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Introduction

N
on-commissioned members (NCMs) of the 
Canadian Armed Forces (CAF), as explained 
in the first edition of the doctrine manual Duty 
with Honour: The Profession of Arms in 
Canada (hereinafter referred to as Duty with 

Honour), are an integral part of the Canadian profession of 
arms.2 The publication of Duty with Honour was part of an 
institutional process that has been well documented, particu-
larly in this journal. The catalyst of the process was the 
Somalia Affair, but the end of the Cold War and Canadians’ 
changing expectations of their armed forces were also signifi-
cant factors.3 To  respond to those challenges, numerous stud-
ies were conducted in the 1990s, which concluded that a 
reform of military ethos and leadership in the CAF was essen-
tial. An in-depth review of the Canadian Forces Professional 
Development System (CFPDS) was identified as a tool that 
could facilitate that reform.4 That said, the reflection associ-
ated with the review of the CFPDS has largely focused upon 
the needs of the officer corps.5

As teachers at the Non-Commissioned Member 
Professional Development Division (NCMPDD) at the 
Canadian Forces Leadership and Recruit School (CFLRS), 
we feel that the institutional reflection on NCM professional 
development (NCM PD) is incomplete, and that is at the root 
of the substandard implementation of its strategic vision, as 
evidenced by the ambiguity surrounding the aim of NCM PD 
and the difficulties related to the operationalization of the 
educational dimension of NCM  PD. We feel that the imple-

mentation of this vision would benefit greatly from better 
coordinated action on the part of the stakeholders and parties 
involved.6 Consequently, in this article, we propose a vision 
of the NCMPDD as a forum—both physical and intellec-
tual—for the achievement of unifying projects, which would 
be beneficial to NCM PD stakeholders and the CAF organi-
zation as a whole, especially in a context of increasingly 
scarce resources.

The first section of this article is a brief overview of 
the concept of professional development (PD) in the CAF 
and what it means for NCM PD. The second section exam-
ines the causes of the incomplete reflection upon NCM PD. 
The third section focuses upon the observable consequences 
of the incomplete reflection and the possible solutions. The 
last part of this article discusses the unique contribution 
that the NCMPDD—which was known until very recently 
as the Non-Commissioned Member Professional 
Development Centre (NCMPDC) and was part of the 
Canadian Forces College—can make to the community of 
stakeholders and parties interested in NCM  PD in the 
implementation of these solutions.

WHAT EDUCATiON SHOUlD 
NON-COMMiSSiONED MEMBErS rECEiVE?

by Maxime rondeau and lisa Tanguay1
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ous working groups on the professional development of non-commis-
sioned members.
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Professional development and  
the role of the NCMPDD

The CAF’s effectiveness relies largely upon the quality of 
its training and education system.7 As such, most 

CAF members, from the time of their enrolment, take part in 
an ongoing PD  process.8 The Canadian Armed Forces 
Individual Training and Education System (CFITES) defines 
this as a “comprehensive, integrated and sequential develop-
ment process that constitutes a continuous learning environ-
ment” and consists of the pillars of training, education, 
self-development and work experience. Therefore, the aim of 
PD is to prepare CAF  members for the escalating require-
ments of their careers and ensure adherence to the perfor-
mance criteria set out in the military employment structure.9

The above figure, taken from the CFITES interim guid-
ance, shows how the CFPDS curriculum is provided through 
different pillars on an ordered, progressive basis.10 The 
NCMPDD focuses on the training pillar using topics such as 
operational planning and education, and the contemporary secu-
rity environment. CFITES defines education as “the provision 
of a base of knowledge and intellectual skills upon which infor-
mation can be correctly interpreted and sound judgment exer-
cised,” and training as “the provision of the knowledge, skills, 
and attitudes required in the performance of specific tasks.”11 In 
both cases, the issue is learning of varying complexity.

The document containing a detailed analysis of and a 
roll-out strategy for the NCM Corps 2020 project (hereinafter 
referred to as NCM 2020) summarizes the essential points of 
the motivation behind the implementation of NCM  PD in 
2003, i.e., the creation of a centre of excellence to allow for 
the implementation of key initiatives to attain specific strate-
gic objectives.12 This centre, which has become the NCMPDD, 
has, since its creation, provided continuous and sequential 
learning programs that are common to all senior NCMs and 
organized according to the responsibilities of each rank.13 In 
Figure 1, the NCMPDD focuses its efforts upon approximately 
the top half of the pyramid, which represents Developmental 
Periods (DPs) 3 to 5.

