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FOREWORD

Twenty years ago, a team of scholars and
practitioners came together to address a major
challenge: Offcers in the US Army were questioning
whether the Army was a profession. The combination
of a rapid post-Cold War drawdown, increased global
operations, the war on terrorism, and an ongoing
Army transformation contributed to uncertainty in
the Army’s identity. The research team addressed this
challenge with two important volumes: The Future of
the Army Profession, frst and second editions, which
analyzed these problems and provided tools for leader
development. Since these editions were published,
requirements for stewarding the profession have
become embedded in professional military education.

Today, the US military profession faces new
challenges, such as the renewal of great-power
strategic competition, the impact of lengthy and costly
operations in lIrag and Afghanistan, the changing
character of war (particularly with the advent of
advanced technology, such as artifcial intelligence,
drone, space, and cyberspace capabilities), recurrent
crises of sexual harassment and assault, the aftermath
of a global pandemic and associated social and
political unrest that followed, and growing societal
distrust toward professions in general. Although
the work of the original Future of the Army Profession
project remains relevant, these challenges represent
new problems that need to be addressed and require
new tools to help offcers continue to serve as
professional stewards.

In this monograph, Richard A. Lacgement Jr. and
Thomas P. Galvin revisit the original project and call
for a new research effort that will be more inclusive




of the whole defense enterprise. The authors propose
guestions raised previously, such as whether a Joint
profession should exist, are more important now
than before and argue the questions should be asked
of defense agencies as well. Moreover, the earlier
project focused more on defning the profession and
the professional identities of its members. The authors
suggest putting more emphasis on exploring the work
and responsibilities of the professions and the reasons
for the divisions of labor.

The times are changing. As stewards of the
profession, US military stakeholders should refect
on how the profession should change in kind. This
monograph is a frst step in this direction.

dau.{ V. Pra;/,c,

DR. CAROL V. EVANS

Director

Strategic Studies Institute and
US Army War College Press
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FRAMING THE FUTURE OF THE
US MILITARY PROFESSION

INTRODUCTION AND OVERVIEW

The US military profession is not well understood,
neither within itself nor among the society it serves. Too
often the term “the military” is used as if to convey some
precise meaning. But the term does no such thing. This
ambiguity contributes to a host of major problems, such
as misuse of the profession and its constituent elements;
misallocation of national resources; unremitting civil-
military tensions; recurring crises of misconduct and
unprofessional behaviors; and, worst of all, lack of
strategic success. The core issue is a lack of clarity
about the profession’s essence or character—its expert
knowledge, its human expertise, and the jurisdictions
of practice it should occupy to best serve the American
people. At the same time, society’s trust in the military
is at risk, most notably as a result of recurrent scandals,
such as sexual harassment and assault, the withdrawal
from Afghanistan, and other strategic failures that have
many critics raising questions about the competence
and accountability of the US armed forces.

We believe now is a good time to build on prior

research efforts to advance a new study on the US
military profession. We must go beyond the analysis

1. Thomas Spoehr, “Improving America’s Long-Term
Military ~ Recruiting  Outlook,”  Heritage  Foundation,
October 5, 2021, https://www.heritage.org/defense/report
/improving-americas-long-term-military-recruiting
-outlook; and Robin Wright, “Afghanistan and the Haunting
Questions of Blame,” New Yorker, September 30, 2021,
https://www.newyorker.com/news/daily-comment
/afghanistan-and-the-haunting-questions-of-blame.
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of the US Army profession that Don M. Snider et al.
conducted in the Future of the Army Profession (FAP)
project and analyze the US military profession as
a whole.? Snider and his colleagues conducted the
FAP project at a watershed moment that was just
as important as the current one. The turn of the
twenty-frst century and the beginnings of the war on
terrorism presented several challenges to the Army’s
professional identity. At the time, the Army lacked a
clear defnition, and the FAP helped provide one. We
aim to lead a project that will provide a clear defnition
of the US military profession today as it confronts
severe and urgent diffculties of the current era.

The contemporary environment—with its external
challenges such as the coronavirus disease 2019
(COVID-19) pandemic and the return of great-power
competition as well as internal ones of diminishing
resources and a long period of sustained, high
operational tempo—has simultaneously reinforced the
FAP’s fndings and raised new guestions about what the
defense enterprise does and is expected to do and how
the military profession nests within it.

For this monograph and the extensive follow-on
project we propose, the central question is: What
should the US military profession’s role on behalf of
US society be in the future? The answer to this question
should permit us, frst, to better articulate what the
military profession is and what it should do and,
second, to ground the US military profession and its
behavior in healthy relationships among many other

2. Don M. Snider and Gayle L. Watkins, eds., The Future of
the Army Profession (New York: McGraw-Hill Primis Custom
Publishing, 2002); and Don M. Snider and Lloyd J. Matthews,
eds., The Future of the Army Profession, 2nd ed. (New York:
McGraw-Hill Education, 2005).



professions and nonprofessional organizations that
serve US society (including, for example, nonmilitary,
national-security-related diplomatic, intelligence, and
economic professions).

We seek to chart a way forward for Americans—
military and civilian—to understand, evaluate, and
direct their armed forces to meet societal needs.
Our research and analysis situate the US military
within a system of professions that serve US society.
Though we acknowledge unique and indispensable
aspects of the military’s professional responsibilities,
we also recognize the normal and generally healthy
competition among the military and other professions
to meet society’s goals.

At the same time, the COVID-19 pandemic, natural
and man-made disasters, and domestic security
events have highlighted how the military does not
(and never did) act alone in meeting its professional
responsibilities. The military leads national efforts in
performing some professional tasks while performing
other tasks in collaboration with and support of
other professions’ efforts. As such, the public sector
environment tempers the arena of professional
competition, resulting in the competition for resources
and prestige, while also cooperating and collaborating.

