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• Developing	the	Science	for	Command	
Senior	Enlisted	Leaders:	What	We’re	
Doing	Now
• Focus:	
• The	CSEL	Series	(research/book	
project)	and	
• the	NCM	Conference	2026	(May	·	
Canada)



Why it 
matters

• For decades, the scientific literature on 
the military profession has centered on 
officers—leaving the non-commissioned 
side largely under-theorized. Yet modern 
operations hinge on Non-Commissioned 
Officers (NCOs), and especially their most 
senior tier—the Command Senior Enlisted 
Leaders (CSELs). 

• The gap: Despite their central role, the 
NCO/CSEL domain remains under-
theorized and fragmented across nations.

• The opportunity: To build a science of 
NCOs and CSELs—a shared body of 
knowledge that can fuel PME, doctrine, 
and institutional design.



What is a 
Military 
Organization?

Different Services/Commands:

Army, Navy, Air Force, Space, Cyber, etc.

Different Specializations:
Combat, Logistics, Intelligence, etc.

Different Occupations:
Infantry, Artillery, Aeronautics, Intelligence,  
Cook, HR Administrator, etc.

Different Corps:
Officer and Non-Commissioned Officers

Not a monolithic entity :



The 
Officers

and 
NCOs

Officer: 
The officer is the person vested 
in law with authority to direct, 
command, and control military 
forces. 

NCM: 
is “as any person, other than an 
officer, who is enrolled in the 
CAF”. 

Legal Definitions

National Defence Act, R.S.C. 1985, c. N-5



The 
Non-

Commissioned 
Officer 
Corps

1 - Executors of Command (Huntington): 
Historically, NCOs were deemed as 
specialists in the application of violence 
rather than in its management 
= Discipline, Drill, Deportment

2 - Intermediaries in Mission Command: 
Officers define purpose; NCOs are 
delegated autonomy in implementing 
intent.
= Ukraine

3 - Translators of Intent into Action:  
NCOs convert intent into the human 
domain—building trust and cohesion so 
teams reliably turn plans into ethical, 
collective action under uncertainty.

3 “informal” definitions



The 
Non-

Commissioned 
Officers in 

Ukraine

U.S. Army General David H. 
Petraeus [2022]:

One reason the Russian military has 
struggled to win territory in Ukraine is its 
lack of a strong corps of non-
commissioned officers, or NCOs, which 
are more crucial than ever to success on 
the modern battlefield.

Kenney, C. M. (2022). NCOs: America Has Them, China 
Wants Them, Russia is Struggling Without Them. Defense 
One. 



The 
Non-

Commissioned 
Officers in 

Ukraine

Garamone, J. (2023, February 28). NCOs Key to Ukrainian 
Military Successes Against Russia. DoD News. 

While the transfer of equipment is important in 
Ukraine's defense, — including Javelins, tanks, air 
defense systems and more — have been crucial, but 
Ukraine's investment in developing a 
noncommissioned officer corps may be the key to 
victory against the Russian invader. It is the human 
dynamic that is actually tipping the scales on victory 
versus failure out on that battlefield. It is definitely a 
decisive advantage that the Ukrainians have that the 
Russians do not.

Senior Enlisted Advisor to the 
Chairman of the Joint Chiefs of 
Staff (SEAC), R. Colón-López 
[2023]:



What is the 
Issue?

Tacit & informal: Most NCO expertise is 
built through experience—observation, 
imitation, and participation—not in a 
codified body of knowledge.

Under-theorized: Scholarship and 
doctrine centre on officers; the NCO 
profession lacks shared concepts and 
language.

Education infrastructure: Courses exist, 
but a coherent discipline (concepts, 
theories, methods, journals, 
benchmarks) does not.

We don’t know “how” they 
do “what” they do:



Why is it 
important?

Experiential gap is widening. Front-
line NCOs must adapt faster than 
institutions can learn; without a 
codified body of knowledge, their 
solutions stay tacit and local instead 
of scaling.

Complexity is accelerating. Tech (AI, 
drones, cyber), demographics, and culture 
are changing how teams fight and function 
across the continuum of 
operations (domestic support → grey zone 
→ high-intensity war).



What 
Academia 
can do for 

NCOs

Codify what works: turn tacit know-how 
into shared concepts, methods, and 
measures.

Abstract & theorize: build theories that 
create new problem categories and 
sharper diagnosis.

Generalize & transfer: apply lessons 
across new domains (cyber, space, 
domestic, grey zone).

Accelerate learning: close the ops → 
research → PME → ops loop so 
experience compounds.

Bridge the experiential gap: help NCOs 
adapt faster than change as missions 
grow more complex.