In accordance with the leadership development frame-
work (LDF), the NCMPDD curriculum participates in the 
development of the five meta-competencies related to the pro-
fession of arms and required by the context in which it is 
exercised: expertise, cognitive capacities, social capacities, 
change capacities, and professional ideology.14 The NCMPDD 
programs thereby ensure that most of the strategic objectives 
(SOs) that constitute the vision of the NCM corps in 2020 are 
attained, particularly SO 2, a professional NCM corps; SO 3, 
a knowledgeable NCM corps; and SO 4, outstanding leaders.15

Although the NCMPDD curriculum is not necessarily all 
that different from NCM PD offered in past decades, the speci-
ficity of its curriculum—and even that of NCM  PD as a 
whole—can be seen in the wider range of topics covered and 

the significant revamp of its philos-
ophy, and even its aim.16 An indica-
tor of that revamp, in our opinion, is 
the growing emphasis upon educa-
tion, acquisition of theoretical 
knowledge, and development of 
critical thinking skills, as opposed 
to instruction, training, and acquisi-
tion of specific technical skills. 
That statement is not meant to sup-
port the notion that instructional 
and training activities are less 
important in NCM PD. Rather, there 
is reason to believe that the environ-
ment in which the CAF operates 
requires a modification of the 
NCM  PD vision. It is no coinci-
dence that that modification has 
occurred at the same time as the 
integration of the NCM corps into 
the Canadian profession of arms.

In accordance with that integration, the NCM corps is 
required to possess abstract theoretical knowledge and to mas-
ter complex skills.17 As the historian Allan English explains, 
Duty with Honour states that the fundamental differences 
between the NCM corps and the officer corps stem from their 
traditional responsibilities and expertise.18 For example, the 
officer corps has the authority to command and to decide 
when force will be used, whereas the NCM corps generally 
executes specific technical tasks that arise out of the decisions 
made by the officers.19 However, because of the uncertainty, 
ambiguity, and complexity of the security environment in 
which the CAF operates, there is increasing overlap in the 
levels of conflict, and a growing number of responsibilities are 
being delegated to the junior levels. Consequently, NCMs are 
now engaged at the operational and strategic levels, and the 
distinction in terms of responsibilities and professional exper-
tise has morphed into the requirement, for all members of the 
profession of arms, to demonstrate the critical thinking skills, 
creativity, and discernment necessary in the security environ-
ment of the 21st  Century.20 Important from an institutional 
perspective, the integration of the NCM corps into the profes-
sion of arms involves numerous cultural changes, which are 
still in the process of occurring, and have contributed to the 
incomplete reflection upon NCM PD.
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Origins of the incomplete reflection

In this section, we will examine three elements that we 
believe constitute the incomplete reflection on NCM  PD: 

the incomplete research on NCM PD, the conceptual problems 
inherent to the documents that are supposed to guide the 
development of NCM PD, and, lastly, the ambiguity as to the 
aim of NCM  PD itself. The analysis of those three elements 
will be used to fuel the discussion in the upcoming sections on 
the problems with implementing the NCM PD strategic vision 
and the possible solutions we would like to share with the 
community of stakeholders and parties interested in NCM PD.

In order for any strategic vision to be implemented, a 
series of obstacles, organizational and otherwise, must be over-
come. Therefore, the information (i.e., all the qualitative and 
quantitative data) that is used to develop that vision, and the 
procedure for implementing it, are of utmost importance. 
However, we feel that the information pertaining to NCM PD 
is incomplete. The paltry amount of research devoted to 
NCMs—which is not just a CAF issue21—has had conse-
quences on the CAF and NCM PD. Too often, institutional and 
academic research on the NCM corps is conducted as part of a 
larger reflection on the education and professionalization of the 

officer corps.22 As a case in point, NCM Corps 2020 is consid-
ered a  “companion document” to Officership 2020, and the 
specific objectives described in Officership 2020 are incorpo-
rated into NCM Corps 2020.23 Although there may be logic 
behind that approach, the outcome is that the intrinsic value of 
NCM PD and its associated educational needs are rarely a sub-
ject of analysis as such. While there has been rather detailed 
and in-depth institutional reflection on officer education, fewer 
resources have been allocated to reflecting on the education of 
NCMs.24 Consequently, the objectives of NCM PD, particularly 
with regard to professional expertise, are not often enough 
based upon empirical research, as English recommends.25 In 
addition, this lack of information has led to a major issue at the 
operational level as to the organization of NCM PD.

