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Purpose of the Primer.  This reference of terms and concepts presented in alphabetical order was developed to serve as bases for 

the vocabulary of a professional national security “designer,” in short:  theory, knowledge, practice, and ethics. This document is 

not meant to be “settled knowledge” and remains open to future enhancements and debates. This list is also meant to be 

comparative, drawing across different views in the extant literature and among Western and Eastern societies and histories.  Our 

hope is that real world examples presented in the ten months ahead will bring these proposed ideas to life and become an 

enriching part of your seminar dialogue. For some of these suggestions, we used your lesson readings as sources, but there are a 

number of exceptions.  

 

Questions? Contact Chris Paparone, christopher.paparone@gmail.com. 
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Symbolic interactionism: Perspective and method, Berkeley, CA: University of California, 1969: 134. 

…objects, events, and situations do not convey their own 

meanings, [rather] we confer meaning on them. 

      --Herbert Blumer    
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Adaptive Challenge – Issues that are different from routine, technical, or “tame” problems.  Adaptive 

challenges “demand innovation and learning” (Heifetz, 1994: 8).  Leadership becomes a matter of 

“creative deviance” or disrupting the status quo or addressing the wickedness of the problem at hand 

(Heifetz, 1994: 183).  See Cosmology Episode, Indeterminate Zone of Practice, VUCA and Wicked 

Problem.  

 

Absorptive Capacity – “conceptualizes an organization’s ability to utilize external knowledge through a 

sequential learning process that use existing internal organizational knowledge to recognize the value of 

external knowledge, assimilate this new knowledge through exploratory learning and apply this 

knowledge to create new knowledge and value….”  The process involves “reconceptualization which 

highlights social integration capabilities as a factor in organizational learning as the organization utilizes 

internally existing organizational knowledge to recognize the potential value of external knowledge” 

(Cousins, 2018: 4). 

 

Authority – Professor Ronald A. Heifetz at the Kennedy School, Center for Leadership, Harvard 

University, defines authority “as conferred power to perform a service.  This definition will be useful to 

the practitioner of leadership as a reminder of two facts:  First, authority is given and can be taken away.  

Second, authority is conferred as part of an exchange.  Failure to meet the terms of exchange means the 

risk of losing one's authority: it can be taken back or given to another who promises to fulfill the bargain” 

(emphasis added, Heifetz, 1994: 57).  

 

“Bureaucratic authority is distinguished from other types of authority relationships in being based on the 

office, not the person; it is authority which has its ultimate legitimacy in abstract norms and regulations 

rather than only in the wishes of a superior.  Bureaucratic authority provides the basis for coordination 

between the many dispersed parts of large organizations.  It is through numerous authority relationships 

that the goals of organizations are translated into directives for action and then transmitted through the 

hierarchy to the lower offices”1 Bureaucratic authority depends typically on “coercion, domination, 

manipulation, or mere acquiescence” ( Warren, 1996: 55).  (See Bureaucracy). 

 

 Authority for command is bureaucratic in nature and the superior officer is empowered by federal 

law, namely the Uniform Code of Military Justice (UCMJ),2 and is buttressed by virtue of 

commissioned rank and position.3  Command is manifested by the need to give authoritative, 

responsive orders particularly in exigent situations when pressed for time and potentially in the 

face of existential danger.  Although command is normally vested in the military and may apply 

                                                           
1 Marshall W. Meyer, “The two authority structures of bureaucratic organization,” Administrative science quarterly 

13(2), (1968): 211. 
2 Title 10 USC, §801, Article 1 defines "commanding officer" as including only commissioned officers.  Under 

§802. Article 2, failure to obey lawful orders subject members of the military (to include retirees) and during 

declared war or contingency operations, those, to include civilians, accompanying forces in the field, to legal 

hearings (§832, Article 32, 10 USC), trial by court martial, or nonjudicial punishment (§815, Article 15, 10 USC).  

This unique judicial system is separate from the normal US civilian judicial system and uniquely gives authority to 

discipline to commanding officers.  This sort of “hard power” is not replicated in law to empower any other 

government institution. 
3 Joint Publication 1, Doctrine for the Armed Forces of the United States 25 March 2013 Incorporating Change 1 

12 July 2017 accessed online at https://www.jcs.mil/Portals/36/Documents/Doctrine/pubs/jp1_ch1.pdf on 25 March 

2019: GL-5. “Management” and “leadership” are not specifically defined as doctrinal concepts in this US Defense 

Department publication. The closest defined joint doctrinal concept of “management” is termed administrative 

control: “direction or exercise of authority over subordinate or other organizations in respect to administration and 

support.” The closest defined joint doctrinal concept to “leadership” as explained in this paper is termed unity of 

effort:  “Coordination and cooperation toward common objectives, even if the participants are not necessarily part of 

the same command or organization, which is the product of successful unified action” (G-13). 

https://nduezproxy.idm.oclc.org/login?url=http://search.ebscohost.com/login.aspx?direct=true&db=buh&AN=4026791&site=eds-live&scope=site
https://www.govinfo.gov/content/pkg/USCODE-2017-title10/pdf/USCODE-2017-title10-subtitleA-partII-chap47-subchapI-sec801.pdf
https://www.govinfo.gov/content/pkg/USCODE-2017-title10/pdf/USCODE-2017-title10-subtitleA-partII-chap47-subchapI-sec802.pdf
https://www.govinfo.gov/content/pkg/USCODE-2017-title10/pdf/USCODE-2017-title10-subtitleA-partII-chap47-subchapVI-sec832.pdf
https://www.govinfo.gov/content/pkg/USCODE-2017-title10/pdf/USCODE-2017-title10-subtitleA-partII-chap47-subchapIII-sec815.pdf
https://www.jcs.mil/Portals/36/Documents/Doctrine/pubs/jp1_ch1.pdf
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to various other agencies when assigned to and serving with the armed forces, all national 

security professionals must understand the nature of command.  While working among many 

organizations, all three sources of authority associated with leadership, management, and 

command work together in interdependent, complex ways.  All three roles may be vested in the 

same person or in different people and organizations.  With command authority comes the highest 

moral responsibility for ethical practice because in the worst of situations, there is no time for 

questioning.  Hence, the focus of command is on providing authoritative answers or directives 

under the most challenging and even existential, wartime conditions.  Answers are key. 

 Authority for management is bureaucratic in nature and stems from one’s delegated authority 

based on hierarchical or technical functionally of specialized positions in an organization or 

agency, usually governed through administrative procedures, policy, regulations and technical or 

applied knowledge.  Those who are subjected to managerial authority accept that procedures are 

authoritative. Managerial work is underpinned by legal-rationality, law (like USC titles 5 and 10), 

policies, authoritative rules, Standard Operating Procedures, technical expertise, and a quest for 

efficiency.  Hence the focus of the expert manager is on routinizing well-designed processes and 

rules toward smooth and efficient operations.  Process is the key. 

[Side note:  Management and command (com-mand) are etymologically rooted in the Latin word manus, 

which means controlled by hand (mano means hand in Spanish and Italian).  Words like mandate, 

reprimand, and mandatory have connections to the meaning of command and management.  Maunde is a 

medieval English word for command.  To manage is to invoke agency or power to manipulate.]4 

 Authority for leadership is informal, vested in influencing the deeply held emotional and 

intellectual beliefs and commitments of others – a group, organization, government or society.  

Leadership is dedicated to developing innovative and shared sensemaking required in the face of 

adaptive challenges – i.e. unexpected, impactful situations and events that are characterized by 

high volatile, uncertain, complex and ambiguous (VUCA) conditions, where expert or technical 

solutions (such as “best practices” or “lessons learned”) are impossible.  Another name for these 

high VUCA or “wicked”5 conditions is what Donald Schön called “indeterminate zones of 

practice.”6  Heifetz calls this form of influencing “creative deviance” in that when what has 

worked in the past will not work now.  The focus of leadership is to purposefully and 

innovatively deviate from a “normal” response; hence, questioning the status quo and mobilizing 

others to critically and creatively sensemake when existing expert knowledge and technical 

practices are not working.  Questions are the key. 

場 ば (pronounced “Ba”) – “which roughly means ‘place’ in Japanese, is defined here as a shared 

context in motion, where knowledge is shared, created, and put to use.  Ba as a shared context means that 

individual, subjective views are understood and shared so that one can see oneself in relation to others and 

accept others’ views and values. It is the space where individuals share directly with each other the 

emotional underpinnings of their particular knowledge and expertise. To participate in ba means to get 

involved and transcend one’s own, limited perspective.  To function in ba, one must have the ability to 

empathize; to put oneself in the position of the other and understand their feelings. Anticipating what 

                                                           
4 Eric Partridge, Origins: A short etymological dictionary of modern English, MacMillan, 1958. 
5 Horst WJ Rittel and Melvin M. Webber. "Dilemmas in a general theory of planning." Policy sciences 4, no. 2 

(1973): 155-169.  These scholars originated the concept of “wicked problems.” 
6 “When a practitioner recognizes a situation as unique, she cannot handle it solely by applying theories or 

techniques derived from her store of professional knowledge.  And in situations of value conflict, there are no clear 

and self-consistent ends to guide the technical selection of means” (Schön, 1987: 7). 

https://nduezproxy.idm.oclc.org/login?url=https://www.jstor.org/stable/4531523


TERMS AND CONCEPTS 

 

3 
 

[others] value requires the ability to empathize, and understanding another’s emotions requires 

imagination. The ability to mobilize people depends on one’s imaginative capacity to understand and 

empathize with others and to elicit empathy in return.  Being able to imagine others’ emotions and the 

consequence of the actions of oneself and others is important to building and managing ever-changing 

contexts” (Nonaka & Toyama, 2007: 381-382).  [Note—this takes humility!] 

 

Bureaucracy – Literally, governance by bureaus.  Like chests of drawers or French desks (bureaux) – 

bureaucracy is an extended metaphor developed by sociologist Max Weber indicating a governance 

system that is technically-rationalized through stratification of labor (professionalized through specialized 

schooling and on-the-job training), and authority delegated by a state or firm to administer specialized 

materiel production, provide services, and to create and implement laws and administrative regulations.7  

See Authority.  The following are other major characteristics of bureaucracy according to Weber:  

 Interchangeability. Defined jurisdictional areas are governed legalistically, by “rational 

codification of law”8 and the design of the organization is focused on official positions 

(not individuals).  Individuals hold office; the office survives individuals — the 

hallmark of long-lasting civilizations— and individuals are granted pensions from the 

state.  There are standardized staffing parameters to include just enough to work at full 

capacity (today we call these the results of manpower surveys or tables of organization).  

Organization block and wire diagrams define professional jurisdictions exercised 

through jurisprudence, administration, and office management.9 

 Rule- & Technique-Bound.  Governance of work is based on written rules and set 

techniques; hence, offices are filled by “trained experts” (Weber calls these highly 

specialized experts “professionals”10).  “Expert knowledge” of rules and techniques 

requires special learning, stimulating the need for modern professional schools (like 

medical and law schools).11  Performance of official and specialized duties are sanctioned 

by virtue of technical qualifications/certifications/degrees.  