To better serve US society, an updated analysis of
the US military as a distinct profession is needed.
Such an analysis is merely part of the routine
responsibility to reassess a profession’s health and
relevance. But several contemporary challenges
command urgency for such an analysis now, including:

e the changing character of war (including the
signifcance of new domains, such as space and



cyberspace, that are underpinned by advanced
technology);

= an expansive view of the applicability of military
capabilities (which may result in overmilitarization
of US foreign policy and the use of the armed forces
in circumstances in which civilian expertise and
capabilities might be more appropriate);

e a lack of strategic effectiveness in recent conficts
(for example, the Afghanistan War, the Irag War,
the Libya Revolt of 2011, and the Syrian Civil War),
despite strong operational and tactical performance;

e pressures on the military to adapt and conform to
emerging societal norms in areas such as diversity
and inclusion;

= risks of politicization of the armed forces; and growing
societal rejection of professionalism, which has
accelerated since the onset of the COVID-19 pandemic.®

3. Ronald O’Rourke, Renewed Great Power Competition:
Implications for Defense—Issues for Congress, R43838 (Washington,
DC: Congressional Research Service, updated October 7,
2021); Robert M. Gates, “The Overmilitarization of American
Foreign Policy,” Foreign Affairs 99, no. 4 (July/August 2020):
121-32; M. Chris Mason, The Strategic Lessons Unlearned from
Vietnam, Iraq, and Afghanistan (Carlisle, PA: Strategic Studies
Institute, US Army War College Press, 2015), 175-85; Kristy N.
Kamarck, Diversity, Inclusion, and Equal Opportunity in the
Armed Services: Background and Issues for Congress, R44321
(Washington, DC: Congressional Research Service, 2017);
David Barno and Nora Bensahel, “The Increasingly Dangerous
Politicization of the US Military,” War on the Rocks, June 18, 2019,
https://warontherocks.com/2019/06/the-increasingly
-dangerous-politicization-of-the-u-s-military/; Andrew Exum,
“TheDangerousPoliticizationoftheMilitary,” Atlantic,July 24,2017,
https://www.theatlantic.com/politics/archive/2017/07/the
-danger-of-turning-the-us-military-into-a-political
-actor/534624/; and Michael Ollove, “The Pandemic Has
Devastated the Mental Health of Public Health Workers,” Stateline
(blog), August 5, 2021, https://www.pewtrusts.org/en/research
-and-analysis/blogs/stateline/2021/08/05/the-pandemic-has
-devastated-the-mental-health-of-public-health-workers.
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This monograph therefore sounds a clarion call for
scholars and practitioners to renew examination of the
military profession. We will examine the background
of the original FAP project, describe contemporary
challenges and associated areas of research, and
develop a framework for analysis that expands on the
original FAP framework.

BACKGROUND

The development and control of military power
to serve a society’s interests is a recurring challenge
of human history. For the United States, the history
of military subordination to society’s larger goals is a
success story. But the story is not simple. The story is
one of idiosyncratic pluralism refecting US affnity for
divided and shared powers that underpin advantageous
but often frustrating checks and balances. The story is
one of US armed forces that have been largely effective
in meeting both functional and societal imperatives
for security—that is, attaining national security from
violent external and internal adversaries (the functional
imperative) without compromising US norms of
democratic governance under civilian control (the
societal imperative). The story is also one of enormous
frictions and recurring intellectual clashes about how



to govern military responsibilities within the broader
context of US politics.*

The structure and management of the US military
has evolved in the organizational form of departments
(Departments of War, Navy, Defense, the Army, and
the Air Force), services (US Army, US Navy, US Marine
Corps, US Air Force, and US Space Force), and commands
positioned across the globe (regional Combatant
Commands, US Special Operations Command, feld
agencies, task forces, etc.). Laws, policies, doctrine, and
other guidance have evolved to establish expectations
for the responsibilities of military organizations.
For this research project, the authors use the current
Department of Defense (DoD) organizational structures

4. Important, foundational civil-military relations treatments
include Sun Tzu, The Art of War, trans. and ed. Samuel B. Griffth
(Oxford, UK: Clarendon Press, 1964); and Carl von Clausewitz,
On War, trans. Michael Howard, Peter Paret, and Bernard Brodie
(Princeton, NJ: Princeton University Press, 1984). For US civil-
military relations, critical foundations include the US Constitution
and Alexander Hamilton, James Madison, and John Jay’s The
Federalist Papers, which are supported by a vast literature of
excellent scholarship, including Samuel Huntington, The Soldier
and the State (Cambridge, MA: Harvard University Press, 1957);
Morris Janowitz, The Professional Soldier (New York: Free Press,
1960); Eliot Cohen, Supreme Command: Soldiers, Statesmen and
Leadership in Wartime (New York: Simon & Schuster, 2012); Peter
Feaver, Armed Servants (Cambridge, MA: Harvard University
Press, 2009); Mackubin T. Owens, US Civil-Military Relations after
9/11: Renegotiating the Civil-Military Bargain (London: Bloomsbury
Publishing, 2011); and Richard H. Kohn, Eagle and Sword: The
Federalists and the Creation of the Military Establishment in America,
1783-1802 (New York: Free Press, 1975). More recent works
worthy of consideration include Suzanne Nielsen and Don Snider,
eds., American Civil-Military Relations: The Soldier and the State in a
New Era (Baltimore: Johns Hopkins University Press, 2009); Kori
Schake and James Mattis, Warriors and Citizens: American Views of
Our Military (Stanford, CA: Hoover Institution Press, 2016); and
Lionel Beehner, Risa Brooks, and Daniel Maurer, Reconsidering
American Civil-Military Relations: The Military, Society, Politics, and
Modern War (New York: Oxford University Press, 2021).
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and guidance to illustrate how the military applies
its professional knowledge to contemporary affairs
while recognizing that such structures and guidance
are outcomes of past civil-military negotiations that
are subject to revision—indeed, in many cases, these
outcomes should be revised.