Based upon developments over the last decade, the CFPDS 
has been reorganized according to the responsibilities of the 
two corps, but there is still ambiguity as to the level of exper-
tise required by each of the corps.26 For example, the expertise 
required of NCMs with regard to the general system of war and 
conflict is not clearly determined in Duty with Honour.27 
Although the various levels of expertise required are set out in 
the Non-Commissioned Members General Specifications 
(NCMGS), the lack of clarity of some of the described tasks, 
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The Objectives/Initiatives of NCM 2020 

Strategic Objectives Key Initiatives

1: Tactical Excellence. An NCM Corps whose members understand and 
are capable of applying force, collectively and individually, to achieve 
assigned missions and objectives. 

1: Strengthen Military Ethos. Live, instil and sustain the military ethos 
through personal and community behaviour, communication, mentor-
ing, coaching, development of loyalty and trust, respect for diversity, 
and adherence to the highest ethical standards. 

2: Fully Professional NCM Corps. An NCM Corps that possesses a mili-
tary ethos that unites its members through an understanding of the 
characteristics of the Profession of Arms and describes their unique 
contribution to Canada. 

2: Career-long Intellectual Development. Ensure NCMs develop the 
required knowledge and skill-sets through education, training, experi-
ence and self-development. Broaden the opportunities for NCM educa-
tion and develop NCMs as critical thinkers through a system that pro-
motes the value of career-long intellectual development. 

3: A Knowledgeable NCM Corps. An NCM Corps whose educational 
qualifications and competencies are commensurate with the diverse 
and demanding tasks they are required to perform. 

3: Advanced Training. Ensure all NCMs receive timely, relevant and qual-
ity training. Use current methodologies and delivery systems to train for all 
types of operations with joint and combined scenarios. Training must be 
realistic, challenging and properly resourced. Evolve the advanced training 
process to anticipate asymmetrical and other non-traditional threats. 

4: Outstanding Leaders. NCMs as leaders embody the Principles of 
Leadership and, as mentors, guide and develop their subordinates. 

4: Development of Concepts, Policies and Doctrine. Develop con-
cepts, policies and doctrine that support and guide NCM PD. These will 
provide the framework for integrating knowledge, skills and technology. 
Ensure NCM involvement in the development of joint and combined 
doctrine and the production of CF Capstone and supporting manuals. 

5: Integral Members of a Strong Officer/NCM Team. NCMs are pro-
fessionally developed to make a unique and indispensable contribu-
tion to the officer/NCM team. 

5: Evolve Roles and Officer/NCM Relationships. Senior leadership (offi-
cers and NCMs) must anticipate changes in NCM roles and the officer/NCM 
relationships and manage them carefully. Timely adjustments to NCM PD 
programs will be essential. A key component of this ongoing process will 
be redefining, where appropriate, the officer/NCM relationship. Such redef-
inition must ensure the maintenance of strong, complementary teams. 

6: Career with Choice. A career that allows NCMs to progress along 
alternate and flexible career paths acquiring new skills and choosing 
new challenges. 

6: Delivery of PD. Deliver NCM PD flexibly through emerging technologies 
and modern learning strategies. Balance institutional and individual needs 
to promote NCMs’ personal and collective well-being and quality of life. 

7: Exemplary Workplace. A work environment which embraces the 
concept of a learning organization and respects the contribution of all 
members by providing for their development and well-being. 

8: Governance. A PD system with strong, centralized and coherent 
direction in accordance with strategic guidance from the Chief of the 
Defence Staff (CDS). 
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and the interpretative nature of the LDF, do not provide clear 
strategic guidance as to the level of professional expertise 
required by the NCM corps.28 Although the conceptualization 
of the LDF was integrated into the CAF institutional leadership 
doctrine, and has been included in the NCMGS and the quali-
fication standard (QS) for Developmental Periods  1 to 5, its 
‘operationalization’ has yet to be developed. As we will see in 
the next section, that has direct consequences with respect to 
NCM  PD. It should be noted that the LDF for officer profes-
sional development (OPD) is also incomplete. However, it 
could be argued that given the cul-
ture and structure of OPD, its educa-
tional dimension is less problematic 
than that of NCM  PD. At a mini-
mum, it would appear that the imple-
mentation of the OPD strategic 
vision can better adapt to the LDF in 
its current state. Indeed, that high-
lights the last element of the incom-
plete reflection on NCM PD: its aim.

