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Abstract 
The Norwegian Military Academy´s main objective is to educate cadets to serve as officers in the 
military profession. An important aspect of the education is to give the cadets adequate leadership 
development during their three-year educational program. The purpose of this chapter is to describe 
the concept of leadership development used at the Norwegian Military Academy and its importance for 
the development of officers. The concept of leadership development is referred to as officer 
development. Officer development is the comprehensive formation process of developing leaders for 
the Norwegian Army, and is thus a central theme in all activity taking place at the Norwegian Military 
Academy. Officer development is thus the development of officer competency. This includes creating 
a common direction, alignment and commitment for the officer, so that he or she will be able to 
function well in the three officer roles; platoon leader, education planner and asset manager. Officer 
development consists primarily of adding context relevant leadership experiences, where the 
development elements that make any experience more stimulating are challenge, support, and 
assessment. Conclusions: The Norwegian Military Academy has therefore chosen three main 
strategies for its officer development process. The first strategy is to create a variety of different 
developmental experiences that provide the opportunity for experiential learning through challenge, 
support, and assessment. The second strategy is to develop the cadet's ability to learn from his or her 
experiences. Finally, the third strategy is to adapt the leadership development processes to the 
military context. 
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1 INTRODUCTION 
Officer development is the Norwegian Military Academy's (NMA) concept of leadership development 
for cadets being educated at the NMA. Officer development is consequently the NMA´s 
comprehensive formation process of developing leaders for the Norwegian Army, and is a central 
theme in all activity at the NMA ([1,2]. The conceptual description in this paper is intended to provide a 
common basic understanding of the conceptual thoughts that underlie the officer development 
processes that take place throughout the three-year bachelor program at the NMA.  

The starting point for officer development at the NMA is based upon the definitions of leadership and 
leadership development described in The Center for Creative Leadership Handbook of Leadership 
Development [3]. Leadership is here defined as the process of producing direction, alignment, and 
commitment in collectives, and leadership development as expanding a person's capacity to be 
effective in leadership roles and process. Leadership thus revolves around the development of 
competencies to lead leadership processes by virtue of being in leader roles, both formal and informal. 

An officer resolves the vast majority of his or her assignments as part of a collective, in relation to 
others and in a professional community. It is therefore central to military leadership to establish 
direction, create obligations and facilitate interaction in the military unit they belong to. This is done in 
accordance with the profession's values. Officer development is therefore the process of developing 
each cadet´s professional identity and his or her capacity to be effective in their leadership roles and 
management processes within the military profession [4]. Specifically, the development of officers at 
the NMA has as its main goal to develop officer competency, particularly in the three key roles that the 
NMA has stated that an officer must master. These three roles are platoon leader, education planner, 
and asset manager. All the three roles reflect the military profession, but it is the platoon leader role 
that most resembles the profession's core: military operations. 
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2 OFFICER DEVELOPMENT AND THE MILITARY PROFESSION 
The NMA educates officers for the Norwegian Army and the military profession. The military 
profession's collective attitudes, knowledge, and skill requirements, including ethics, morals and 
values, are key ingredients that a comprehensive officer development process aims to develop. As a 
consequence, the NMA has as its main intention to develop officers who identify fully with the military 
profession. 

Being an officer is more than having a professional military occupation. It also implies shouldering a 
mission for one´s society, and that one's expertise is exercised for the common good of society. 
Specific to the military profession, or officer profession, is that the mission is exercised on behalf of the 
state, and that the officer represents the state and manages violence on its behalf. The relationship 
between the state and society can be described as a contract where the people, that is the society, 
has given the state the right to exercise power on behalf of the society. To represent the state thereby 
implies representing the community. 