The leaders of the US military profession, especially
commissioned offcers, must provide effective
stewardship that is attentive to and consistent with the
demands of US national security and the imperatives of
US society, which is represented by its selected executive
and legislative representatives who exercise civilian
control of the military. Civilian leaders exercise control
by defning or ratifying the military expertise society
requires and establishing the associated jurisdictions of
practice within which such expertise serves the common
defense. Healthy civil-military relations fow from a
robust negotiation between society’s civilian leaders and
its military professionals that is ultimately adjudicated
by the decisions of civilian leaders.® The accuracy with
which the military represents society infuences the
trust the American people have in the military, which in
turn infuences civil-military relations.

Certain exceptional and noble elements of the
military profession warrant society’s praise and
conditional deference. The ethical, disciplined use of
organized violence or coercion in support of common
defense is the US military profession’s highest
responsibility to the republic. Characteristics of healthy
professions include having a unique and unifying
professional identity; possessing and continuing to
develop expert knowledge crucial to society’s needs;

5. Owens, US Civil-Military Relations; and Cohen, Supreme
Command.



building and leading organizations—including
bureaucratic structures—that apply the profession’s
expertise to specifc problems; establishing, monitoring,
and enforcing a professional ethos of selfess service
and trustworthiness; providing stewardship for the
development of future professionals;, and responsibly
employing society’s resources (including people,
funding, and time). An additional characteristic of a
healthy public sector profession—a class to which the
military belongs—is the sustainment of the trustand
confdence of both government leaders and the
general population.

The placement of the military profession within
a broader, competitive system of professions has
external and internal components. These components
are external in that the instrumental use of organized
violence or coercion could be avoided by “work” that
better falls within the purview of society’s nonmilitary
professions or other instruments of government.
These components are internal in that the military
profession is comprised of constituent elements that
compete with each other to serve the country’s interests
in circumstances for which organized violence or
coercion are needed. The military has an additional
internal dimension, that of the individual professional—
soldier, sailor, airman, marine, guardian, or civilian—
who is a public servant upholding an oath to support
and defend the Constitution through selfess service.
The character of competition the military undertakes
is therefore not about dominating nonmilitary or
military professions; rather, it is about continuous
self-improvement and transformation. As such, the
profession must be postured with the right capabilities
and capacity to dominate other militaries on current and
future battlefelds.



THE ORIGINAL PROJECT (2002 AND 2005)

The turn of the twenty-frst century was an eventful
time for the US military. The 1990s began with the end
of the Cold War and decisive victory in the Persian Gulf
War, but some harsh realities followed these triumphs.
The quest for a national peace dividend and the
resultant drawdown of forces, the rise of the Internet,
claims of a coming revolution in military affairs, and
the growing demands of Jointness under the Goldwater-
Nichols Department of Defense Reorganization Act
of 1986 were among these harsh realities.®* The United
States conducted a range of operations in Bosnia and
Herzegovina, Haiti, Somalia, and Kosovo that differed
greatly in character from the conventional wars the
military had traditionally prepared for—an experience
that would recur after the 9/11 attacks and the wars
in Afghanistan and Iraq that followed. These strategic
realities contributed to concerns about the identity of
the US military profession and the risk it would devolve
into an obedient bureaucracy.’

The original FAP project tackled this problem
through numerous studies and workshops that focused
on important questions: To what extent was the Army a
profession, what did being an Army professional mean,
and why was Army professionalism vital to the national
defense” The tremendous work by the FAP scholars
and the statements and actions of military leaders
following the publication of the FAP have reaffrmed

6. Frederick M. Franks Jr., “Foreword,” in Snider and
Watkins, Future of the Army Profession, Xi—xiv.

7. Gayle L. Watkins and Randi C. Cohen, “In Their Own
Words: Army Offcers Discuss Their Profession,” in Snider and
Watkins, Future of the Army Profession, 77.

8. Franks, “Foreword.”



commitments to the military’s professional character.
But professionalism is about more than the identity of
the profession.

Professionalism also concerns what professionals
do, how they do it, and why. What should the military
profession do organicallyy, and what should be
outsourced or done in collaboration with others? How
well is the profession performing its assigned tasks,
and how does one know? To what extent does society
trust the military, and to what extent does the military
abide by societal norms and expectations without
jeopardizing mission accomplishment?

Andrew Abbott’s award-winning work The
System of Professions presents a holistic framework
for analyzing professions and provides a series of
convincing case studies demonstrating professional
competition in action.® Using this framework, the FAP
derived four broad categories of Army professional
expertise: military-technical, human development,
moral-ethical, and political-cultural.® These categories
translated into jurisdictions of practice that defned
the Army profession’s valid activities* For the Army;,
such activities were many and varied and could be
categorized under external jurisdictions (for example,
major combat operations, cooperative security,
deterrence, irregular warfare, stability operations,
and homeland defense and civil support) and internal

9. Andrew Abbott, The System of Professions: An Essay on
the Division of Expert Labor (Chicago: University of Chicago
Press, 1988).

10. Don M. Snider, “The US Army as a Profession,” in
Snider and Matthews, Future of the Army Profession, 11-12.

11 Abbott, System of Professions, 20.
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jurisdictions (developing expert knowledge and
developing professionals with expertise).t2

GAPS IN THE ORIGINAL PROJECT

Although FAP authors and scholars employed
Abbott’s constructs of professionalization and
jurisdictions, they devoted less attention to Abbott’s
construct of professional work and competitions within
professions, such as competitions among branches,
communities, functional areas, or other groups of
military professionals.®* Authors who contributed to the
FAP took the view bureaucracy was necessary for the
military to operate in the public sector, but bureaucracies
naturally worked in tension with their corresponding
professions.** Abbott, in the Frst FAP edition, essentially
concurred the Army faced competing pressures trying
to balance being both a profession and an organization.®
The necessary aspects of bureaucracy were not explored,
leaving unresolved how professional work should lead
to more effective or effcient acquisition and distribution
of resources for the US armed forces.