 Legal-Coercive Authority.  Functional purpose of the office is clear as are its expected 

ethical values that include “objective indispensability and ‘impersonal’ character,” (i.e. 

removal of all personal favoritism)12 (today we call this a “merit-based” system).  At 

the same time, the higher the office, the more the social esteem and the greater the 

legal sanctions against those lower who disrespect the higher office.  There are 

formal appointments of persons who meet the preset qualifications for those duties and 

have knowledge of rules (this knowledge is considered technical or professional 

expertise in jurisprudence, administration, and office management) and are empowered 

with authority to issue orders and obtain allocated resources necessary to fulfill those 

duties in a clearly ordered system of subordination (hierarchy of position and 

grade/rank). 

 Centralized Performativity.  Performance of the office is managed through top-

down quantitative measures of habitual task performance (“calculable rules” of 

                                                           
7 Max Weber Max Weber: Sociological writings (trans. and ed. by Wolf Heyderbrand), New York: Continuum, 

1994, pp. 59-107.  
8 Max Weber, From Max Weber: Essays in sociology (trans. and edited by H. H. Gerth and C. Wright Mills). New 

York: Oxford University.  Original published posthumously in the 1920s from his multi-volume Wirtschaft und 

Gesellschaft (Economy and Society), translated into English in this 1946 version, p. 217. 
9 Weber, 1994, pp. 59-67.   
10 Weber, 1946, p. 211. 
11 Ibid, p. 235. 
12 Ibid, p. 229. 
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technique and economics).13 Work is administered through means of modern 

communications.  There are well-defined and strictly enforced specialized organizations 

of jurisdiction (i.e. functionalized bureaus, departments, offices, etc.) and legal “agency” 

(representation for government work) or “enterprise” (representation for commercial 

work) that includes delegation from a superior agency to a subordinate agency to 

manage regulated activities (today we call “SOPs” or regulations) as official duties.14 

 

Causal Story – “our understanding of real situations is always mediated by ideas; those ideas in turn are 

created, changed, and fought over in politics.…[P]olitical actors use narrative story lines and symbolic 

devices to manipulate so-called issue characteristics, all the while making it seem as though they are 

simply describing facts…. Causal stories have both an empirical and a moral dimension. On the empirical 

level, they purport to demonstrate the mechanism by which one set of people brings about harms to 

another set. On the normative level, they blame one set of people for causing the suffering of others. On 

both levels, causal stories move situations intellectually from the realm of fate to the realm of human 

agency” (Stone, 1994: 282-283).   See also Problematizing. 

 

Competing Values (Paradox) – a.k.a. opposing the organizational or institutional ethics (“shoulds” or 

“oughts”) that are contradictory yet exist simultaneously in individuals (such as introversion with respect 

to extraversion) and social groups (such as stability with respect to adaptability).  Cameron and Quinn 

explain:  “Organizations tend to develop a dominant organizational culture over time as they adapt and 

respond to challenges and changes…. [J]ust as individuals who face threat, uncertainty, and ambiguity 

reassert their own habituated behavior with redouble force, institutions also tend to respond to challenges 

by reasserting their core cultural values with added zeal.  As competition, change, and pressure intensify 

for organizations, organizational culture is given more prominence and emphasis.  This is because, 

paradoxically, organizational culture creates both stability and adaptability….” Paradox occurs when 

“plausible premises entail a conclusion whose negation is also plausible” or “arises when a set of 

individually plausible propositions is collectively inconsistent” (Cameron & Quinn, 2011, 166).   For 

example, “a competent general must both protect his soldiery and endanger them by use….”15  Another 

example would be in paying Pakistani warlords for transit safety of NATO resupply convoys into 

Afghanistan…contributing to the funding of the insurgency that NATO is attempting to counter. 

[Applying the Competing Values Framework will be a key part of the core course, Reframing 

Leadership.]  See also Ethics, Values, and Frame. 

 

Complex Adaptive System (CAS) – (Paparone, Anderson, & McDaniel, 2008: 439-440) 

 

CASs are characterized by a number of agents or elements interacting locally in a dynamic, nonlinear 

fashion. Interactions are rich, and there are often multiple feedback loops in the interactions so that 

organizational history matters. What is going on now in an organizational system is at least partly a 

function of what went on before. Environments of CASs are open, which means they exchange 

information, exchange ideas, and may respond to external events. Members of the CAS operate under a 

set of rules that changes over time as they gain experience through encounters with the environment and 

each other. As members interact and their roles evolve, order emerges and patterns of behavior become 

evident.  The study of complexity involves recognizing the critical role of interactions among agents.  

 

CASs possess distinctive properties that set them apart from linear systems that we often assume when we 

study organizations.  First, CASs are recursive systems, defined in terms of connections and patterns of 

relationships among members.  These connections and relationships are local, with members interacting 

                                                           
13 Ibid, p. 215. 
14 Weber, 1994, pp. 59-67.   
15 Nicholas Rescher, Paradoxes: Their roots, range, and resolution, Chicago: Open Court, 2001, pp. 6-7. 
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primarily with their neighbors. Individual agents are ignorant of the behavior of the system as a whole; no 

one understands everything that is going on.  The qualities of CASs are as much a function of the quality 

of connections as the quality of individual members.  For example, relationships between political 

appointees and military officers (“civil–military” relations) are different than relationships between 

officers and enlisted personnel (command relations). Because of increased outsourcing, there are new 

interdependencies between military personnel and civilians from private firms that also need negotiating 

(contractor relations). The very nature of the military is different when viewed as civil–military as 

opposed to command or contractor relationships. Officers’ roles are defined, in part, by their relationships 

to noncommissioned officers and enlisted personnel and members from the other military services.  These 

role relationships are often a source of tension and conflict in the system.  Thus, you cannot understand a 

CAS by examining members individually; you must examine the network as a unified whole. 

 

Second, the development of CASs over time is emergent.  CASs exhibit the property of synergy; the 

whole is greater than the sum of the parts, and the system is self-reproducing or autopoietic in nature. This 

means that order emerges without the need for hierarchical systems of command and control. The 

organization of a CAS emerges as a result of interaction between various elements of the system; a CAS 

is self-organizing.  Regardless of careful plans by administrators of the military, status hierarchies 

emerge, relationships enabled by architecture grow and develop, and particular collections of specialists 

develop around new military threats, tasks, and capabilities.  Work processes and daily patterns of 

interactions among members cause systems to self-organize and structures to emerge.   

 

A third fundamental characteristic of CASs is that system trajectory over time is fundamentally 

unknowable.  We used to believe that, given enough information, the future state of any system was 

completely knowable. We now understand that the future state of a CAS is unknowable, not because of 

human limitations but because of the system’s characteristics. One reason for the unknowability of this 

trajectory is sensitive dependence on initial conditions due to recursive, time-dependent relationships 

among members.  For example, the changing nature of joint relationships among Army, Air Force, and 

Naval service members as a result of the 1986 Goldwater–Nichols Act has been unpredictable. Another 

example of unpredictability is the far-reaching effects of precision-guided munitions on the entire armed 

forces. In both these cases, one may develop a retrospective understanding of what went on, but no one 

predicted the observed outcomes.  To say the trajectory of CAS is unpredictable is not to say it is random. 

The trajectory may well lie within boundaries, and the system may be in a trajectory in which events are 

unique yet patterned.  Therefore, even in the face of CAS uncertainty and unpredictability, armies share 

many characteristics, companies and platoons often look alike, and one military installation is often very 

much like another. This pattern of similarities may lead one to the mistaken notion that it is a fairly 

straightforward thing to establish “best practices” or “doctrine” for operators or to “benchmark” fighting 

routines. The unknowable nature of CASs, however, often makes these tactics less than satisfactory.  

 

Understanding the importance of connections and relationships, the role of emergence and self-

organization, and the fundamental unknowability of CASs leads to reconsideration of standard 

administrative tasks and a search for new ways to think about military administration. At the same time, 

understanding the critical role of expertise and values in the professional organization provides some 

guidelines and signposts for thinking about how to provide effective … leadership.  

 

Confucianism – is “…widely regarded as a moral philosophy, expressing the ethical significance of the 

family/social system. It has been the major source of morality in China for two thousand years [roughly 

the same time of the rise of Occidental Greek moral philosophy] and people are today still looking for 

ways to apply it to restore the moral foundations of society.  [There are] Five Eternal Virtues of ren [人] 

(benevolence or humaneness), yi [意] (righteousness), li [禮] (ritual or propriety), zhi [志] (wisdom), 

and xin [心] (trustworthiness), as compiled by Dong Zhongshu in the Han Dynasty, and the Five 
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Cardinal Relationships between prince and subject, father and son, husband and wife, elder and younger 

brothers, and those between friends, as summarized in the Confucian classic Zhongyong” (Liu & Stening, 

2016: 824-825). 

 

Context – from Latin, literally with text or narrative.  The narrative people make to convey the meaning 

subscribed to or enacted in particular situations and events.  Herbert Blumer put it this way:  “…objects, 

events, and situations do not convey their own meanings, [rather] we confer meaning on them” (1969: 

134).  In other words we provide a narrative story about them.  Context is a human creation of reality and 

is based in social interaction with others.  By seeing things differently we are reframing or exercising 

frame innovation.  See Hermeneutics, Frame Innovation and Sensemaking. 

 

Contextualization - a process in which ideas or concepts are placed in a particular context (Liu & 

Stening, 2016: 823).  See Frame. 

 

Cosmology Episode – When “…orderliness of the universe is called into question because both 

understanding and procedures for sensemaking collapse together.  People stop thinking and panic.” 

(Weick, 1993: 637). A feeling of fundamental surprise, a collapse of sensemaking, or sudden loss of 

meaning that “occurs when people suddenly and deeply feel that the universe is no longer a rational, 

orderly system. What makes such an episode so shattering is that both the sense of what is occurring and 

the means to rebuild that sense collapse together. Stated more informally, a cosmology episode feels like 

vu jàdé - the [Fr. slang] opposite of déjà vu: I've never been here before, I have no idea where I am, and I 

have no idea who can help me” (emphasis added, Weick, 1993: 633-634).  See Adaptive Challenge, 

Indeterminate Zone of Practice, VUCA and Wicked Problem. 

 

Decision – “a specific commitment to action (usually a commitment of resources) and a decision process 

as a set of actions and dynamic factors that begins with the identification of a stimulus for action and ends 

with the specific commitment to action” (Mintzberg, Raisinghani, & Theoret, 1976: 246). 

 

Another view:  the merging of flows or “streams” of problems, solutions, decision makers, and 

choice opportunities.16 

 

Allison (1969) argues how we interpret the process of decision making depends on the lens or 

model we view it.  He proposes three explanations:  (1) The Rational Actor Model; (2) The 

Organizational Process Model; and, (3) The Government Politics Model. 

 

Design – “is about creating the not-yet-existing” (emphasis in original, Nelson & Stolterman, 2014: 127). 

Design thinking is a recommended approach to wicked situations and events when “problems or problem 

spaces can be defined differently resulting in more than one representation of the same problem and 

generating multiple solutions in which the optimal solution may not be apparent or may not exist….” 

(Cousins, 2018: 5-6).  This approach can help create new meaning and a narrative for situations that can't 

be explained by past experience or scientific logic.  Characteristics of the “design way” include the 

following (Nelson & Stolterman, 2014): 

 It is an eclectic, open, transdisciplinary form of reflective inquiry and substantive action with no 

settled methodology (designing the method usually happens in parallel to designing the product) 

(pp. 3-4). 