The military profession can be defined by the attributes expertise, responsibility, and 
community/identity and values [5,6]. Expertise is specialized knowledge [7], and the officer's expertise 
is specialized knowledge in the domain of war. That is the management of violence by (1) organizing, 
equipping and training military forces, (2) planning the activities of one´s own forces, and (3) 
conducting operations and leading ones forces in combat [6]. Managing violence on behalf of the state 
implies a special responsibility to acquire and develop one’s expertise so that the assignment given by 
the political authorities may be solved in the best possible way. The officer is in charge of safekeeping 
the community by guaranteeing the existence of the state [6]. 

Officer identity is about being aware of ones membership in an exclusive community with special 
requirements for expertise and with a special responsibility. The war is not won alone. The 
professional community is a prerequisite for solving the assignment. A significant part of this 
professional community is the identification of shared values. As the officer is given the mandate to 
manage the state's utmost means of power and make decisions that may involve loss of life, an 
awareness of moral values is central to the officer's expertise. Furthermore, the officer is a 
representative of the state and society. The officer is an instrument for the state and does not act on 
behalf of him- or herself. Thus, any solution of an assignment on behalf of the political authorities must 
be in line with the values in society. 

3 OFFICER DEVELOPMENT AND MILITARY LEADERSHIP 
Officer development at the NMA aims to give cadets a basis to function effectively in their leadership 
processes and leadership roles in their different functions in the military profession. The NMA has 
identified three key officer roles that are given particular attention during the officer developmental 
process: platoon leader, education planner and asset manager. The main focus, however, is the role 
of platoon leader as the formal leader in the military context. The main focus of military leadership is to 
lead units during missions throughout the spectrum of conflict, that is, from peace to crisis to armed 
conflict [5]. The overarching supporting documents describing the Norwegian military's leadership is 
the Norwegian Armed Forces Chief of Defense’s Basic view of leadership in the Norwegian Armed 
Forces [8] and the Norwegian Armed Forces Joint Operational Doctrine (NAFJOD) [5,9]. Both of these 
documents establish mission command as the Norwegian Armed Forces and thus the NMA´s basic 
leadership philosophy.  

Military leaders are given the right and the obligation to exercise command, and the right to issue 
orders to their subordinates and to demand obedience [8]. In a number of situations, particularly in a 
conflict, this can be both necessary and the most effective way to lead. In this perspective, leadership 
is understood as influencing individuals and groups to work towards common goals [5] by knowing 
what needs to be done and getting it done correctly [10]. This places a great demand on a leader's 
ability to assess the situation correctly, execute the correct actions at the correct time and situation [8], 
both to maintain legitimacy in society and to solve missions, win the battle and take care of their 
troops.  

Effective leadership is, however, exercised in cooperation with and in relation to others, and can be 
described as a result of the interaction between the leader and their subordinates over time [5]. 
Leadership can therefore be understood as the process that creates a common direction, alignment 
and commitment in a military unit [8,3]. Leadership is context dependent [11], which means that a 
leader's behavior and efficiency is the result of interaction between individual factors and the 
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environment [12], where different situation variables are crucial for what is effective leadership [8]. 
Military leadership can thus be described as a continuous process that is exercised in relation to 
others in a specific military context. 

4 OFFICER DEVELOPMENT AND OFFICER EXPERTISE 
The execution of military leadership and the use of military force require professional expertise. Future 
officers must have a keen understanding of the military profession, and possess a wide range of 
relevant professional knowledge and skills. Cadets at the NMA must therefore be able to apply 
expertise in several relevant areas. The Norwegian Armed Forces Chief of Defence basic view of 
leadership in the Norwegian Armed Forces emphasizes that military leadership is influenced by three 
relationships [8]. These relationships are: 1. The leader's relationship with him- or herself. 2. The 
relationship between leader and co-worker. 3. The relation between the co-workers in the organization 
and their working tasks. In addition, the NMA highlights the following fourth relation; 4. The 
relationship between the leader and the profession. From this, we can derive that officer development 
deals with the development of the individual's capacity to lead themselves, others, the work, and the 
unit in a military context. The NMA has thus defined the need for officer development in four areas of 
expertise. These are: 

Self-proficiency - maintains the individual dimension that consists of personality, personal skills and 
character traits that enable self-management. This is accomplished by teaching individuals how to 
manage and regulate their thoughts, feelings and actions, in other words how they manage 
themselves and develop their personal capacity. 