The FAP’s nearly exclusive focus on the Army’s
professionalism constitutes another important gap. The
FAP listed three “professions’—ground, aerospace, and
maritime—but did not explore professionalism in the

12. Joint Chiefs of Staff (JCS), “Joint Concepts,” JCS, n.d.,
https://www.jcs.mil/Doctrine/Joint-Concepts/Joint
-Concepts/; and Snider, “US Army as a Profession,” 20.

13. Thomas A. Kolditz et al., “Three Case Studies on the
Army’s Internal Jurisdictions,” in Snider and Watkins, Future of
the Army Profession, 459-504.

14. Snider, “US Army as a Profession,” 13-14.

15. Andrew Abbott, “The Army and the Theory of
Professions,” in Snider and Watkins, Future of the Army Profession,
523-36.
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other services®* Meanwhile, the FAP did not analyze
the defense enterprise—composed of the military
services plus the service and defense secretariats,
Joint and defense agencies, defense activities, and
other defense institutions—as part of the professional
ecology. Interservice relationships represent only one
source of competition within the defense enterprise;
others include Joint-service, defense-service, and
intraservice (for example, within components, within
conventional or special operations forces, or among
branches or communities). Yet, the need for collaboration
to perform some activities, such as defense budgeting,
infuences how these entities compete among
themselves and against other government activities
seeking federal resources.

CONTEMPORARY CHALLENGES

The current urgency for a large-scale analytical
effort is underscored by recent events that raise
guestions about the state of military professionalism
and the armed forces’ contract with society. The
twenty-frst century has been eventful. The turn of
its third decade was tumultuous. With the return of
great-power strategic competition came a global
pandemic that disrupted communities and lives,
accentuated long-standing political tensions, and
strained the nation’s fscal resources. The emergence
of new technologies and domains of warfare, the
evolution of adversarial capabilities, and the heightened
demands for ensuring the military’s representation of
society have placed enormous pressures on the force.
The following sections discuss challenges that have

16. Don M. Snider and Gayle L. Watkins, “Introduction,” in
Snider and Watkins, Future of the Army Profession, 6.
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emerged since the FAP and that the military profession
now faces. A recurrent theme across all challenges is
how they affect what the military is expected to do and,
therefore, what expert knowledge the military requires
(or, in many cases, shares with other professions) to
perform these tasks.

The Changing Character of War

The return to great-power competition is described
in the Summary of the 2018 National Defense Strategy of
the United States of America, which declares, “Inter-state
strategic competition, not terrorism, is now the primary
concern in US national security”” But the character
of war has shifted away from symmetric, force-on-
force forms of warfare to more asymmetric varieties.®
Examples include gray-zone operations by Russia in
Ukraine and efforts by China to occupy and control
territory in the South China Sea with an armed reserve
force® The advent of cell-phone technologies and
the spread of social media provide unprecedented
capabilities to capture and disseminate instantaneously
information about ongoing military actions to a global
audience. Consequently, individual tactical activities
are placed under intense and immediate scrutiny,

17. James Mattis, Summary of the 2018 National Defense Strategy
of the United States of America (Washington, DC: Department of
Defense, 2018), 1.

18. Douglas J. Feith and Shaul Chorev, The Evolving Nature of
War, Information Series, no. 458 (Fairfax, VA: National Institute
for Public Policy, May 6, 2020).

19. Feith and Chorey, Evolving Nature of War.
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as are their strategic leaders.® Drones and other
unmanned systems are ubiquitous features of the
battlefeld that provide capabilities to conduct lethal
strikes on adversaries from an extended distance, thus
raising questions about their legality under the laws
of armed confict.? Yet, these developments have been
accompanied by a growing risk aversion to harming
civilians. Incidents of harm have delegitimized military
action in the eyes of many civilian observers, even
when the scope of such action has been within the
bounds of laws of armed confict and established rules
of engagement.?2

Cyberspace provides an example of how the changes
in the character of warfare are affecting what militaries
do and how they do it. Cyberspace as a domain of
human activity is a relatively recent phenomenon, but
it is now an indelible part of the strategic environment,
with global, state, and nonstate actors continuously
engaging in efforts to steal proprietary information,
disrupt normal operations, and sow fear and distrust in
democratic institutions.?® As US society grapples with

20. Debasis Dash, “Facing a Future with Organized
Weaponization of Social Media,” War Room, May 31, 2019,
https://warroom.armywarcollege.edu/articles/organized
-weaponization-of-social-media/.

21. Ryan J. Vogel, “Drone Warfare and the Law of Armed
Confict,” Denver Journal of International Law and Policy 39, no. 1
(January 2011): 101-38.

22. Alcides Eduardo dos Reis Peron and Rafael de Brito
Dias, “*No Boots on the Ground’: Refections on the US Drone
Campaign through Virtuous War and STS Theories,” Contexto
Internacional 40, no. 1 (January/April 2018): 53-71.

23. Mari K. Eder, “Information Apocalypse, Part Il
The War on Reality,” War Room, April 3, 2019, https://
warroom.armywarcollege.edu/articles/information
-apocalypse-war-on-reality/.
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the relevance of cyberspace, new military commands
have been created, and personnel specialties have been
designated (including both uniformed and civilian
billets within the DoD).** Activities in the cyberspace
domain have profound implications for national
security, but what makes such activities military? Does
the military have a peculiar expertise in the cyberspace
domain, or, as with some predominantly civilian
professions (for example, medical and legal), should
such expertise be integrated into the existing armed
forces in a supporting role?