 Unlike the scientific method which requires problem definition up front and convergence on a 

“solution,” design schemas are used to form particular representations or aspects of ideal things, 

situations, or events “… out of a cloud of possibilities, in support of a divergent or expansive 

                                                           
16 Michael D. Cohen, James G. March, & Johan P. Olsen, “A garbage can model of organizational choice,” 

Administrative science quarterly, 17 (1) (1972): 1-25.  

https://nduezproxy.idm.oclc.org/login?url=http://search.ebscohost.com/login.aspx?direct=true&db=buh&AN=4010437&site=eds-live&scope=site
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process of inquiry.  It is a process that brings things [situations and events] into existence and 

whose outcomes are not predetermined but are the consequence of human volition and judgment” 

(p. 7). 

 

[Design] lies in a concern to connect and integrate useful knowledge from the arts and sciences 

alike, but in ways that are suited to the problems and purposes of the present.  Designers are 

exploring concrete integrations of knowledge that will combine theory with practice for new 

productive purposes, and this is the reason why we turn to design thinking for insight into the new 

liberal arts of technological culture (Buchanan, 1992: 6)…. By "liberal art" I mean a discipline of 

thinking that may be shared to some degree by all men and women in their daily lives and is, in 

turn, mastered by a few people who practice the discipline with distinctive insight and sometimes 

advance it to new areas of innovative application (pp. 8-9).  According to Buchanan, there are 

four areas of applied design (these are abbreviated as “signs, things, actions, and thoughts” (p. 

10): 

 

 SIGNS.  The first of these areas is the design of symbolic (a.k.a. creative use of 

metaphors!) and visual communications. This includes the traditional work of graphic 

design, such as typography and advertising, book and magazine production, and scientific 

illustration, but has expanded into communication through photography, film, television, and 

computer display [like postings to social media]. 

 THINGS.  The second area is the design of material objects. This includes traditional 

concern for the form and visual appearance of everyday products-clothing, domestic objects, 

tools, instruments, machinery, and vehicles [like the F35!]…. 

 ACTIONS.  The third area is the design of activities and organized services, which 

includes the traditional management concern for logistics, combining physical resources, 

instrumentalities, and human beings in efficient sequences and schedules to reach specified 

objectives [like in joint operation planning and acquisition-related concepts of operation]. 

 THOUGHTS.  The fourth area is the design of complex systems or environments for 

living, working, playing, and learning [like planned communities] (emphasis added, 

Buchanan, 1992: 9-10). 

 

The etymology of design goes back to the Latin de+signare means making something, 

distinguishing it by a sign, giving it significance, designating its relation to other things, owners,  

users, or gods. Based on this original meaning, one could say design is making sense (of 

things)…. as "design is a sense creating activity" that can claim perception, experience, and, 

perhaps, esthetics as its fundamental concern…. (Krippendorff, 1989: 9). 

 

Episteme - [an ancient Greek philosophical “ideal type” of knowledge representing] universal truth, 

corresponding to the universal validity principle in the practice of modern science. Based on the rational 

analysis of idealism, it is context-independent, objective (explicit) knowledge that focuses on universal 

applicability independent of time or space (Nonaka & Toyama, 2007: 377-378).  [Plato contrasts episteme 

with "doxa," a commonsense belief or opinion.] 

 

Ethics - The “oughts” or “shoulds” that guide our thinking and acting.  There are hundreds if not 

thousands of topics on “ethics” and many definitions (see over a thousand hits on Stanford University’s 

website:  https://plato.stanford.edu/search/searcher.py?query=ethics.)   

 

Nevertheless, West and Bowman point to their ethics triad:   

 

https://www.nytimes.com/2018/12/17/us/russian-social-media-posts.html
https://www.northropgrumman.com/Capabilities/F35Lightning/Pages/default.aspx
https://www.jcs.mil/Portals/36/Documents/Doctrine/pubs/jp5_0_20171606.pdf
http://www.acqnotes.com/Attachments/CONOPS%20Template.doc
https://en.wikipedia.org/wiki/Planned_community
https://plato.stanford.edu/search/searcher.py?query=ethics
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 Teleological (results-based, consequential/utilitarian) – choose the policy that produces 

the greatest good for the greatest number.  Heuristic: “Would I want my decision to be in 

the newspapers tomorrow?” 

 Deontological (principle-based, rules-based/dutiful) – Do no harm. Heuristic: “Would I 

want everyone else to make the same decision I did?”  

 Virtuous (golden rule) find the right balance between extreme valuations such as excess 

 deficiency or foolhardiness  cowardice.  Heuristic: “What would a person of 

integrity [or of-my-profession] do?”  (West & Bowman, 2016: 650-651).  See 

Competing Values.  

 

One compelling and concise definition for our purposes is “the cognitive, analytical, systematic 

and reflective application of moral principles to complex, conflicting or unclear situations” 

(Wines, 2008: 483).   
 

Ethics includes considerations of right and wrong, good and bad/evil, virtue and vice, 

benefit and harm, propriety and impropriety, principle, character, example, and 

conscience; encompasses such associated concepts as morality, values, social 

responsibility, professional responsibility, professionalism, standards of conduct, 

public accountability, and public trust; focuses on normative ethics (ought-ness), not 

descriptive ethics (is-ness) or meta-ethics (the nature of ethics); and concentrates 

more specifically on applied, professional ethics within the domains of national 

security ethics (military ethics, diplomatic ethics, intelligence ethics), public service 

ethics (political ethics, government ethics), and business ethics at the 

individual/interpersonal, institutional/ organizational, and international levels. 

 

A military college working group came up with these example topic areas associated with ethics 

which may be associated with national security: 

 
 Individual/Interpersonal  
─ Obligations of the Oath of Office  

─ Civilian Control – Command – Dissent – Disobedience – Insubordination  

─ Contemptuous/disparaging language toward civilian officials  

─ Toxic leadership vs. exemplary leadership [covered in the foundations’ leadership lesson] 

─ Careerism  

─ Social responsibility/human rights/civil liberties  

─ Sexual impropriety  

─ Leaking/whistleblowing  

─ Media relations  

─ Congressional testimony 

  

 Institutional/Organizational  
─ Service/agency tradition vs. parochialism  

─ Service/agency core values vs. interservice/interagency core values  

─ Constituent elements of a profession [this one is attended to specifically in this lesson] 

─ Politicization of national security professionals (military/diplomatic/intelligence)  

─ Organizational culture  

─ Secrecy vs. transparency and democracy  

─ Military/security privatization  

─ Government contracting  

─ Disruptive/destructive change [this one is attended to specifically in this lesson] 

─ Institutional-societal value congruence  

 

 International  
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─ Just War doctrine/theory  

─ Laws of armed conflict/international humanitarian law  

─ Intervention (right to intervene vs. responsibility to protect)  

─ Cyber war/aggression/crime  

─ Intelligence gathering  

─ Covert action  

─ Surveillance [this one is attended to specifically in this lesson] 

─ Propaganda/public diplomacy/strategic communications/information operations  

─ Prisoner detention/interrogation  

─ WMD – exotic weapons technologies – nonlethal weapons  

─ Political assassination  

─ Militarization/militarism – globalization/globalism  

─ Cultural imperialism  

─ Alliance/coalition/collective security relations  

─ Treaty obligations  

─ Unilateralism vs. multilateralism 

─ [added: Great power competitor comparative ethics]  

 

Proposed Learning Outcomes: 

Graduates will demonstrate the ability to: 

 Construct and consistently model a personal, professional, and organizational ethic consistent 

with the high standards of strategic level leadership. (Outcome I: Being [or, better yet, 

Becoming]). 

 Employ ethical reasoning in personal decisions, interpersonal and leadership relationships, 

institutional/organizational leadership, strategy and policy development, and international 

relations. (Outcome 2: Knowing). 

 Execute decisions, strategy, and policy consistent with ethical ends, ways, and means, 

including reinforcing ethical organization culture. (Outcome 3: Doing). 

 

Suggested Learning Attributes and Objectives: 

 Ethical Motivation. Display comprehensive commitment to the highest ethical norms and 

practices of public service professionalism and accountability.   

 Ethical Awareness. Apply a thorough recognition of the ethical considerations, 

consequences, and implications of increasingly complex conditions, technologies and 

strategies confronting strategic leaders. 

 Ethical Imagination. Employ creative understanding in anticipating and identifying the not-

always-apparent ethical dimensions of complex strategic conditions, choices, and actions. 

 Ethical Reasoning. Incorporate full consideration of ethical concerns into strategic 

deliberation and decision making. 

 Ethical Character. Understand and apply the ethical attributes and behaviors expected of 

public service professionals in addressing the issues that confront strategic leaders. 

 Ethical Courage. Demonstrate a propensity for adhering to principle and persevering in the 

face of opposition on matters of strategic concern that have critical ethical consequences.  

 Ethical Stewardship. Display an affinity for creating and nurturing the conditions necessary 

to promote ethical practices and deter unethical practices in the interest of establishing an 

ethical organizational/institutional culture. 
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 Definition in Webster’s 1989 New Universal Unabridged Dictionary 

 

Figure-Ground – In human perception, relating to or denoting the perception of images by the 

distinction of objects from a background from which they appear to stand out, especially in contexts 

where this distinction is ambiguous ("the figure-ground phenomenon").  (Google dictionary).  For 

example, the Rubin Vase: 

 

 
Smircich and Morgan (1982) use figure-ground as a metaphor in their proposed descriptive theory of 

leadership they call The Management of Meaning.  “Leadership action involves a moving figure – a flow 

of actions and utterances (i.e. what leaders do) within the context of a moving ground – the actions, 

utterances, and general flow of experience that constitute the situation being managed.  Leadership as a 

phenomenon is identifiable within its wider context as a form of action that seeks to shape its context” 

(261).  See Context, Frame and Sensemaking. 

 

Frame - A frame [“metaphor” or “image”] is the way we valuate and conceptualize objects, events, and 

situations.  With regard to this interpretation and for leadership lessons ahead, the idea of continuous 

“reframing” or “reimaging” organizations constitutes unique approach to critical and creative 

sensemaking.   To understand complex interorganizational relations takes complex ways of framing each 

organization and how they may interrelate.  This is to add to your repertoire for critiquing, interpreting 

and analyzing these relationships – by employing multiple frames of reference.  See Context and 

Sensemaking. 

Schön and Rein (1994) synthesize a classification of frames based on the evidence upon which 

the frame is constructed upon:  

https://en.wikipedia.org/wiki/Rubin_vase
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 Rhetorical frame: the theory based on policy-relevant texts which is put forward by frame 

sponsors and critics in policy debates. 

 Action frame: pattern of actions undertaken by policy practitioners (i.e. those who design 

and implement policies). 

 Policy frame: action frame that an institutional actor uses to construct the problem of a 

specific policy situation 

 Institutional frame: a more generic action frame from which institutional actors derive their 

policy frames 

 Meta-cultural frame: broad, culturally shared systems of belief. These frames shape 

institutional action frames and rhetorical frames.17  [a.k.a. “Images”] 

Frame awareness refers to understanding how we currently frame objects, events, and situations.  