NCM PD currently seems to be 
pursuing two objectives that are 
very different, though not necessar-
ily incompatible. On the one hand, 
as evidenced by the requirements set 
out in NCM  2020, there is a desire 
to equip the NCM corps with spe-
cific tools, such as stronger ethos, 
critical thinking skills, communica-
tion skills, cultural intelligence, and 
so on. The logic behind that desire 

is solid, because it satisfies both the societal imperative and 
the functional imperative.29 On the other hand, there is a desire 
to provide PD opportunities to senior NCMs who are destined 
to be part of a command team.30 The underlying logic also 
stands to reason, as those NCMs must be able to communicate 
with the officers on the command team, master the profes-
sional jargon, and demonstrate specific skills enabling them to 
make effective recommendations. Nevertheless, those two 
objectives, although compatible, contribute to the ambiguity 
that characterizes NCM  PD. In fact, the final result of an 
NCM’s progression through the NCM PD developmental peri-
ods (from basic qualification to the senior appointment pro-
gram) has still not been clarified. Is the goal for the CPO1s/
CWOs who will complete the senior appointment program to 
obtain a diploma? Would the proposed Professional Military 
Education Program for NCMs (NCM PMEP), similar to that 
of the second OPD developmental period (although that com-
ponent is in a state of flux) but spread out over the five 
NCM PD developmental periods, support the succession plan-
ning process, and thereby help identify future members of the 
command teams? As long as those types of questions remain 
unanswered, it will be difficult to optimize implementation of 
the NCM  PD strategic vision, because that could lead to 
already scarce resources being used unwisely, or for incompat-
ible purposes. The next section addresses the practical conse-
quences of the incomplete reflection on NCM PD.

Consequences of the incomplete reflection

As teachers at the NCMPDD, we have observed strategic 
and operational consequences as a result of the incom-

plete reflection on NCM PD. At the strategic level, the recent 
publication of various guidance documents has undermined 
the optimization of NCM PD because of a lack of clear gover-
nance. At the operational level, the revision cycle of the docu-
ments that guide the development of NCM PD is impeding its 
implementation, particularly with regard to developing and 
updating the NCMPDD curriculum.
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Strategic consequences

The modernization of CFITES opened the door to the 
NCM  PD update and the formulation of new strategic guid-
ance. Some of that guidance applies to the entire NCM corps, 
while other parts seem to apply to senior NCMs who are des-
tined to participate in the succession planning process. Among 
the documents that are for all NCMs, the distribution of the 
NCM  PD Modernization Plan, and the publication entitled 
Maintaining the Track: Benchmarking NCM Corps 2020 
Progress (hereinafter referred to as Maintaining the Track) 
shed light upon the importance of assessing the attainment of 
the strategic objectives put forth in NCM 2020. On one hand, 
according to the NCM PD Modernization Plan, the NCM 2020 
objectives have not yet been completely achieved, and the 
result is a growing gap between NCM  PD and the need to 
develop the judgment and critical thinking skills required of 
NCMs in the contemporary operating environment.31 Similarly, 
the plan concludes that that NCM PD does not provide enough 
educational opportunities that foster the development of judg-
ment and critical thinking skills.32 On the other hand, the 
authors of Maintaining the Track  feel that progress has been 
made towards achieving the vision set out in NCM  2020, 
although much remains to be done, particularly to determine 
and describe NCMs’ educational requirements.33 We are scepti-
cal of the claim that the gap is widening between NCM PD and 
the development of NCMs’ critical thinking skills; we have 
witnessed the gradual alignment of the programs given by the 
NCMPDD on the strategic objectives set out in NCM  2020. 
That said, we do acknowledge that some ambiguity remains as 
to the educational requirements for the NCM corps.