These questions also highlight the important roles
of the defense enterprise in developing, generating,
and integrating requisite military capabilities to
be available for US combatant commanders while
ensuring the integration of such capabilities elsewhere in
the US government. The cyberspace domain challenges
many traditional notions of what constitutes overmatch
or suffciency and what providing trained and ready
forces means. For example, do three cyber warriors
triple the capacity of a single one? (Short answer: No.)
If the success of a particular military operation
depends on the capabilities of the nonmilitary portion
of cyber, how is the nonmilitary portion integrated
into a measure of readiness? To what extent must the

24. Keith B. Alexander, “Building a New Command in
Cyberspace,” Strategic Studies Quarterly 5, no. 2 (Summer
2011): 3-12; David Ruderman, “Command Establishes Enlisted
Pathways to Become a Cyber Operations Specialist,” US
Army, June 10, 2015, https://www.army.mil/article/149776
/command_establishes_enlisted_pathways_to_become_a
_cyber_operations_specialist; and Jason Miller, “To Keep
Cyber Workers, Army Opens Up Its Wallet,” Federal News
Network, January 28, 2020, https://federalnewsnetwork.com
/reporters-notebook-jason-miller/2020/01/to-keep-cyber
-workers-army-opens-up-its-wallet/.
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military depend on the cyberspace profession writ large
for the certifcation of its cyber warriors? What does
rank mean in cyberspace organizations (and is it even
relevant)? These questions highlight the diffculties the
defense enterprise faces in resourcing (that is, providing
funding, personnel, facilities and infrastructure, and
time) its slice of the cyber force while appropriately,
equitably, and fairly resourcing other capabilities.

More generally, the changing character of war
raises important questions: What are appropriate
jurisdictions for the military on future battlefelds based
on the emerging changes to the character of war? For
the jurisdictions deemed to belong elsewhere, what is
the appropriate relationship between the military and
other professions?

Applying Force for Nonmilitary Purposes

Part of the impetus behind the FAP was the growing
concern over the effects of military operations other than
war, defned as operations below the level of interstate
confict, on the military profession. In examining
operations in Somalia and Bosnia and Herzegovina,
Thomas L. McNaugher presented the military as being
required to develop and sustain different domains of
expert knowledge, skills, and competencies for peace
enforcement and peacekeeping. He expressed concerns
over the deleterious effects on overall readiness for
conventional warfare.® As combat operations in Iraq
and Afghanistan evolved into stability operations,
the extent to which the military should have been
organized, trained, and equipped for operations across

25. Thomas L. McNaugher, “The Army in Operations Other
Than War: Expanding Professional Jurisdiction,” in Snider and
Watkins, Future of the Army Profession, 155-78.
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the confict continuum received even greater attention.?
But, though the debate over the extent to which the
military should conduct nonconventional warfare
remains intense, less controversial was the expectation
the military should have been prepared for anything
that arose across the confict continuum.

This expectation may no longer apply. In addition
to changes in the character of warfare, the character
of national responses to emergencies has changed.
With this change has come increased demands for
use of the military in homeland security matters and
foreign humanitarian assistance and disaster relief.
Critics and military professionals have considered the
appropriateness of using the military to secure the US
southern border; quell civil discord (for example, in the
US Capitol attack of 2021); and respond to wildfres,
hurricanes, and the COVID-19 pandemic because these
actions may detract from the military’s preparation for
conventional war.?” Also, though the military has long
engaged in training missions for partner militaries,
the quantity and extent of such missions has increased
because of the perception uniformed military are
preferred over civilian contractors (for example, private
security companies) procured via the Department

26. Nathan Jennings, Amos Fox, and Adam Taliaferro, “The
US Army Is Wrong on Future War,” Modern War Institute,
December 18, 2018, https://mwi.usma.edu/us-army-wrong
-future-war/; and JCS, Joint Operations, Joint Publication (JP) 3-0
(Washington, DC: JCS, updated January 17, 2017), V-4.

27. Todd South, “Wildfres, Civil Unrest, Hurricanes, a
Pandemic, Combat Prep—The Army Guard Had a Busy Year,”
Defense News, October 13, 2020, https://www.defensenews.com
/digital-show-dailies/ausas/2020/10/13/wildfres-civil-unrest
-hurricanes-a-pandemic-combat-prep-the-army-guard-had-a
-busy-year/.
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of State.® The Army therefore has dedicated force
structure to these missions by creating six Security
Force Assistance Brigades.?

These security assistance operations are no longer
seen as one-off events; rather, they are seen as a
pattern of enduring changes in expectations for the US
armed forces and debates surrounding such endeavors.
The FAP included research on the militarization of
foreign policy and the possible breakdown of the
civil-military discourse following the wars in Iraqg and
Afghanistan.*® Militarization of foreign policy also
emerged as a point of contention during the creation
of United States Africa Command in 2007, seen by
some in diplomatic circles as a power grab by the
Department of Defense.®® This perception refects
long-standing tensions over the use of hard versus
soft power, with soft power being associated with
nonmilitary activities (for example, humanitarian
assistance and disaster relief) that might detract from
the military’s readiness and its fghting spiritand raises
questions for the profession, such as, What happens to
the profession as the military absorbs—willingly or

28. Jefferson P. Marquis et al., Developing an Army Strategy
for Building Partner Capacity for Stability Operations (Santa Monica,
CA: RAND Corporation, 2010), 204.

29. Headquarters, Department of the Army (HQDA), Army
Multi-Domain Transformation: Ready to Win in Competition and
Conflict, Chief of Staff Paper, no. 1 (Washington, DC: HQDA,
March 16, 2021), 25.

30. Marybeth P. Ulrich, “Infusing Normative Civil-Military
Relations Norms in the Offcer Corps,” in Snider and Matthews,
Future of the Army Profession, 655-82.

31. Edward Marks, “Why USAFRICOM?,” Joint Force
Quarterly 52 (1st Quarter 2009): 148-51; and Mary C. Yates, “US
Africa Command: Value Added,” Joint Force Quarterly 52 (1st
Quarter 2009): 152-55.
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not—and normalizes these additional requirements?
To what extent does the continuous negotiation among
national and military leaders result in benefcial
or detrimental changes to the responsibilities and
jurisdictions of the military profession?