Without awareness, one cannot fathom having frame rigidity. 

 

Frame innovation - a.k.a. reframing [finding new metaphors, revaluating or reimaging] how we 

may see events and situations and among organizations in refreshing ways—become possible 

after exposing and acknowledging frame rigidity and then offering creative, alternative ways to 

frame events and situations in context.  “Creative and innovative people battle against fossilized 

frames…”18 is the key mantra of critical and creative sensemaking.  Proposing a frame (in the 

process of frame innovation) “…includes the use of certain concepts, which are assigned 

significance and meaning.  These concepts are not neutral at all; they will steer explorations and 

perceptions in the process of creation.”19 

 

Frame rigidity refers to a “blindness” to alternative values and conceptualizations of objects, 

events, and situations that artificially sets “a boundary that cuts off part of something from our 

view while focusing our attention on other parts” (Stone, 2012: 252-253).  We can go back in 

textual history to at least 360 BC, when the Athenian, Plato, wrote The Republic, and find more 

evidence of the same idea of human false consciousness framed with their shared objectivations 

about reality.  Figure 1 below is a sample of how writers across history and among many social 

science disciplines have published variants on the same logic of Plato’s “shadows of the object” 

and Weber’s “iron cage” of our minds, preventing us from seeking alternative conceptualizations 

of events and situations – an ossification process also known as frame rigidity.  See Plato’s 

Allegory of the Cave. 

 
28 Variants or synonyms of Frame Rigidity in social science (note Plato’s original “shadows of the object” 

from millennia ago). 

 

                                                           
17 Donald A. Schön and Martin Rein (1994). Frame Reflection: Frame Reflection: Toward the Resolution of 

Intractable Policy Controversies. New York: Basic Books, pp. 32-34. 
18 Kees Dorst (2015). Frame innovation: Create new thinking by design, Cambridge, MA: MIT Press, p. 65 
19 Ibid. p. 63. 

https://nduezproxy.idm.oclc.org/login?url=https://ebookcentral.proquest.com/lib/nationaldefense-ebooks/detail.action?docID=3339962
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Hermeneutics – “the methodology of interpretation is concerned with problems that arise when dealing 

with meaningful human actions and the products of such actions, most importantly texts” (Stanford 

Encyclopedia of Philosophy).  See Context and Sensemaking. 

 

Hermeneutic Circle – “(German: hermeneutischer Zirkel) describes the process of understanding 

a text hermeneutically. It refers to the idea that one's understanding of the text as a whole is 

established by reference to the individual parts and one's understanding of each individual part by 

reference to the whole.”  (https://en.wikipedia.org/wiki/Hermeneutic_circle).  See Bernstein’s 

(1983) view of Phronesis below. 

 

Hermeneutical Processes of Sensemaking - the ability to spontaneously grasp the 

“physiognomy” [analogous to an ethnic-based facial response] of a situation, namely to 

effortlessly relate several situational aspects into a unique holistic unity and see it as distinctive, 

in the same way we see each human face as distinct from all others (adapted from Shotter & 

Tsoukas, 2014: 231).  See Framing and Contextualizing. 

 

Indeterminate Zones of Practice – a.k.a. “wicked” situations, these are circumstances potentially 

fraught with confusion and ethical issues.  Donald A. Schön asserts that there are situations and events in 

which practitioners must negotiate without a “textbook” approach (i.e. technical rationality). According to 

Schön, “the situations of practice are not problems to be solved but problematic situations characterized 

by uncertainty, disorder, and indeterminancy” (emphasis added, 1983: 15–16).  In other words, use of 

known technique, to include know science, is insufficient to deal with wicked situations.  Similarly, John 

Dewey (whose writings deeply influenced Schön) writes, ‘it is the very nature of the indeterminate 

situation which evokes inquiry to be questionable; or . . . to be uncertain, unsettled, disturbed’ (p. 105). 

Other names that characterize indeterminate situations include ‘troubled, ambiguous, confused, and full 

of conflicting tendencies, obscure’ (emphasis added, 1938: 105).  See also, Adaptive Challenge, 

Cosmology Episode, VUCA, and Wicked Problem.  Contrast with Technical Rationality. 

 

Interorganizational Cooperation - Interorganizational cooperation is defined as Joint Publication 3-08, 

Interorganizational cooperation, 12 October 2016 as: “The interaction that occurs among elements of the 

Department of Defense; participating United States Government departments and agencies; state, 

territorial, local, and tribal agencies; foreign military forces and government agencies; international 

organizations; nongovernmental organizations; and the private sector” (GL-8).  “The crux of 

interorganizational cooperation is understanding the civil-military relationship as collaborative rather than 

competitive. While the military normally focuses on achieving clearly defined and measurable objectives 

within given timelines under a C2 structure, civilian organizations are concerned with fulfilling shifting 

political, economic, social, and humanitarian interests using negotiation, dialogue, bargaining, and 

consensus building” (xii).  See Complex Adaptive System and Distributed Sensemaking. 

 

Institution - paraphrasing James G. March and Johan P. Olsen (1989), institutionalized structures consist 

of degrees of habituated rules (routines, policies, classifications, conventions, organization charts, roles, 

strategies, organizational forms, and technologies) and inculcated values (beliefs, scripts, paradigms, 

codes, norms, mores, and assimilative knowledge) that, through social interactive processes, frame 

individual and collective action (p. 22).  A profession can be an institution, surpassing the boundaries of 

individual organizations.  Medical doctors who work in different hospitals are part of a professional 

medical institution. 

 

Interpret –  

https://plato.stanford.edu/entries/hermeneutics/
https://plato.stanford.edu/entries/hermeneutics/
https://en.wikipedia.org/wiki/Hermeneutic_circle
https://www.jcs.mil/Portals/36/Documents/Doctrine/pubs/jp3_08pa.pdf?ver=2018-02-08-091414-467
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Definition in Webster’s 1989 New Universal Unabridged Dictionary 

 

Je ne sais quoi (ZHə nə sā ˈkwä) - a quality that cannot be described or named easily.  See Tacit 

Knowledge. 
 

Knowledge - starts with subjective “belief,” and it is humans who hold and justify those beliefs [to the 

point of objectification].  Knowledge cannot exist without human subjectivities and the contexts that 

surround them. What is “truth” depends on who we are (values) and from where we look at it (context). 

And it is the differences in our values and contexts that create new knowledge.  At the same time, the 

extreme, relativist view that everything is subjective and there is no universality is of little, practical use. 

Value creation at a firm is an organizational process, in which a person’s subjective knowledge is 

objectified so that it can be understood and shared by others, and combined with their knowledge to create 

new knowledge and achieve a universality of knowledge (Nonaka & Toyama, 2007: 374).  See Episteme, 

Techné and Phronesis.  Also see Practical Knowledge and Tacit Knowledge 

 

Phases of professional knowledge construction include: 

- Divergent knowledge. Divergent [or innovative] knowledge is gained from reflective 

observations of experiences by participants who come from an assortment of disciplines, 

professions, and occupations.  This kind of knowledge may be tacit as it is extremely 

difficult to put into words, at least initially. 

- Accommodative knowledge. Based on shared concrete experiences and active 

experimentation, accommodative knowledge emerges when newly forming professional 

networks begin to extend more intuitive kinds of knowledge into forms that entertain new 

assumptions and beliefs on a broader scale. 

- Convergent knowledge. Convergent knowledge is knowledge that coalesces as the 

emergent network begins to make sense of the world in a collective way and passes this 

knowledge to other members. 

- Assimilative knowledge. We see assimilative knowledge when it is transformed into 

institutionalized technology; for example, in the form of records, rules, doctrine, 

textbooks, approved lessons learned, programs of instruction, and other structures that 

begin to modify roles, norms, and values within the community (Paparone & Reed, 2017, 

citing Kolb, 1994). 

 



TERMS AND CONCEPTS 

 

14 
 

Metaphor –   All conceptualization or contextualization is derived from root metaphors (Lakoff & 

Johnson, 1980).   

 

“The term metaphor is derived from the Greek word meta- which means “beyond,” and -pherein, 

which means “to bear.” Hence, metaphor takes us “beyond” surface textual meaning and serves as a 

substitute for “carrying” literal or objective definitions of complicated matters…. leaders in various 

knowledge communities “manage meaning,” that is, they employ metaphors as: 

 Sensibility-on-loan (from other knowledge forms). 

 Exemplars for the otherwise unfamiliar constituency (analogy is better than total ignorance). 

 “Bridges” from what they tacitly know but cannot say (mysteries) to others’ quasi-

comprehension. 

 Implicit substitutes for inexplicit reality (symbols of reality). 

 Purposeful ambiguities (equivocations) to gain support from otherwise conflicting 

interpretations (often used in political rhetoric). 

 Euphemisms or hyperbole (defectively absurd if taken literally). 

 Mind-image-able idioms (in-sight-ful ways of looking at things). 

 Imaginative “frames” of reference (creative, and even poetic).  

 Metaphysical explanations (permitting pseudo-awareness).”  (Paparone 2008: 55-56) 

 
Examples from leadership educational programs include: 

 …DEVELOPING good leaders 

 able to form a COHESIVE team 

 have a FIRM understanding of peer leadership 

 courage to lead from  BEHIND, BESIDE and BELOW 

 physical and mental TOUGHNESS counts 

 …BUILDING effective operational PLANNERS GROUNDED  in doctrine 

 critical thinkers who assist in identifying problems clearly communicate 

recommendations verbally, GRAPHICALLY, and in writing 

 …BUILDING great teammates 

 able to be a PRODUCTIVE  team member who collaborates effectively and does not care 

who gets the CREDIT 

 PME is a Leadership FACTORY (said an Army colonel!) 

 

Common strategy-policy studies metaphors include: 

 

 the WAR on poverty 

 CENTER OF GRAVITY 

 GRAY ZONE 

 SPECTRUM of conflict 

 IRREGULAR warfare 

 Political CAMPAIGNS 

 
See also Context, Contextualization, and Frame. 

 

Miles’ Law - "Where you stand depends on where you sit."  This “maxim #1” and is similar to Plato’s 

Cave “shadows on the wall” allegory (Miles, 1978: 399). This gets to the same idea of organizational 

sensemaking—we tend to make sense of things based on organizational indoctrinations and institutional 

ways of seeing.  See also Frame Rigidity, Interpret, Plato’s Allegory of the Cave, and Sensemaking. 

Related blog:  https://niskanencenter.org/blog/bureaucratic-rigidity-miles-law-and-military-innovation/. 

https://niskanencenter.org/blog/bureaucratic-rigidity-miles-law-and-military-innovation/
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Milieu - the people and the physical and social conditions and events that provide a background in which 

someone acts or lives.20  For the leadership course, ES prefers this word over the traditional use of 

“environment” which is a metaphor from biology and ecosystems that does not capture the human social 

aspects of everyday life. 

 

Moral Virtues – [ideals of righteous human conduct] or “character traits that dispose agents to act 

habitually in particular ways, not in ways they consciously choose, but in ways that they can only make 

themselves aware of, indirectly, by imaginatively comparing what they are actually doing with their 

“vision” of who they wish to be. Qua dispositions, moral virtues orient people toward spontaneously 

emotionally responding to situational events in characteristic ways that express who they are (Shotter & 

Tsoukas, 2014: 233). 