The conclusions drawn from those two documents are 
interesting, but they provide little information on the concrete 
accomplishment of the NCM 2020 strategic objectives. Despite 
its relevance, the study conducted by the Maintaining the Track 
team is qualitative and indicates the participants’ opinions but 
cannot be generalized to the NCM corps 
as a whole. The authors do not deny that; 
they acknowledge that even though the 
start-up phase indicated in the NCM 2020 
detailed implementation plan ended in 
2008, no formal assessment has been 
conducted thus far to determine the 
extent of the progress made to date.34

Despite the absence of a formal and 
quantitative assessment, new strategic 
guidance, more specific to NCMs who 
are destined to participate in the succes-
sion planning process, has been added 
to that of the NCM 2020 vision. Beyond 
Transformation: The CPO1/CWO 
Strategic Employment Model (hereinaf-
ter referred to as The Strategic 
Employment Model) proposes to intro-
duce a “Progressive Model for CPO1/
CWO professional development from a 
graduated, flexible, and comprehensive 
perspective.”35

The document entitled Competencies Expected of Senior 
Appointments – The Strategic Chief36 (hereinafter referred to as 
The Strategic Chief) suggests a list of attributes which are 
required for the roles and responsibilities of CPO1s/CWOs who 
have obtained a senior appointment. Those publications provide 
valuable strategic guidance, but do not specify its integration 
into the current NCM  PD scheme or the impact upon the 
achievement of the NCM 2020 vision.37 Moreover, the organiza-
tions responsible for PD delivery are given significant leeway:

As a recognized profession, the CAF has the ability 
to develop its own professional curriculum, standards 
and certification. Centres of excellence such as CMP, 
DLI, NCMPDC and CFC must develop specific edu-
cation to better train NCMs to think critically and 
gain a more broad-based understanding of the strate-
gic environment. These must not simply be modifica-
tions to Officer Curriculum, but rather focused, 
exclusive and tailored towards NCMs, while support-
ive of the Progressive Model.38

Moreover, the NCM PD Modernization Plan gave rise to 
the development of an NCM PMEP, still in the draft phase and 
inspired by the officer professional military education system. 
The NCM PMEP is partially aligned with the content of the 
NCMPDD programs and could influence NCM PD as a whole. 
However, in its current state, we do not know whether it is 
intended for the NCM corps as a whole, or just the senior 
NCMs selected to be members of a command team. In addi-
tion, one of the only manifestations of the NCM PMEP con-
sists of the integration of some of its elements into the 
NCMGS. Therefore, it appears that the aim of the NCM 
PMEP has yet to be determined, in spite of the difficulties in 
finding common ground between the parties involved.

In sum, the CFITES modernization and the NCM  PD 
update preceded the publication of strategic guidance docu-
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depicts this as a highway which includes collector lanes, on ramps, express 

lanes, interchanges and off ramps. Each aspect of the model is described 

in the sections which follow.

5.1 Generation ()

Although this model is intended for the professional development of 

CPO1/CWOs, there is also a significant role to be played by CPO1/CWOs 

in the implementation and successful management of the model. Early 

identification of NCMs who demonstrate outstanding potential would be 

the responsibility of ships coxswains, unit RSMs and squadron CWOs. These 

tactical level CPO1/CWOs, who are at the coal face of operations, NCM 

evaluation, training and professional development, would partner with 
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develop a career path. The CPO1/CWO would then seek out and connect 

his or her NCM with a qualified mentor. This group would collaboratively 

discuss the members’ expectations, ambitions, requirements, potential 

and personal goals, in order to outline the steps required to realize a plan.
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The Progressive Model (Figure 3) 
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ments without establishing a clear system of governance in 
order to determine the priority of strategic guidance. Moreover, 
all those directives influence the mandate and the activities of 
the NCMPDD without necessarily taking its operational reali-
ties into account.

Operational consequences

The development of the NCMPDD’s curriculum is part of 
the cycle of revision of a series of documents from the 
Canadian Defence Academy (CDA): the NCMGS, the QS, and 
training plans (TPs). However, the frequent and substantial 
revision of those documents do not seem to fit into a holistic 
and systematic scheme that takes the operational realities of 
the NCM PD delivery organizations and other interested par-
ties into account. Also, the absence of a holistic system of 
development and the tempo at which those documents are 
revised undermine the delivery of NCM  PD.  Until very 
recently, the NCMPDD was responsible for the TPs, and 
therefore, in charge of carrying out the changes made in the 
NCMGS and the QS. The Division is supposed to take back 
that responsibility once the transition to CFLRS has been 
finalized. Notwithstanding questions of reorganization, the 
tempo of revision of the above-mentioned documents is diffi-
cult to maintain with the current resources. The NCMPDD has 
managed to qualify the required number of candidates in a 
year without making the changes imposed by the cycle of revi-
sion and development of the NCMGS, the QS, and the TPs. In 
addition, since the 2011 revision cycle, the documents that 