Strategic Ineffectiveness

The relationship between tactical and strategic
success has always been tenuous, as the US experience in
the Vietnam War demonstrated. The famous exchange
between American and Vietnamese offcers in Harry
Summers’s book, On Strategy, captures this well: ““You
know you never defeated us on the battlefeld, said
the American colonel. The North Vietnamese colonel
pondered this remark a moment. “That may be so,” he
replied, ‘but it is also irrelevant.””*

Generally, military historians and scholars have
lamented the disconnect between tactical and strategic
efforts, resulting in winning battles but losing wars
or winning wars yet losing the peace.®* Critics have
accused both civilian and military leaders of failing
the armed forces by limiting the aims of war to
minimize national commitments, refusing to provide
adequate forces to meet stated objectives, and shackling

32. Harry G. Summers Jr.,, On Strategy: The Vietham
War in Context (Carlisle, PA: Strategic Studies Institute,
US Army War College Press, 1981), quoted in James M. Dubik,
“Winning Battles, Losing Wars,” Institute for the Study of
War, December 2, 2014, https://www.understandingwar.org
/backgrounder/winning-battles-losing-wars.

33. Bing West, “How We Fight in the Twenty-First
Century: Winning Battles while Losing Wars,” Hoover
Institution, December 10, 2015, https://www.hoover.org
/research/how-we-fight-twenty-first-century-winning-battles
-while-losing-wars.
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commanders with unnecessary or counterproductive
rules of engagement.®

When failures such as the US withdrawal from
Afghanistan in 2021 occur, assigning blame and
painting current or former national and military
leaders as incompetent and culpable outside the
results of a credible, independent investigation is
understandable. But the military has been ineffective
in recent operations in which military professionals:
(1) employed forces too small to accomplish the
stated objectives; (2) had to exercise force surges to
preclude operational or strategic failure; (3) presided
over operations that failed to achieve the political
objectives; or (4) failed to confront their civilian leaders
when their policies and commitments of resources did
not satisfy the objectives.® The last item in the list is
troublesome and has a long history in the United
States. In his book Dereliction of Duty, then-Major
H. R. McMaster highlighted the failure of Vietnam-era
military leaders to speak truth to power rather than
carry out fawed policies.*® Similar charges have been
leveled against twenty-frst-century military leaders
who, during operations in Iraq, Afghanistan, and the

34. West, “How We Fight”; and Peter R. Mansoor,
“Why America Can’t Win Its Wars,” Hoover Institution,
December 10, 2015, https://www.hoover.org/research/why
-america-cant-win-its-wars.

35. Mark Moyar, “The White House’s Seven Deadly Errors,”
Hoover Institution, December 10, 2015, https://www.hoover
.org/research/white-houses-seven-deadly-errors.

36. H. R. McMaster, Dereliction of Duty: Johnson, McNamara,
the Joint Chiefs of Staff, and the Lies That Led to Vietham
(Boston: HarperCollins, 1998); and Thomas J. Umberg, “We
Depend on Our Military to Speak Truth to Power,” Voice
of OC, December 8, 2020, https://voiceofoc.org/2017/03
/umberg-we-depend-on-our-military-to-speak-truth-to-power/.
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global war on terrorism, failed to challenge policies
that arguably led to unnecessary loss or misuse of
blood and treasure.*

Forensic analysis of the 2021 Afghanistan
withdrawal or any other confict may not produce
clearanswers as to the reason a given operation has
succeeded or failed, but successes and failures alike
require a reexamination of the defnition of strategic and
military effectiveness. Strategic success for the United
States, as was experienced in the Persian Gulf War and
the invasion of Panama, is often attributed to clear goals,
domestic and international support, overwhelming
force, and clear end states that preclude enduring
commitments afterward.®® But even if the policy is
right (however it may be judged), suitable military
strategy still must be developed to serve policy. The
development of such strategy may include identifying
and clarifying (hopefully with the support of civilian
leaders) the aspects of the policy that are imperfect or
the limitations of military means in contributing to
desired policy outcomes. Members of the military bear
responsibility for translating military capabilities and
limitations for the beneft of their civilian counterparts.
Effective translation requires skills and knowledge
associated with strategic and operational art.*

37. Paul Yingling, “A Failure in Generalship,” Armed Forces
Journal 144, no. 10 (May 2007): 16-25.

38. Alan R. Millett and Williamson Murray, “Lessons of
War,” National Interest 14 (Winter 1988-89): 83-95; and
Samuel Helfont, “The Gulf War’s Afterlife: Dilemmas, Missed
Opportunities, and the Post-Cold War Order Undone,”
Texas National Security Review 4, no. 2 (Spring 2021): 26-47.

39. Frank G. Hoffman, “The Missing Element in Crafting
National Strategy: A Theory of Success,” Joint Force Quarterly 97
(2nd Quarter 2020): 55-64.
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The preservation of expert knowledge of military
strategy has been largely vested in the institutions
of professional military education (PME) and
institutions that develop and promulgate concepts
and doctrine. These institutions, including the
war colleges, have faced their own criticisms for
failing to develop strategists.® On the PME side,
concerns include the watering down of strategy
education in favor of other requirements; the balance
(and contributions) of military, retired military,
and pure civilian faculty; and the overall rigor of
PME experiences.”s The question being raised is,
To what extent do the military’s institutions support
the appropriate development, use, and retention of
the professional domain of expert knowledge vital to
the profession?

Social Pressures on the Profession

Continued efforts to satisfy the societal imperative
of having the armed forces suffciently represent the
society they serve have seen mixed results since the

40. Robert Scales, “Slightly ‘Steamed,” Gen. Scales Explains
His Criticisms of the Military’s War Colleges,” Best Defense (blog),
May 11, 2012, https://foreignpolicy.com/2012/05/11/slightly
-steamed-gen-scales-explains-his-criticism-of-the-militarys-war
-colleges/.