 

Paradigm – “…is a fundamental image of the subject matter within a science.  It serves to define what 

should be studied, what questions should be asked, how they should be asked, and what rules should be 

followed in interpreting the answers obtained.  The paradigm is the broadest unit of consensus within a 

science and serves to differentiate one scientific community (or subcommunity) from another.  It 

subsumes, defines, and interrelates the exemplars, theories, and methods and instruments that exist within 

it” (Ritzer, 1980: 7).  The philosophical ingredients to a paradigm include ontology (what is the essence 

of existing -- being?), epistemology (how do we create knowledge -- knowing?), and methodology (how 

do we practice -- doing?) (Burrell & Morgan, 1979).  An admittedly oversimplified schematic of 

paradigms in relation to theories, models and frameworks, etc. is depicted in the diagram below.  See 

Sensemaking.   

 

 
 

Phronēsis – [an ancient Greek philosophical “ideal type” of knowledge representing] intellectual virtue, 

from the Greek philosopher, Aristotle (author of Nicomachean Ethics) and translates roughly as 

“prudence,” “practical wisdom,” and “practical rationality….” In general, phronēsis is the practical 

knowledge of ethical, social and political life, which accounts for its development first in the field of 

                                                           
20 Cambridge online dictionary, accessed on 16 May 19 from 

https://dictionary.cambridge.org/us/dictionary/english/milieu. 

https://dictionary.cambridge.org/us/dictionary/english/milieu
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political science. Politics is the art of the possible, which creates the future through a process of 

negotiation and coordination. Phronēsis as political judgment is the ability to initiate action toward the 

future based on universal consensus about specific goals and measures reached through the shared 

judgment and conviction of individuals in each context (Nonaka & Toyama, 2007: 378).  In short, 

according to Nonaka and Toyama, phronēsis is the ability to make a decision that is suitable for each 

situation, one has to be able to quickly recognize a situation and understand what is required in that 

context (emphasis added, p. 382).  Contrast with Techné.   

 

“Phronēsis is knowing how to arrive at a judgment, not in relation to general circumstances, but 

in relation to particulars, because it is concerned with conduct, and conduct has its sphere in 

particular circumstances” (Shotter & Tsoukas, 2014: 240). 

 

“Phronēsis is a form of reasoning and knowledge that involves a distinctive mediation between 

the universal and particular.  [For this rendition, see also Hermeneutic Circle.]  This mediation is 

not accomplished by any appeal to technical rules or Method (in the Cartesian sense) or by the 

subsumption of a pregiven determinate universal to a particular case” (Bernstein, 1983: 146).  

While techné is about technical know-how, phronēsis is about ethical know-how (147).   

 

Phronetic Leader – in the context of a knowledge-creating organization or institution, being or becoming 

a phronetic leader consists of the following six abilities:  

1. The ability to make a judgment on “goodness,”  

2. The ability to share contexts with others to create the shared space of knowledge [the authors call 

ba], 

3. The ability to grasp the essence of particular situations/things,  

4. The ability to reconstruct the particulars into universals and vice-versa using  

language/concepts/narratives,  

5. The ability to use any necessary political means well to realize concepts for the common good, 

and 

6. The ability to foster phronesis in others to build a resilient organization (modified slightly from 

Nonaka & Toyama, 2007: 379).  See also Ba. 

 

[Or “quiet leadership”] …people who have developed a refined capacity to come to an intuitive 

grasp of the most salient features of an ambiguous situation and, in their search for a way out of their 

difficulties, to craft a particular path of response in moving through them, while driven by the pursuit 

of the common good (Shotter & Tsoukas, 2014: 225). [Perhaps this relates to what Clausewitz in his 

class book On War, referred to as coup d'œil (1976: 102)] 

 

Plato’s Allegory of the Cave – Plato’s allegory of the cave tells the story of groups of “prisoners” who 

believe they are witnessing the real world, but do not know these are but “shadows of the object.”  In 

other words, the allegory speaks to the problem of concepts that become rigid precepts indicative of an 

uncritical and unimaginative process of making sense of the world.  Fast forward two millennia, early 20th 

century sociologist Max Weber’s creates the simile – the “iron cage” – which he describes how 

bureaucrats may be blinded with legalistic, mindless rule-following (often referred to as “red tape”) and 

prevented from considering other ways of framing events and situations in and among organizations. 

Wikipedia has a nice summary of this allegory which relates directly to the problem of frame rigidity.  

Click on this link:  https://en.wikipedia.org/wiki/Allegory_of_the_Cave. See Frame Rigidity. 

 

Polycentric Network – with regards to policy, is a network of communities, municipalities, regions, 

nations, etc. who may have their own centers of decision making and control but must also cooperate for a 

https://en.wikipedia.org/wiki/Allegory_of_the_Cave
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shared or common goal.21  The European Union is oft cited as a polycentric governance system.  The US 

government “interagency,” with often loosely-coupled processes, exemplifies polycentric organization.  

On a more local level, the consolidation of towns and cities into county-cities (such as Jacksonville, 

Florida and Chesterfield, Virginia – examples of polycentric local governance systems).  In the study of 

institutions: 

 

Institutional polycentrism theory defines polycentric institutions as multiple, configurational, and 

context-specific institutional rules and norms that originate from, are situated in, and are 

enforced by numerous decision-making power centers. Therefore, polycentric institutional order 

is a self-coordinating spontaneous system that results from the interplay of multiple, complex, 

recombined, and particular context-embedded rules and norms, and the interchanges among 

numerous interdependent institutional actors (Batjargal et al., 2013: 1026-1027) 

 

Professions may be polycentric, existing as institutional networks where nurses (many categories), 

doctors, physician assistants, etc. are part of the medical profession, connected by applied specialized 

explicit and tacit forms of knowledge and education while belonging to hospitals, clinics, and medical 

research organizations.  See Profession. 

 

Policy – the result of a process through which values22 are authoritatively allocated for the group, 

organization, community, or greater society (citing Easton, 1965, Schneider & Ingram, 1997: 2).  Policy 

is not made once and for all; it is made and re-made endlessly.  Think of policy as a means to human 

social adaptation – in the United States would include Constitutional amendments to the timing of traffic 

lights in a city. 

 

 There are six major theories of policymaking (blue font indicates a link -- press control & click).  

Purple font indicates a proposed example (the first five are derived Mintrom & Norman, 2009: 

658). 

(1) Incrementalism – The political posturing and risk avoidance exhibited by policymakers 

result in incrementalism – changes occur slowly, one step at a time.  Relieves fear of backlash 

to “too much change.”  Click here for the seminal article on this theory by Lindblom.  Many 

policy theorists this is the most frequent way policy changes happen with good evidence.  

The history of national security reform and how we organize for security is proof of 

incremental changes over time.  Our Pacific Rim strategy and policy shifts may 

demonstrate incrementalism—as China’s power rises in increments, so do our 

incremental shifts in strategy and policy. 

(2) Policy streams –This is about streams of problems, attention to events/situations, and 

“politics” of policy-as-a-solution coming together to create windows of opportunity for the 

policy entrepreneur to use to their advantage.  Policies as a solution may exist before 

problems emerge and situations/crises develop.  Hence, solutions (policies) look for 

problems that come to the public’s attention (not the other way around)!   Creating a 

“US Space Force” may be an example of a solution seeking a window of opportunity. 

(3) Institutionalism (New Institutional Theory) is probably most closely aligned with how we 

view the interagency and how the interplay among institutions as actors pursue policy change 

within them or among them.  This also relates to the “interorganizational empathy” we 

attempted to achieve with the previous two textbooks.  The most “revered” writers (March & 

                                                           
21 https://en.wikipedia.org/wiki/Polycentric_Networks  
22 Stone (2012) highlights five major values that compete for US policy agendas:  equity, efficiency, welfare, liberty, 

and security. 

https://en.wikipedia.org/wiki/Incrementalism
https://nduezproxy.idm.oclc.org/login?url=https://www.jstor.org/stable/973677
https://en.wikipedia.org/wiki/Policy_entrepreneur#Multiple_streams_framework
http://eds.b.ebscohost.com/eds/pdfviewer/pdfviewer?vid=0&sid=7692245e-28b0-4d83-a233-09f86c5b3b26%40sessionmgr103
https://nduezproxy.idm.oclc.org/login?url=https://www.jstor.org/stable/1961840
https://en.wikipedia.org/wiki/Polycentric_Networks
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Cohen; DiMaggio & Powell) on the new institutional theory.  March and Cohen define 

institution as socially-created degrees of habituated rules (routines, policies, classifications, 

conventions, organization charts, roles, strategies, organizational forms, and technologies) 

and inculcated values (ethics, beliefs, frames of reference, paradigms, codes, norms, mores, 

and assimilative knowledge) that, through social interactive processes, frame individual and 

collective action.23  So you can see how these characteristics may link to the competing 

values framework and Morgan’s various images (most noteworthy is the “iron cage”).  The 

policy entrepreneur is aware of their own and others’ institutional characteristics as to 

enhance interorganizational empathy.  An example would be how various federal agency 

members of The Committee on Foreign Investment in the United States (CFIUS) would 

attempt to understand each other’s institutional characteristics in order to better arrive 

at a consensus-based policy decision. 

(4) Punctuated Equilibrium Theory (“PET”) – is a theory of history and time how long periods 

of stability become punctuated with rather radical or dynamic changes in policy (e.g., Pearl 

Harbor, 9-11).  The rapid creation of the Department of Homeland Defense (Homeland 

Security Act, 2002) indicates a punctuation after the 09-11-2001 attack on the United 

States. 

(5) Advocacy Coalitions – This is similar to a “tipping point” where a diverse set of interest 

groups find common set of basic values, causal assumptions, and problem perceptions that 

come together in coordination.  Similar to PET, “shocks” generate common interests—and 

become interpreted and translated in similar enough ways to create a “movement.”  A good 

example in the gender equality movement and its effects on DOD policy about 

permitting women in combat and gays in the military. 

                                                                             ------------------------ 

(6) The sixth mainstream theory is based in Social Construction Theory and its introduction into 

the main stream of policy studies is attributed to both Stone (2012) and Schneider and Ingram 

(1997).  Policies are vested in the “symbolic and interpretive dimensions” of the human 

socio-political interactions that create them (Schneider & Ingram, 1997: 2).  For example, 

Khong (1992) makes the case that US presidential policy decisions about intervening in 

Vietnam were based largely on historic analogies. 

 

Policy agenda – list of subjects or problems to which government officials, and people outside of 

government closely associated with those officials, are paying some serious attention at any given time.  

Agendas are formed by the seemingly random, yet pattern-forming coupling of three “streams” 

(problems, solutions, and politics) creating a “policy window”-- an “opportunity for advocates to push 

their pet solutions or to push attention to their special problems.”24  Policy entrepreneurs link the three 

streams together “at critical moments in time” to get their policy solution on the agenda. 