guide the development of NCM PD have been submitted to the 
interpretation of the LDF before it has even been ‘operational-
ized’ by CDA. Consequently, a multitude of questions regard-
ing the practical application of the LDF in the development of 
curriculum have remained unanswered, thereby contributing to 
undermining NCM  PD delivery. We believe that the curricu-
lum revision and development cycles, like the development of 
strategic guidance, would benefit from greater coordination 
between the NCM  PD stakeholders if they were anchored in 
the operational realities of the PD delivery organizations.

When considered individually, these strategic and opera-
tional issues do not threaten the quality of NCM  PD in the 
short term. In this sense, the NCMPDD is fulfilling its man-
date, as it is able to provide high-quality PD, based upon the 
NCM 2020 vision. However, at the strategic level, the absence 
of coordination among the various strategic guidance, along 
with the organizational problems regarding curriculum devel-
opment, is preventing the optimization of that vision. A coor-
dinated effort between the NCM  PD stakeholders, and the 
centralization of the reflection on NCM  PD and its delivery, 
could be contemplated as solutions. Cooperation among 
NCM PD stakeholders would facilitate the achievement of the 
new guidance set out in documents such as The Strategic 
Chief, and The Strategic Employment Model. The next section 
broaches the role that the NCMPDD could play in fully 
achieving the NCM 2020 vision.

An NCM PD centre of excellence

An opinion expressed by one of the respondents of the 
Maintaining the Track study was that the NCMPDD “is 

not equivalent in terms of status and credibility to the other CF 
colleges or US  Army academies for NCOs.”39 Admittedly, a 
rallying point must be established to ensure the development 
of NCM PD’s strategic vision and governance. We believe that 
the NCMPDD can serve to centralize institutional reflection 
on NCM PD. Its contribution could be made at various levels. 
In addition to being a PD delivery organization, it can partici-
pate in developing the NCM PD strategic vision and produce 
empirical research on NCMs, thereby offering solutions to 
overcome the different operational and strategic problems.

Solutions to operational problems

First, we believe that the expertise acquired thus far by the 
NCMPDD can help NCM  PD stakeholders solve operational 
problems. The NCMPDD’s expertise is wide-ranging. As the 
main NCM  PD delivery vehicle, the Division and its diverse 
personnel (mentors, NCMs, civilian personnel) possess in-depth 
knowledge of the professional and operational realities of 
NCMs that is indispensable to the implementation of any 
NCM  PD program. The Division also boasts expertise with 
respect to distance and in-class PD: various in-class and online 
teaching methods have been developed and improved since 
2003. The NCMPDD personnel have been trained to provide 
high-quality instruction, and the lessons learned since 2003 are 
an important component of the Division’s corporate memory. 
The Division could thereby participate in systematizing a devel-
opment process according to the experience acquired during the 
various phases of development and revision conducted thus far.
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It would be beneficial for the institution to further build 
upon that expertise and allow greater flexibility to PD delivery 
establishments like the NCMPDD. The NCMGS are currently 
made up of a set of tasks identified under headings such as 
leadership. The level of precision of those tasks is such that it 
goes against the philosophy set out in the NCMGS standard, 
which aims to grant flexibility to the subject-matter experts 
working in PD organizations. Rather than formulating tasks 
using action verbs and specific conceptual notions (for exam-
ple, “sustain the whole of government approach”), it would be 
indicated to give more latitude to PD delivery establishments, 
so that they could choose, on the one hand, the right learning 
taxonomy (the science of classification – Ed.), and, on the 
other hand, the appropriate concepts in accordance with the 
overarching topics selected by the establishment. That approach 
would ensure coherence in the taxonomic progression through-
out the developmental periods and a continuous update of the 
concepts taught. In our opinion, it would be beneficial to give 
greater flexibility with regard to the guidance given in the 
documents that guide the development of NCM  PD, while 
devoting more effort to the organization of the strategic vision 
concerning, for example, the aim of PD and the precedence of 
the strategic guidance. Moreover, the Division’s operational 
expertise could be extended at the strategic level.

