as The Cove attest, there is a significant appetite in today’s junior officers for self-discovery and learning to complement and supplement more formal military educational experiences. Finally, more recent digital age technologies offer even more advanced approaches to learning. Artificial intelligence has the potential to significantly change the way militaries educate their personnel.  In combining knowledge and expertise of teaching, knowledge of subjects being taught and knowledge of learners, AI may underpin an expanded range of potential activities to support the learning of military personnel.   Likewise, developments in neurotechnology have exposed for us areas such as the use of the ‘social brain for improving education’ and how an increasingly detailed picture of the brain – and the implications for learning and memory – might underpin more advanced approaches to engaging students, teaching and learning.This research into innovation is perhaps the most fertile ground for collaboration among MECC members and foreign observers.  This partnership among ourselves, within our own military systems and with academia must underpin a new approach to PME and continuous learning.



The Prussians fundamentally reformed their military – recruiting, organization, 
tactics and command – after the defeats at Jena-Auerstedt in October 1806.

Significant elements were reforms in officer education and their superior capacity 
to leverage changes in technology.
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French General Reille hands surrender letter from Napoleon III to the Prussian King, Sedan 1870.

The social and economic developments of  the past fifty years had brought about a military as 
well as an industrial revolution.  The Prussians had kept abreast of  it, and France had not.  
Therein lay the basic cause of  her defeat. Howard, M., The Franco-Prussian War, 2001.
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In late August 1870, an assemblage of generals, their staff and foreign officers gathered with the King of Prussia on a hillside overlooking the French town of Sedan.  Also present with US General Sheridan. They had assembled to view their Prussian armies in action against the French armies of Emperor Napoleon III. Within days, over 100,000 French soldiers had been captured.  Napoleon III had capitulated to the Prussians and had been taken into captivity.  Sir Michael Howard has written than the Prussians prevailed in the Franco-Prussian War because they better leveraged the changes in technology and their societies taking place in the 19th century. He wrote that ‘the social and economic developments of the past fifty years had brought about a military as well as an industrial revolution.  The Prussians had kept abreast of it, and France had not.  Therein lay the basic cause of her defeat’.  Just as the Prussians kept abreast of change in their time, so too must contemporary military institutions remain at the leading edge of their profession. To have a better chance of future success, military organisations must seek out potential future threats, and then iteratively design and build the forces and concepts to meet those challenges.  The effectiveness of the future joint officer will in large part determine whether military institutions can successfully adapt to meet the demands of the future security environment.  This is a power imperative to have a first rate professional military education system.



#ThankYou!

#MakePMEFunAgain
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The changes that are sweeping through society will disrupt how military institutions think about and prepare for future conflicts.  This will cascade into how military organisations and their people conduct military operations.  We can and should anticipate these changes, and adapt around them. The development of an intellectual edge is a cornerstone of military capability, regardless of national or institutional cultures.  Given the profound changes in the strategic and technological environments, building and sustaining this edge for future conflict will require changes in the delivery of learning by military institutions, and a change in how they value this learning.In his book, The Big Stick, Eliot Cohen quotes Abraham Lincoln, stating that “as our case is new, so we must think anew and act anew.” In developing an intellectual edge in their future leaders in these new circumstances, military forces must also think anew and act anew. Thank you
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