Project 1 —
Critical Senior 

Enlisted 
Leaders 

(CSEL) Series

Critical Senior Enlisted Leaders (CSEL) is the first 
comparative, multi-volume series devoted to understanding 
Senior Enlisted Leadership as a distinct professional expertise 
in the human domain—the relational field of trust, cohesion, 
tacit knowledge, and relational leadership through which 
units adapt and succeed. 

• Purpose: Define Senior Enlisted Leaders in the 21st-
century military profession.

• Partners: Canadian Defence Academy, NATO DEEP 
eAcademy.

• Timeline: 2026–2028 publication window.

The Structure

• Vol. 1 – What CSELs do across Army, Navy, Air Force, 
SOF, and joint contexts.

• Vol. 2 – Professional development, pedagogy, 
governance, and the knowledge pipeline.

• Vol. 3 –Future roles amid AI, cyber/cognitive domains, 
and multi-domain ops.



Project 1 —
Critical Senior 

Enlisted 
Leaders 

(CSEL) Series

Volume 1 — Senior Enlisted Leaders in 
Action
Status: Outlines/drafts in progress; author bench 
confirmed. New chapters welcome.

Part I — Foundations
•Leading the Human Domain
•Comparative Frameworks

Part II — Service Environments
•Army
•Navy
Air Force
•SOF

Part III — Cross-Cutting Themes
•Command Team
•Women SELs
•Ethos
•Coalition/Joint (interoperability) 
•Strategic Chief (policy/personnel/budgets).



Project 1 —
Critical Senior 

Enlisted 
Leaders 

(CSEL) Series

Volume 2 — Senior Enlisted Leaders 
Military Education
Status: Working ideas. New ideas welcome.

Part I — Frame the Problem
•SEL Learning Problem: tacit relational skill
•PME Architecture: history & design patterns

Part II — Building Blocks
•Pedagogies for Tacit Skills
•Diversity & Inclusion as Capability.
•Slovenian Case: national model linking PME to 
social defense.
•Governance

Part III — Comparative & International
•Comparative PME: NATO & partners
•NATO DEEP Community of Practice
•Ukraine in Wartime
•Reimagining PME 2035



Project 1 —
Critical Senior 

Enlisted 
Leaders 

(CSEL) Series

Volume 3 — Future Senior Enlisted 
Leaders
Status: We’re actively seeking contributions.

Part I — Pressures and New Domains
• The Human Domain Under Pressure
• The Grey-Zone Environment

Part II — Forces in Transition
• Force Design & SEL Roles (2030–2040)
• Talent, Selection, and Retention
• Generational Shifts and Diversity
• Ethics for the Next Fight

Part III — Futures Across Systems

• New generations : A different kind of leadership?
• Leading Under Stress: Lessons from Georgia and 

Moldova
• NCOs in Future War: AI, Cyber, Multi-Domain
• The Human Domain and Technology: Leaders of 

People and Machines
• Allies and NATO 2035: The SEL Edge



Project 2 —
NCO 

Conference 
2026

(May)

On 26 May 2025, NCO Conference 2025 for non-
commissioned members was organized at the Chief Warrant 
Officer Robert-Osside Profession of Arms Institute (Canada) 
in participation with Directorate of Military Training and 
Cooperation (DMTC) and the Defence Education 
Enhancement Programme (DEEP), on the theme “Advancing 
the Science of NCOs: Professionalization, Leadership & 
Future Warfare.”



Project 2 —
NCO 

Conference 
2026

(May)

This year (May 2026): 

• PANEL 1 — Junior NCOs: What junior NCOs need 
from leaders and PME now; how Gen Z/Alpha shifts 
coaching, standards, and trust.

CSEL Volume: “New Generations: A Different Kind of 
Leadership?”

• PANEL 2 — Women’s Leadership as Operational 
Capability: Women’s leadership as a competitive
advantage

CSEL Volume: “Women’s Distinct Contributions to 
SEL Leadership”

• PANEL 3 — Reimagining PME for 2035 : How to build 
agile minds for people-and-machine leadership

CSEL Volume: “Reimagining PME for 2035: Agile 
Minds, Human Domains”



Call 
for 

Collaboration

NCO/CSEL Studies — Call to Collaborate

•Aim: Build the field—shared concepts, evidence, 
methods.

•Doing: CSEL Series (books) + NCM Conference 
2026 (May, Canada).

•Seeking: Authors, comparative cases, partner 
institutions (NATO DEEP welcome), panel leads.

•Topics: Cases (incl. Ukraine), NCO-specific 
pedagogy, futures (AI/cyber, H-M teaming), women 
& generations.

•Timeline: Now–Q1’26 abstracts → Jun’26 
program → May’26 conference → 2026–2028 
series.

•Contact:
Eric.Begin@cmrsj-rmcsj.ca | David.Last@rmc-
cmr.ca