41. Richard B. Andres, “The Other Side of the Air War
College Story: Some Profs Avoid Researching or Teaching about
Our Current Wars,” Best Defense (blog), April 19, 2011, https://
foreignpolicy.com/2011/04/19/the-other-side-of-the-air-war
-college-story-some-profs-avoid-researching-or-teaching-about
-our-current-wars/.
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FAP* On the plus side, several important changes
have been made that refect the enduring realities of
the wars in Iraqg and Afghanistan. The fading of clearly
defned front lines and the subsequent diffusion of
the combat environment have provided a justifcation
for fully integrating women into the combat arms.*®
Systematic efforts to confront and remove unconscious
bias in selections and promotions, such as the removal
of offcial photographs, have been arguably successful
in bringing about fairer results.** The honorable and
heroic service performed by lesbian, gay, and bisexual
servicemembers has helped break down the cultural
barriers against their service and bring about the
repeal of the Don’t Ask, Don't Tell law.

Failures have occurred as well. President Barack
Obama’s repeal of Don't Ask, Don’'t Tell in 2011, did
not initially include other sexual minorities, such as
transgender people, whose inclusion or exclusion
became the subject of competing policy stances by

42. Suzanne Nielsen, “American Civil-Military Relations
Today: The Continuing Relevance of Samuel P. Huntington’s
The Soldier and the State,” International Affairs 88, no. 2 (2012):
369-76.

43. Emma Moore, “Women in Combat: Five-Year Status
Update,” Center for a New American Security, March 31, 2020,
https://www.cnas.org/publications/commentary/women-in
-combat-fve-year-status-update.

44. Jason M. Payne and Francine Chapman, “Talent
Identifcation: Centralized Promotions in the Blind,” NCO Journal,
July 13, 2020, https://www.armyupress.army.mil/Journals
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different administrations in the late 2010s.* Transgender
status remains controversial. The military has faced
numerous sexual harassment and assault scandals,
most notably in the early 2010s. More troublesome
has been the unprofessional attitudes expressed by
some servicemembers dismissing the impact of the
scandal.*® And despite the efforts to be more inclusive of
minorities, fag or general offcers and senior civilians
remain overwhelmingly white and male, indicative of
the often glacial pace of change in a profession.

The changing mores of US society have induced
renewed dialogue about how military professionals
balance societal and functional imperatives. For
example, critics have charged the military is
overemphasizing diversity and inclusion goals at the
expense of readiness, while others counter readiness
and diversity are naturally complementary, such that
a more diverse force would be more trustworthy and,

45. Joe Biden, “Statement by President Joe Biden on
the Tenth Anniversary of the Repeal of Don’t Ask, Don’t
Tell,” White House Briefng Room, September 20, 2021,
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-tenth-anniversary-of-the-repeal-of-dont-ask-dont-tell/; and Jo
Yurcaba, “Biden Recognizes the 10th Anniversary of ‘Don’t Ask,
Don’t Tell’ Repeal,” NBC News, September 20, 2021, https://
www.nbcnews.com/nbc-out/out-news/biden-recognizes-10th
-anniversary-dont-ask-dont-tell-repeal-rcna2086.
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Studies Institute, July 11, 2013, https://ssi.armywarcollege
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therefore, effective” Another question is, What falls
within the responsibilities of the profession, and what
is best left to other professions? For example, to what
extent do matters of sexual harassment and assault
exceed a commander’s capacity, thereby necessitating
the involvement of external actors for prosecuting cases
or addressing the needs of victims?*®

The general questions posed are: What is the
proper division of professional responsibilities between
commanders and the enterprise? What determines
the shifting of responsibilities from one to the other?
To what extent can the enterprise and commanders
synthesize the functional and social imperatives and
adequately respond when the imperatives fall out
of balance?

Politicization

The 2020 presidential election and its aftermath
highlighted the importance of military professionals
remaining nonpartisan and outside the political
process.®® Actions by serving and former professionals
have raised the specter of the military becoming
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/Apr/Protecting/.
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(DoD), May 7, 2021, https://www.defense.gov/News/News
-Stories/Article/Article/2600363/1eaders-discuss-initial-sex
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and Its Aftermath (blog), November 17, 2020, https://millercenter
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politicized, which for a profession represents the
compromising of objectivity and the use of the
profession to serve political aims® Both 2020
presidential campaigns claimed legitimacy on the basis
of numerous open endorsements by retired fag offcers,
some of whom spoke at the national conventions of the
Republican and Democratic parties.® In 2021, dozens
of military veterans, two reservists, one active-duty
servicemember, and two National Guard members have
been arrested for participating in the US Capitol attack.>

Though these overt actions have been decried as
damaging to the military profession, other troubling
signs of a more covert nature have appeared. For
example, Heidi A. Urben indicates military members

50. Paul R. Pillar, “The Perils of Politicization,” in Loch K.
Johnson, ed., The Oxford Handbook of National Security Intelligence
(Oxford, UK: Oxford University Press, 2010).

51. Heidi A. Urben, “Generals Shouldn’t Be Welcome at
These Parties: Stopping Retired Flag Offcer Endorsements,” War
on the Rocks, July 27, 2020, https://warontherocks.com/2020/07
/generals-shouldnt-be-welcome-at-these-parties-stopping
-retired-fag-offcer-endorsements/.
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are increasingly favoring public criticism of political
leaders on social media.>®* Ronald R. Krebs and Robert
Ralston found civilians are increasingly ignorant of
traditional civil-military norms and their importance
for a functioning democracy.>* On the other hand,
one of the traditional concerns, partisan bias in the
military, appears to be fading. Marybeth P. Ulrich
illustrates in the 1990s, soldiers who self-identifed as
conservatives vastly outnumbered self-identifying
liberals 23 to one, and indications emerged the offcer
corps was “Republicanizing’—aligning very strongly
with conservative views or openly rejecting politically
liberal views.® Arguably, due to greater numbers of
millennials in the force and the retirement of 1990s-era
offcers, the partisan gap has narrowed to less than two
to one conservative to liberal.®