Solutions to strategic problems

The NCMPDD leadership and teaching personnel have 
been delivering NCM  PD since 2003, and they pore over 
NCM  PD strategic guidance documents on a daily basis. We 
believe that the Division would be well placed to participate in 
the development of strategic guidance if it acquired, in addi-
tion to its operational expertise, institutional (i.e., academic) 
expertise on the NCM corps as a whole. That expertise could 
be acquired by developing research programs with the aim of 
collecting empirical data on the NCM corps and, more spe-
cifically, on senior NCMs.

Given the pool of candidates that it qualifies every year, 
and the diversity of its personnel, the 
NCMPDD would be the perfect choice to 
become a centre of research devoted to 
NCMs as a professional corps. Because of 
the number of candidates it qualifies 
annually, the Division could poll NCMs 
as a professional corps and conduct 
empirical research on each rank in order 
to better define the responsibilities and 
educational needs of every PD phase. 
Collecting empirical data would give rise 
to better familiarity in the CAF with the 
specific needs of the institution and its 
main NCM education organizations. 
Different platforms could be used to poll 
NCMs on a large scale during the distance 
learning phase of the programs, and the 
discussions of the study groups conducted 
during the in-house phase could serve to 
analyze more specific problems. That 
would help identify the educational 
requirements of the NCM corps and pre-

vent a duplication of the officer education system. The 
NCMPDD could thereby participate in developing an educa-
tion system just for NCMs that is based upon empirical data. 
Naturally, this institutional research would be conducted while 
taking into account the crucial link between the NCM corps 
and the officer corps, and the need to harmonize their respec-
tive PD systems to some extent. The NCMPDD’s previous 
affiliation with the Canadian Forces College is bound to facil-
itate the link between the NCM PD and OPD curriculums.

However, acquiring that expertise depends upon the inter-
action of NCMs with their instructors and teachers. Therefore, 
the quality of the relationship—virtual for the distance por-
tion, and face-to-face for the in-class portion—is of utmost 
importance in an environment where collecting empirical data 
is an objective. We therefore believe that the establishment of 
a genuine centre of excellence goes hand-in-hand with the 
maintenance of courses offered in class and the interaction of 
candidates with qualified teachers and subject-matter experts. 
On that topic, for example, we feel that the abolition of the 
in-house course for CPO2s/MWOs should be reconsidered.

Centre of excellence, NCM school

Lastly, the NCMPDD’s credibility is also suffering from the 
absence of a clear identity and a sense of belonging. Since 

its creation in 2003, the NCMPDD has operated as part of a 
number of different organizations such as the Canadian Forces 
Learning and Development Centre, the Canadian Forces 
College, and, more recently, CFLRS. Without commenting on 
the NCMPDD’s affiliation with any one of those organizations, 
it is clear that such a frequent change of administration is 
symptomatic of a lack of identity that has likely resulted in the 
reflection on the education of NCMs being incomplete.

In conclusion, the NCMPDD’s identity could be strength-
ened if its mandate were expanded to include ensuring the 
centralization and governance of institutional reflection on 
NCM  PD. If the Division participated in the development of 
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Aerial view of Royal Military College Saint-Jean which includes the Canadian Forces Leadership and Recruit School.
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concepts, strategic guidance, and research with respect to 
NCM PD, the NCMPDD would be in a position to become a 
genuine centre of excellence, and, in the long term, a leader-
ship school able to acquire institutional expertise on NCMs as 
a professional corps.

Awareness of the roles and responsibilities of NCMs, and 
recognition of their integration in the profession of arms 
would be enhanced. Considered as the guardians of the NCM 
corps and co-managers of the profession of arms, CPO1s/
CWOs could, through the NCMPDD, provide governance of a 
NCM PD system “with strong, centralized and coherent direc-
tion in accordance with strategic guidance from the Armed 
Forces Council.”40

We believe that by investing the necessary resources to 
centralize institutional reflection and empirical research in the 
NCMPDD, it would be possible to optimize the achievement 
of the NCM 2020 vision, while offering concrete solutions to 
problems that are currently undermining the effectiveness of 
the NCM PD system. Centralizing institutional reflection and 
research in the NCMPDD would facilitate the sharing of infor-
mation and the acquisition of institutional expertise on the 
NCM corps, while strengthening, in practice, the learning 
organization concept and the governance of NCM PD.
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