 

Policy arena – a metaphor signifying conceptual domains or sectors where political competition for 

agenda setting and policy decisions happen. There are political scientists who argue that conceptually, 

there is a domestic policy arena and a qualitatively different foreign policy arena, the latter of which 

supposedly enjoys more executive branch autonomy.25 

 

                                                           
23 Based on James G. March & Michael D. Cohen, Rediscovering institutions: The organizational basis of 

politics, New York: Free Press, 1989, p. 22. 
24 Kingdon, Agendas, alternatives, and public policies, p. 3 and p. 203. 
25 Such as Robert F. Durant and Paul F. Diehl. "Agendas, alternatives, and public policy: Lessons from the US 

foreign policy arena." Journal of Public Policy 9, no. 2 (1989): 179-205. 

https://nduezproxy.idm.oclc.org/login?url=https://www.jstor.org/stable/1961840
https://en.wikiquote.org/wiki/New_institutionalism
https://www.treasury.gov/resource-center/international/Pages/Committee-on-Foreign-Investment-in-US.aspx
https://en.wikipedia.org/wiki/Punctuated_equilibrium_in_social_theory
https://en.wikipedia.org/wiki/Policy_network_analysis#New_directions_and_debates
https://en.wikipedia.org/wiki/Social_constructionism
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Policy entrepreneurship – An ideal (borrowed from the capitalistic business world) of leading policy 

changes in government that orients on policy innovation through networks, advocacy coalitions, political 

guile, opportunistic contextual awareness, and passion for policy change.26  When policy windows are 

open, entrepreneurs demonstrate willingness through their “time, energy, reputation, to promote a position 

for anticipated future gain in the form of material, purposive or solidary benefits.”27  

 

A policy entrepreneur is an individual, group, or organization which leverages resources to generate 

a favored policy outcome. The actors creatively ‘recombine intellectual, political, and organizational 

resources into new products and courses of action for, then entrench new institutions in place of old 

ones. They assess policy measures which could solve the problem they prioritize and promote the 

most politically promising policy/problem package when decision-makers appear most sympathetic. 

Their innovations often disrupt existing social, political, or economic arrangements. 

--Gwen Arnold28 

 

There are four principal strategies of policy entrepreneurship when it comes to “boundary-spanning” 

or influencing policy networks: 

 ISSUE PROMOTION:  Actions of policy entrepreneurs that contribute to issue visibility, 

including publishing articles, giving speeches, voicing ideas in discussions and advising other 

stakeholders across boundaries. 

 COALITION-BUILDING:  Identifying contacts, building teams and points for cooperation 

and forming coalitions across the boundaries of levels and/or domains. 

 TRANSFORMING INSTITUTIONS:  The actions of policy entrepreneurs to alter the 

distribution of authority and power and/or transform existing institutions. 

 LEADING BY EXAMPLE:  The undertaking of pilot programs, the use of exemplar policy 

or the testing of preferred policy change.  (Faling, Beisbroek, Karlsson-Vinkhuyzen and 

Termeer, 2019: 399) 

 

Politics – The strategic manipulation of power to serve personal or narrow special interests at the expense 

of what others may consider more legitimate concerns.29  In other words, “the pursuit of incompatible 

goals.”30  “[P]olitics is generally agreed to be an art, the art of the possible, while the study of politics is 

thought to be a science….politics gives the answer to the question, ‘Who gets what, when, and how?’”31 

 

Postrationalist approaches - focus particularly on the irreducibility of context and the importance of 

values when practitioners exercise judgment….whereas “analytic intelligence” is implicated in “relatively 

familiar decontextualized, abstract, and often academic kinds of situations,” “practical intelligence,” 

usually associated with good judgment, “is called upon for highly contextualized situations encountered 

in the normal course of one’s daily life” (Shotter & Tsoukas, 2014: 225; citing Sternberg quotes, 2000).  

[In other words, situations and events are so unique and complex they cannot be broken down (a.k.a. the 

method of analysis); rather, they must be looked at in a holistic manner which cannot be oversimplified or 

where generalizable lessons can be drawn.].  See Social Construction of Reality. 

 

                                                           
26 Michael Mintrom and Phillipa Norman, Policy entrepreneurship and policy change, Policy studies journal, 37 (4) 

(2009): 649-667. 
27 Kingdon, p. 179. 
28 Gwen Arnold, Street level policy entrepreneurship, Public management review, 17 (3), (2015): 307–327. 
29 Schneider & Ingram, Policy design for democracy, pp. 3-4. 
30 Stephen L. Wasby, Political science – The discipline and its dimensions: An introduction, New York: 

Charles Scribner’s Sons, 1970, p. 11. 
31 Ibid. pp. 8-9. 

https://nduezproxy.idm.oclc.org/login?url=http://search.ebscohost.com/login.aspx?direct=true&db=buh&AN=44709272&site=eds-live&scope=site
https://nduezproxy.idm.oclc.org/login?url=http://search.ebscohost.com/login.aspx?direct=true&db=buh&AN=100640278&site=eds-live&scope=site
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Practical Knowledge - is concerned with particulars—knowing what to do in a particular situation—not 

theoretical universals. It therefore cannot be acquired by appealing to general rules but built up through 

training in the context of social practices, in which practitioners inductively learn, through particular cases 

and examples, what to feel and how to respond (Shotter & Tsoukas, 2014: 234).  See Tacit Knowledge. 

 

Praxis – combining theory and practice—i.e. reflective action.  See 

https://en.wikipedia.org/wiki/Praxis_(process). 

 

Problematizing – “Make into or regard as a problem requiring a solution.” Situations and events can be 

made into problems only when humans think they can intervene.  The point is that seeing situations and 

events as “problems” is a value proposition – (“x” could be better; “better” is an ethically reasoned 

belief). Problems are not objectively “there;” they don’t exist without subjective human valuation or 

ethical reasoning.  Here are two similar perspectives: 

 

“…We perceive problems whenever circumstances do not conform to the way we think things 

ought to be” (Heifetz, 1994: 31). 

 

“There is an old saw in political science that difficult conditions become problems only when 

people come to see them as amenable to human action. Until then, difficulties remain embedded 

in the realm of nature, accident, and fate - a realm where there is no choice about what happens to 

us. The conversion of difficulties into problems is said to be the sine qua non of political 

rebellion, legal disputes, interest-group mobilization, and of moving policy problems onto the 

public agenda.”  (Stone, 1989: 281).   

 

Profession – As interpreted by Ritzer (1975: 631), sociologist Max Weber saw these characteristics that 

both complemented and corresponded to the rise of modern Western (Occidental) bureaucracies: 

1. Power [that, as we learned in modernity, requires an internalized, governing set of ethics]. 

2. Doctrine, or general systematic knowledge.  

3. Rational training.  

4. Vocational qualifications.  

5.  Specialization.  

6. A full-time occupation. 

7. The existence of a clientele.  

8-11. Salaries. Promotions. Professional duties. A distinctive way of life (professional culture). 

 

      According to Shulman, all professions are characterized by the following attributes: 

o The obligations of service to others, as in a "calling"; 

o Understanding of a scholarly or theoretical kind; 

o A domain of skilled performance or practice; 

o The exercise of judgment under conditions of unavoidable uncertainty; 

o The need for learning from experience as theory and practice interact; and 

o A professional community to monitor quality and aggregate knowledge (Shulman, 1998: 

516). 

 

According to Samuel P. Huntington, author of the classic work on civil-military relations, The 

Soldier and the State, the concept of profession includes these characteristics:   

 

 Expertise – knowledge and skill, capable of general application irrespective of time and place 

 Responsibility – performing in a social context, providing a specialized service, such as 

promotion of health, education, and justice.  For the military (quoting Harold Laswell) “the 

management of violence.” 

https://en.wikipedia.org/wiki/Praxis_(process)
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 Corporateness – a sense of organic unity and consciousness of themselves as a group [maybe 

a better term is institution] apart from laymen (Huntington, 1957, pp. 8-11) 

 

Professional Ethic - Andrew Brien (citing Flexner), speaks to seven points which define a profession: 

 

1. Possess and draw upon a store of knowledge that is more than ordinarily complex [and, I 

would add, this knowledge is both theoretical and practical, the latter being learnt through 

experience, such as an supervised practice or apprenticeship];  

2. Secure a theoretical grasp of the phenomenon with which it deals;  

3. Applies its theoretical and complex knowledge to the practical solution of human and social 

problems;  

4. Strives to add to and improve its stock of knowledge;  

5. Passes on what it knows to novice generations, not in a haphazard fashion but deliberately 

and formally;  

6. Establishes criteria of admission, legitimate practice and proper conduct. [Or as I would say, 

it has a 'professional ethic'];  

7. It is imbued with an altruistic spirit.  

Taken together these features make up a profession's 'ethic'. The function of a professional ethic is 

twofold. It is the glue that binds the professional community together and in which the professional 

culture is embedded. Second, the professional ethic is in effect a guarantee and forms the basis of 

trust between a profession and society. It is intended to assure and re-assure society that, even though 

it and its members are vulnerable because esoteric knowledge and skills have been consolidated 

within a particular class of people, nevertheless these people will act for the benefit of society and its 

members (emphasis added, Brien, 1998: 396-397).  See Trust. 

 

Professional Jurisdiction - Modern sociologists have written extensively to construct the ideal of 

profession with an organic or adaptive-systems metaphor. In the last 30-40 years, there seems to be a 

growing consensus to describe professions on a social-Darwinian ecosystems view, vested in the work of 

sociologist, Andrew Abbott. The essence of Abbott’s ecological theory is that the role of a 

professionalized institution would be to control and protect its knowledge “jurisdiction” — preventing 

competing external groups from impinging on that proprietorship. The way of the profession, according to 

these writers, is to generate expert knowledge as a competitive means to preserve the professional 

dominion that separates the professional from the laity. Considered one of the foremost modern 

sociologists on the subject, Abbott explains: “Each profession is bound to a set of tasks by ties to 

jurisdiction, the strength and weaknesses of these ties being established in the process of actual 

professional work. Since none of these links is absolute or permanent, the professions make up an 

interacting system, an ecology” (Abbott, 1988: 33).   

 

Professional Practice - From the perspective of Technical Rationality, professional practice is a process 

of problem solving. Problems of choice or decision are solved through the selection, from available 

means, of the one best suited to establish ends. But with this emphasis on problem solving, we ignore 

problem setting, the process by which we define the decision to be made, the ends to be achieved, the 

means which may be chosen. In real-world practice, problems do not present themselves to the 

practitioner as givens.  They must be constructed from the materials of problem situations which are 

puzzling, troubling, and uncertain….  Problem setting is a process in which, interactively, we name the 

things to which we will attend and frame the context in which we will attend to them … (Schön, 1983: 

40).  Let us search, instead, for an epistemology of practice implicit in the artistic, intuitive processes 

which some practitioners do bring to situations of uncertainty, instability, uniqueness, and value conflict 

(Schön, 1983: 49).  See Problematizing and Technical Rationality. 
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Rationality – “The concept of rationality is rooted in Greek philosophy. The word the Greeks used was 

logos, the principles of which were adopted by the Romans as ratio, and carried into the English notion 

of rationality. As the Greek philosophers grappled with the idea of rational thought, logos was 

differentiated from mythos as the means to comprehend reality” (Rutgers, 1999: 20-21).  “In the modern 

era, beginning with the sixteenth century Renaissance, the meaning of rationality changed. From the 

theistic intellectus, rationality no longer referred to the divine, but to the activity of an autonomous, self-

developing human being. The idea of rationality became linked to the product of human reason. But, 

unlike the ancient Greek notion of passive reception by contemplation, rationality became considered in 

an active role. Essentially, rationality became regarded as a human faculty to overcome the restrictive 

limitations of authority and tradition. This is evident in the work of Sir Francis Bacon (1561-1626) and 

René Descartes (1596-1650). So, in contrast to the premise of “how to partake in the divine,” rationality 

becomes associated with the question of ‘how can humanity control nature and society.’ From [Francis] 

Bacon’s adage ‘knowledge is power,’ it is evident that rationality became associated with method, 

especially, scientific method…. Although at first glance the connection between rationality and ethics 

remains unchallenged, a major transformation actually occurred. Instead of the earlier strong ethical and 

moral linkage, as science was assumed value-free, rationality now became associated with the 

concept of utility as an indicator of value” (emphasis added, Rutgers, 1999: 21-22). 