Another concern is the civilian politicization
of the military, meaning the use of the military—
including its heritage, equipment, resources, or
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servicemembers—specifcally for partisan purposes.*”
The late 2010s saw this effect put into practice, with
the military being used increasingly as “backdrops for
blatantly political speeches” or being assigned missions
that would be more appropriate for law enforcement
or state agencies.® Though military leaders and
commentators alike have issued strict policy guidance
reinforcing proper civil-military norms, offcers have
been generally averse to discussing partisan politics
with their subordinates.*®

This guidance is clearly correct, but is it enough?
The simple approach has been for military members
to say or write less and less and for the military’s
public affairs, legislative affairs, and other formal
communication channels to exercise more caution.
The better approach, however, may be for the military
to encourage more open communication that is
mindful of civil-military norms.®® After all, though
the military profession must eschew partisanship,
the military is an inherently political entity due to
both its status as a public-sector organization and its
prominence as a symbol of both national strength
and democratic ideals. The question that arises
is how best to sustain open communication with
stakeholders (including “speaking truth to power”),
the public, servicemembers, civilians, military
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partners, and others with the understanding that open
communication naturally carries risks.®!

Growing Repudiation of Professionalism

The challenges discussed thus far represent, at least
in part, self-inficted problems brought about by the
actions or inaction of military professionals. But more
troubling signs that professionalism in general is under
increasing attack from society have appeared. Teachers
and other educational professionals have long objected
to patterns of mistreatment by parents, signifcantly
reduced resources, and poor pay and benefts, leading
to frustration and discord.®? Medical professionals and
insurance companies have long clashed over treatment
plans and cost controls for patients.®

The COVID-19 pandemic accelerated this
phenomenon of rejecting expertise. The profession
of public health, part of the profession of medicine,
has been weakened as segments of society have
prioritized the sustainment of local economies or
individual civil liberties over concerns of unchecked
spreading of the virus® The profession of law
enforcement was also arguably weakened by several
incidents of police violence in the summer of 2020 that
highlighted inequitable treatment of minorities by
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police.®> Members of the medical profession have been
frustrated by individuals’ lack of compliance or refusal
to comply with preventative measures, which arguably
contributed to the spike in cases during the summer of
2021. These professions and others have seen worrying
exoduses of members who have faced harassment and
threats or become overly stressed and disenchanted
due to the unnecessary and avoidable prolongment of
the pandemic.%

To what extent does the military face such pressures?
Mark G. Kappelmann notes the growing intrusion
of legislative and executive actions into military
professional affairs is a sign of a profession in decline.®’
Budget constraints resulting from the Budget Control
Act of 2011 and, more recently, the concerns over the
costs of COVID-19 relief packages are potentially
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impacting military readiness and modernization
efforts.8 Even moral support from the public may not
translate meaningfully into real support for sustaining
a ready military. Signs indicate the public is detaching
itself from the military profession, thanking veterans
for their service but otherwise not providing active
support for national preparation for war® This
phenomenon raises several important questions about
the possible weakening of professionalism in general
and how it may impact the military: To what extent
and under what conditions does society respect and
abide by expert knowledge, trust professions, or
acknowledge professionalism?

THE NEED FOR A NEW PROJECT

Flowing from this analysis, the authors propose
a larger project to map a way forward to practical
outcomes. Three important outcomes stand out in
particular. First and foremost is providing an accessible
way for American citizens and their uniformed servants
to understand the US military as an instrument for
common defense—including their understanding of
the changing character of war. Second is providing
civilian leaders who serve in the executive and
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legislative branches of the US government a useful
framework for engaging, developing, and governing
the US military profession. Third is improving
how US military leaders serve as stewards of the
military profession. The project should inform military
professional development and support healthier
civil-military relations. In an important way,
metaphorically, the project could vyield a useful
“owner’s manual” of the US armed forces for
the American public as well as its civilian and
military leaders.

To put this discussion in perspective, for all
its vaunted capabilities and acumen, the military
profession addresses only a fraction of society’s needs.
To be expert in the military profession’s demanding
Telds of knowledge and the jurisdictions within which
such knowledge is applied requires an economy of
effort toward, or maybe functional ignorance of, other
areas that make up society’s ecology of expertise. The
US military profession is a collection of subordinate
professions (land, maritime, air, space, and cyber) that
vie among each other and with other nonmilitary,
national-security-related professions (for example,
intelligence, economic, and diplomatic professions) to
meet society’s needs. The provisional autonomy of the
military refects a division of expert labor that helps US
society thrive. The military profession, as important
as it is, is merely one among many indispensable
public service professions—such as medicine, law,
the judiciary, law enforcement, education, business,
media, and engineering—that deserve critical analysis,
assessment, negotiation, and adjudication as US society
pursues “a more perfect union,” “provides[s] for the
common defense,” and better “promote[s] the general
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welfare.”” Constitutional requirements, institutional
abilities, ethical factors, and practical considerations
appropriately vest civilians with the ultimate authority
with which to adjudicate the military’s contributions.

Importantly, this analysis does not begin with
idealized constructs of military professionalism. The
analysis starts with where the US military is now.
We take the current or existing construct of services
and organizations as the baseline provided to us by
generations of US civil-military bargaining. Similarly,
we accept current doctrine and policy as the results of
implicit and explicit bargaining. To describe and explain
the current state of the US military is not an abdication
to inertia. Rather, description and explanation provide
a frm foundation from which we can predict future
implications of previous bargains and prescribe
modifcations when we discern better ways to meet
society’s needs.

Context matters too. The balance between current
operations and future plans is often a function of how
US society perceives the urgency and acuity of the
threats at a particular moment in time. Even in the
most extreme emergencies, however, the imbalance
of attention to immediate versus future threats rarely
results in focusing on only one set of threats and not
the other.

Though our focus is on the US military, we
recognize other countries’ experiences and bargains
can yield valuable lessons (and our analysis may yield
valuable lessons for our counterparts in other countries).
Nevertheless, we bound our present analysis to focus
on the US civil-military bargain, especially because
many developing countries, since the end of the
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Cold War, have followed Western mod