 

Rational [actor] model – [We will contrast this with Stone’s “polity model” in the leadership course].  

“The project of making public policy rational rests on three pillars: a model of reasoning, a model of 

society, and a model of policy making.  In international relations theory: 

 

Problems and pressures in the “international strategic marketplace” yield probabilities of 

occurrence. The international actor, which could be any national actor, is simply a value-

maximizing mechanism for getting from the strategic problem to the logical solution (Allison, 

1969: 695). 

 

The [traditionally assumed by US military doctrine as the only legitimate] model of reasoning [for policy] 

is rational decision making. In this model, decisions are or should be made in a series of well-defined 

steps: 

1. Identify objectives. 

2. Identity alternative courses of action for achieving objectives. 

3. Predict the possible consequences of each alternative. 

4. Evaluate the possible consequences of each alternative. 

5. Select the alternative that maximizes the attainment of objectives. 

Critique:  Stone (2012) argues that the “polity model” provides a better explanation for how the 

policy process really works:  “The rational decision-making model ignores our emotional feelings 

and moral intuitions, both powerful parts of human motivation and precious parts of our life 

experience” (Stone, 2012: 11). 

 

Reflective Practice – Donald A. Schön’s (1983, 1987) theory of how professional schools should orient 

on developing knowledge both in and after action (a process of reflection), by experience, especially 

when faced with Indeterminate Zones of Practice. 

 

Sensemaking – the process by which people give meaning to their collective experiences. It has been 

defined as ‘the ongoing retrospective development of plausible images that rationalize what people are 

doing’ (Weick, Sutcliffe, & Obstfeld, 2005, p. 409). 

 

An organization does not merely react to the environment, but enacts the environment by interpreting it 

through a subjective framework and acting accordingly. In this view, reality does not exist objectively. It 

is created by an organization that perceives it as real. It means that strategy is not just a framework for 

https://nduezproxy.idm.oclc.org/login?url=http://search.ebscohost.com/login.aspx?direct=true&db=edsjsr&AN=edsjsr.25145979&site=eds-live&scope=site
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creating a plan to react to the reality, but is also a framework to perceive a reality, and the framework, in 

turn, is formed through the interpretation of that reality (Nonaka & Toyama, 2007: 375, citing Weick, 

1979).  In other words, organizations are “interpretive systems” (Daft & Weick, 1984).  “In real-world 

practice, problems do not present themselves to the practitioner as givens.  They must be constructed from 

the materials of problematic situations which are puzzling, troubling, and uncertain.  In order to convert a 

problematic situation to a problem, a practitioner must do a certain kind of work.  [S/he] must make sense 

of an uncertain situation that initially makes no sense” (Weick, 1995: 9).  See also Contextualization, 

Frame, Hermeneutics, Interpret, Mile’s Law, and Strategy. 

 

Distributed Sensemaking extends this concept into complex social or interorganizational 

networks of sensemaking, where a diversity of perspectives adds to the possibility of multi-

theoretical or multi-paradigm interpretations about what is happening.  See Complex Adaptive 

System. 

 

Social Construction of Reality - Is social constructionism the basis of the “neo-modernist” warfare 

(arguably a Marxian-Radical Humanist View)?  Watch these Social Construction of Reality 

YouTube Videos:  https://www.youtube.com/watch?v=6mkQM-aeXrk; 

https://www.youtube.com/watch?v=SqFhd-Igs6w.  
 

Stewardship - According to Webster’s Unabridged Dictionary, a steward is “one called upon to exercise 

responsible care over possessions (time, talent, and treasure) entrusted to him.”  The broad definition of 

state-orientated stewardship is that the function of government is responsible for the welfare and 

interests of the population, especially the trust and legitimacy with which its activities and resources 

are viewed by the general public (Saltman & Ferroussier-Davis, 2000).  Responsible command 

embodies the [public] trust that military professionals will be good stewards of people, facilities, 

equipment, and funds [i.e. resources] placed under their care…. Competence-based public trust depends 

on the public’s perception that an organization possesses the requisite skills and knowledge to perform the 

functions society expects of it, and to do so in a manner the society approves…. Public trust is the most 

fragile echelon of trust; it has to accommodate a broad range of stakeholders, indirect access to 

information, and various motivations and interpretations of leader behavior (emphasis added, Allen & 

Braun, 2013).  Stewards also shape institutional conditions necessary to sustain the esoteric body of 

knowledge exist when: 

 

 Professional reflection is facilitated by valuing the processes that challenge assimilative 

knowledge (i.e., continuous truth seeking) and by embracing the inevitable conflict associated 

with truth seeking.  

 Professionals are encouraged to “speak truth to power” despite bureaucratic pressures to conform 

and to adhere to a body of assimilated knowledge.  

 Double-loop learning (Argyris & Schön, 1974) and action learning are institutionally valued 

processes whereby knowledge is created and reformed, and where the conditions are sometimes 

set for a complete paradigm shift.  

 Stewards of the profession set conditions for an institutional climate that enables patterned, sound 

judgments about the condition of divergent, accommodative, assimilative, and convergent 

professional knowledge.  

 Effective stewards are trusted by laypeople and help shape professional roles, norms, and values 

that set the conditions for all of the above (Paparone & Reed, 2017: 83).  See Trust. 

 

Strategy – “is not just a framework for creating a plan to react to the reality, but is also a framework to 

perceive a reality, and the framework, in turn, is formed through the interpretation of that reality” 

https://www.youtube.com/watch?v=6mkQM-aeXrk
https://www.youtube.com/watch?v=SqFhd-Igs6w
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(emphasis added, Nonaka & Toyama, 2007: 374).  See also Contextualization, Framing, Interpret, 

Miles Law, and Sensemaking. 

 

Tacit Knowledge – implicit knowhow; the antithesis of explicit knowledge (but they work together).  

Michael Polanyi claimed "we can know more than we can tell" (1966: 4).  Much of professional practice 

is arguably based in developing tacit knowledge while practicing; Donald A. Schön (1983, 1987) calls 

this “reflective practice” where there is the art of creating “knowing” in action or post-action that may not 

be codified with language.  See Je ne sais quoi and Knowledge (specifically, divergent knowledge). 

 

Techné - [an ancient Greek philosophical “ideal type” of knowledge that] roughly corresponds to 

technique, technology and art. It is the know-how or practical skill required to be able to create. Based on 

instrumental rationality, it is context-dependent, practical (tacit) knowledge (Nonaka & Toyama, 2007: 

378). 

 

Technology – although in popular culture, we tend to think that “technology” is only relevant in the 

context of human-invented, automated machines; however, the etymology is much wider-scoped.  For 

example, Webster’s 1989 New Universal Unabridged Dictionary, the definition (see below) would 

include the knowledge necessary for repeatable application in an engineering or industrial context.  In that 

regard, management science techniques would be included, such as process engineering (e.g., Lean & Six 

Sigma protocols) and similar work design. The introduction of Taylorism (industrial engineering) to the 

US War Department arsenal system in the early 20th century would arguably be a form of “disruptive 

technology” that created a huge change in the way we conceive of man-machine interface and uses in 

mobilization for war. Taylorism was predicated on efficient mass production of both machines and 

men/women trained to operate them (some have called the meshing of the science of cybernetics and 

organisms -- cyborg).  Based on the political storm of the time, Taylorism was certainly a disruptive 

technology.32 

 

 
Definition in Webster’s 1989 New Universal Unabridged Dictionary 

 

One of the early 20th century writers, Lewis Mumford, wrote about the nexus of technology and culture 

change.  He traces this nexus as far back as the tenth century where musical instruments were made for 

machine-man integration.  In 1934, he published this conclusion: “Our mechanical civilization, contrary 

                                                           
32 Hugh G. J. Aitken, Scientific Management in Action: Taylorism at Watertown Arsenal, 1908-1915, Princeton, NJ: 

Princeton University, 1960. 

https://nduezproxy.idm.oclc.org/login?url=https://ebookcentral.proquest.com/lib/nationaldefense-ebooks/detail.action?docID=3030572
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to the assumption of those who worship its external power the better to conceal their own feeling of 

impotence, is not an absolute.  All its mechanisms are dependent upon human aims and desires: many of 

them flourish in direct proportion to our failure to achieve rational social cooperation and integrated 

personalities” (Mumford, 1934: 426) 

 

Technical Rationality – “Technical rationality holds that practitioners are instrumental problem solvers 

who select technical means best suited to particular purposes. Rigorous professional practitioners solve 

well-formed instrumental problems by applying theory and technique derived from systematic preferably 

scientific knowledge…. In the varied topography of professional practice, there is a high hard ground 

overlooking a swamp. On the high ground, manageable problems lend themselves to solution through the 

application of research-based theory and technique. In the swampy lowland, messy, confusing problems 

defy technical solution” (Schön, 1987: 3–4).  Technical problems are tame problems (Grint,  

 

Theory – is used to explain something that happened, guide practice in the present, and/or forecast 

something in the future.  Subsets of theory are models (such as “business models”) and frameworks (such 

as those military doctrine provides) that help structure, categorize, and project what may happen (“y”) if I 

do “x.”  Arguably, theory is a form of tentative knowledge —how tentative is based on a varied stage of 

proofing or supporting evidence. In the technically-rational hard sciences, how good a theory is depends 

on its internal consistency (absence of contradictions); congruence (espoused adherence to reality versus 

actual representation of reality); effectiveness (show degree of usefulness); and testability (empirical 

evidence of causality of governing variables when employed) (Argyris & Schön, 1974: 20-28).  See 

related Causal Stories, Frame Innovation, Knowledge, Metaphor, Sensemaking, and Stewardship. 

 

We adopt Weick’s explanation of how practice and theory relate: 

 

Life is understood backward when detached theorists deploy analysis, abstraction, and 

simplification after the fact in order to impose order and patterns on previous activities that were 

lived forward by involved practitioners.  The living forward itself, however, is an altogether 

different form of activity. When practitioners live forward they tend to mix together false starts, 

routines, automatic thinking, unanticipated consequences, recoveries, trade-offs, improvisation, 

and trial and error. Their living is both less orderly and of a different order than it appears in 

hindsight.  This difference is so striking in fact that Heidegger describes living forward as a 

condition of 'thrownness'.  Thrownness makes it hard to use stable representations of cause-

effect linkages, which are the primary theory products of hindsight. Living forward does have its 

moments of hindsight (e.g. the reflective practitioner, Schön 1987) just as understanding 

backward has its moments of foresight….  But in both cases these shorter moments typically are 

incidental to the larger tasks of theory construction or everyday action. As a result, moments of 

theory-driven foresight or practice-driven hindsight furnish relatively minor inputs to theory and 

practice.  All of this suggests that theory and practice are qualitatively different. Theory is often 

equated with thinking, abstractness, explanation, knowing that, and dissection into parts. 

Practice, by contrast, is equated with doing, concreteness, understanding, know how, and 

wholes. These contrasts are sufficiently strong that the persistent question is, how can they be 

reconciled, if at all (emphasis added, Weick, 2003: 454)?  See Thrownness. 

 

Thrownness – “(Geworfenheit); to be [thrown] in the world is necessarily to have to interpret and seek 

to understand (as a verb) (Jahnke, 2012: 33; citing Heidegger). 

 

“Design is usually portrayed as forethought that leads to an intention. But on closer inspection, 

design may be less ordinary than it looks.  One reason is because beginnings and endings are rare, 

middles are common.  People, whether designers or clients, are always [thrown] in the middle of 

something, which means designing is as much about re-design, interruption, resumption, 
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continuity, and re-contextualizing, as it is about design, creation, invention, initiation, and 

contextualizing” (Weick, 2004: 74).  See Theory. 
 

Trust – Social scientists have found the concept of trust too complex to be able to develop a universal 

definition.  Consequently, one must define trust contextually, meaning as it manifests itself in specific 

issues or in social relationships. Furthermore, definitions of trust are based on some common dimensions: 

 

 Vulnerability. Vulnerability is the social uncertainty associated with strangers, 

environments, or situations. This uncertainty is investigated as potential-to-harm risks.  

“Public trust derives from the citizens’ willingness to be vulnerable based on a belief that 

government and public employees will meet the expectations of credible commitment, 

benevolence, honesty, competency, and fairness without regular monitoring” (Kim, 2005: 

621). 

 Institutions. Institution, such as a profession, includes the habitual rules, structures, and 

reputation-building aspects that establish conditions for trust of that institution.  Institutional 

trust is “the extent that citizens are willing to follow government decisions even without 

sufficient information under the assumption that those decisions are legitimate and protect 

their interests” (Kim, 2005: 617).  See Profession. 

 Organizational Design.  Organizational design refers not only to an organization's internal 

design but also to its external design, or how it fits with and builds trust with other agencies 

or organizations. 

 Technology. Technology becomes a substitute for trust. Technical control obviates the need 

for the more uncertainty of human-to-human trust. For example, an organization might 

introduce highly controlled man-machine processes, autonomous robotics, artificial 

intelligence information processing information, or some rule based technology to monitor 

operations. Such technology takes quality control from people and gives it to machines. 

Technology becomes the arbiter of trustworthy quality. 

 Time. The amount of time available to form trusting relationships is important.  During a 

crisis, there is little time to form trusting relationships. Crises often demand the establishment 

of swift trust among individuals, teams, agencies, organizations, or institutions that are 

strangers to one another (Paparone, 2002: 46-48). 

 

Values – We extract from Argyris and Schön 1974 book, Theory in Practice: Increasing professional 

effectiveness (1974): 

 

“Values are the instruments through which we select from more information than we can 

handle (the typical condition of our first encounters with real situations)….But it is not enough to 

have values for the situation and to have them form a point of view; one must also be committed 

to that point of view so it becomes the basis for action.  Otherwise, one depends on the values of 

others or one is simply unable to function in the situation at all. 

 

Taking one’s own values seriously requires strong commitment to self.  This enables a 

practitioner to perform according to [his/her] scruples in the face of others’ disapproval, which 

often accompanies departures from conventions of a profession; taking one’s own values 

seriously is therefore essential to innovation in practice (emphasis added, Argyris and Schön, 

1974: 162).” 

 

These authors also differentiate “espoused values” versus “values-in-use.”  For example, while 

the US Army’s officially stated values are Loyalty, Duty, Respect, Selfless Service, Honor, 

Integrity, and Personal courage (curiously spelling the mnemonic, “LDRSHIP”), do not officially 
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expressed Army values REALLY in use may include:  uniformity, compliance, equity, hierarchy, 

rank, decisiveness, etc.  Values-in-use are difficult to assess and require ethnographic style 

methods or questionnaire instruments.  See Competing Values. 

 

VUCA - a mnemonic used to describes the difficulty in sensemaking in a highly dynamic situation or 

event about one’s organization (an internal context) with respect to other organizations, events, and 

situations that have policy significance (an external context).  “In a VUCA world, organizations can no 

longer focus on internal learning and instead should focus on co-creative and collaborative learning 

outside the boundaries of the organization” (Cousins, 2018: 2). “Professor Karl Weick (2001) (whose 

readings are in another Foundations course lesson on sensemaking) would call these types of situations 

and events “cosmology episodes.”  Professors Rittel and Webber (1973) would call these situations and 

events “wicked.”  Heifetz (1994) labels them “adaptive challenges.” The command, management and 

leadership challenge is to sensemake in “high VUCA” situations and events in more artful ways.  See 

Cosmology Episode, Competing Values (Paradox), Indeterminate Zones of Practice, and Wicked 

Problem. 

 

The definitions of each interactive element of VUCA are: 

 

 Volatility. Volatility (or instability) is the degree of social and technological turbulence and/or 

rate of change. Volatility assumes there are countless dynamics at work, making it difficult to 

define “the” problem or even appreciate the situation because the context quickly morphs or is 

disrupted before we can address it.  

 

 Uncertainty. Uncertainty is the recognition that what has happened before is not an accurate 

predictor of what will happen now or later. Pre-existing answers or solutions (including 

technologies) are not available and may never be. The massive amount of interactive variables in 

an uncertain situation or event make causal assessments, judgments, and decisions about the 

future more like a gamble than a calculation — especially when considered in a complex global 

context and over long periods of time. 

 

 Complexity. Highly related to volatility and uncertainty, complexity in the human milieu refers 

to the numerous events involved and the degree of interconnectedness among them that result in 

randomness and unpredictability rather than certainty. The higher the complexity, the less certain 

we are that the situation can be studied in an objective way. Not every action shows immediate 

feedback. At best, delayed, confusing, and unforeseeable “side effects” develop. 

 

 Ambiguity. Since we cannot be scientifically objective because of the anarchic nature of high 

levels of volatility, uncertainty, and complexity, our attempts at explaining what is happening are 

often ambiguous. Multiple meanings may compete for making sense in unique situations and 

explanations cannot be built from simply an objective examination of the “facts,” but draw on 

competing values that determine which facts are paid attention and judged. Many call this “spin” 

– creating a narrative or counter narrative about “facts” emphasized and interpreted through the 

values of a particular group or political party. Dealing with ambiguity may be the most important 

aspect of the social-political milieu.  Confusing situations and ambiguous events generally create 

competing political agendas and political factions.    

 

 A short review:  Volatility – rapid change/disruptions; Uncertainty – never seen this before; 

Complexity – a mess interconnected problems; and, Ambiguity – an event or situation means 
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different things to different groups, organizations, and societies; therefore, setting the stage for 

endless political conflict. 

 

Warfighting-as-a-Profession - Carl von Clausewitz in his Book 3, Chapter 3, “Moral Values,” speaks to 

ethics in generalship and includes the study of history as a moral responsibility: 

 

“History provides the strongest proof of the importance of moral factors and their 

often incredible effect: this is the noblest and most solid nourishment that the mind 

of a general may draw from a study of the past. Parenthetically,, it should be noted 

that the seeds of wisdom that are to bear fruit in the intellect are sown less by 

critical studies and learned monographs than by insights, broad impressions, and 

flashes of intuition” (1976: 185).  

 

Appendix B “The Profession of Arms,” Joint Publication 1, Doctrine for the Armed Forces of the 

United States also emphasizes military history:  “Every joint leader is expected to be a student of 

the art and science of war. Officers especially are expected to have a solid foundation in military 

theory and philosophy, and knowledge of military history and the timeless lessons to be gained 

from it” (2017, B-1). 

 

The Chairman of the Joint Chiefs of Staff white paper (still an active document), 

“America’s Military – A Profession of Arms” emphasizes public trust: 

 

Our profession is distinguished from others in society because of our expertise in 

the justified application of lethal military force and the willingness of those who 

serve to die for our Nation. Our profession is defined by our values, ethics, 

standards, code of conduct [espoused and unwritten], skills, and attributes. As 

volunteers, our sworn duty is to the Constitution. Our status as a profession is 

granted by those whom we are accountable to, our civilian authority, and the 

American people (2012: 4). 

 

Each of the Services today emphasize their long history in national defense and each considers 

“warfighting” as a principal “warrior ethic.” Each Service also has a little different take: 

 

ARMY.  The US Army has expressed its view of profession as part of a societal 

ecosystem:  “The service provided by professions is vital to the society that establishes 

them. Furthermore, such work is beyond the ability of the members of society to perform 

for themselves. Professionals continuously develop expertise and use that expertise in the 

best interests of the society served. The military profession, in particular, must provide 

the security — the common defense — which a society cannot provide for itself but 

without which the society cannot survive” (US Army, 2015: 1-1). 

 

NAVY.  Like the Army, the US Navy emphasizes public trust of the institution as vital:  

“The United States places special trust and confidence in these men and women. They are 

given the sobering responsibility of properly exercising correct judgment across the range 

of military operations in order to achieve national security objectives. This trust is 

warranted by continued competence in carrying out assigned roles, absolute integrity in 

actions and relationships, and personal courage that overcomes moral dilemmas and 

physical obstacles through an unyielding sense of duty and commitment. This 

professional ethic and warfighting ethos, shared by every member of US naval forces, 

enhances cohesion, builds resilience, and promotes teamwork.” (US Navy, 2010: 1).  
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USMC.  The US Marine Corps emphasizes virtuous judgement, especially to preserve 

the honor of the individual Marine and the collective Corps (USMC, 2017: 1-4). 

 

USAF.  The US Airforce does not define profession in its official publication; however, 

the institution does place its emphasis on the warfighting ethic with correspondent 

technical expertise, and core values (US Air Force, 2015). 
 

Wicked Problem – exist when “search for scientific bases for confronting problems of social policy is 

bound to fail, because of the nature of these problems. They are "wicked" problems, whereas science has 

developed to deal with "tame" problems. Policy problems cannot be definitively described. Moreover, in 

a pluralistic society there is nothing like the undisputable public good; there is no objective definition of 

equity; policies that respond to social problems cannot be meaningfully correct or false; and it makes no 

sense to talk about "optimal solutions" to social problems unless severe qualifications are imposed first. 

Even worse, there are no "solutions" in the sense of definitive and objective answers (Rittel and Webber, 

1973: 12).   

 

“Wicked problems are not objectively given but their formulation already depends on the viewpoint of 

those presenting them. There is no ultimate test of the validity of a solution to a wicked problem. The 

testing of solutions takes place in some practical context, and the solutions are not easily undone” (Coyne, 

2005: 6).  See also Cosmology Episode, Indeterminate Zone of Practice, and VUCA. 
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