Social proficiency - maintains the interaction dimension that enables effective collaboration with others 
during missions. In order to lead others, an officer must be aware of how individuals interact in social 
contexts. 

Subject matter proficiency - maintains the academic dimension consisting of the disciplinary 
knowledge and skills that form the basis of the deliberations and decisions that one takes, which in 
turn enables one to lead the work in the unit. Subject matter proficiency also includes critical thinking 
ability. 

Officer competency - maintains the professional dimension and enables effective leadership in a 
military context. Solving missions requires that the officer can translate his or her competency into 
practical action. In order to choose the "correct action" the officer must first and foremost understand 
the context in which the action is going to happen, and then understand the effects that will result from 
the chosen action. Officer competency also has to be in accordance with the existing norms and 
values in the Norwegian society [5]. Officer competency is also linked to certain character strengths 
that are deemed necessary for military officers [13]. 

5 THE NMA´S MODEL OF OFFICER COMPETENCY 
The NMA has developed a model that intends to demonstrate the relationship between the different 
areas of expertise [1,14,2]. The NMA's model of officer competency can be considered as a 
multifunctional model that invites multiple applications in the planning, implementation, and evaluation 
of the NMA´s concept of leadership development. The model could therefore be used as an aid to 
develop the NMA´s military subjects, the cadet´s knowledge and further develop the officer education. 
The development of specific topics or education must be quality assured by including all four areas of 
expertise, as well as to provide the direction for both learning and teaching. 

The model is shaped like a pyramid with a triangular base and three side surfaces that meet at a 
common vertex. The NMA has chosen to define the pyramid's foundation and side surfaces as 
constituting the fundamental areas of expertise; subject matter proficiency, social proficiency and self- 
proficiency. The model's top element, officer competency, constitutes competence of particular 
importance for practitioners of the military profession. The model's foundation is in principle 
constructed of three "independent pyramids" that represent, respectively, social proficiency, subject 
matter proficiency, and self-proficiency. The integrated composition visualizes the mutual interaction of 
the proficiency areas and how they contribute to and underpins the pyramid's top element. Officer 
competency is understood as an "extended function" of all areas of proficiency. The NMA adds officer 
competency through developing all areas of proficiency, either by developing each proficiency by 
itself, or by developing the proficiencies in synergy with each other. It is in this synergy and in the 
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"seamless" interface between the proficiencies that the NMA facilitates interdisciplinary and excellent 
arenas for officer development. 

6 OFFICER DEVELOPMENT IN PRACTICE – DEVELOPMENTAL ELEMENTS  
The officer’s professional practice is characterized by the individual's abilities and personal qualities. 
The NMA therefore views the officer development as a continuous process that is rooted in the cadet’s 
personal development processes. This involves developing the officer's ability and willingness 
(capacity) to lead in their leadership roles, and to influence the leadership processes that help to 
establish a common direction, alignment and commitment in their respective units. 

Leadership is taught primarily by experiences [15]. Individual development is a natural consequence of 
one’s experiences and interventions in meaningful ways related to the experiences [3]. Despite the 
fact that leadership development primarily takes place through experience, not every experience leads 
to a development. Leadership experiences are therefore more powerful if they take place in relevant 
contexts, and in addition contain the developmental elements; challenge, support, and assessment [3]. 
Officer development is facilitated through varied professional contextual experiences and the three 
developmental elements. “Fig. 1” below gives an overview over the leader developmental model [3].  

 
Figure 1. The leader developmental model.  

The developing elements serve two purposes in the developmental process. First, they act as 
resources for development in that they provide information about oneself and one’s own leadership. 
This provides the basis for assessments that can lead to a better understanding of one´s own 
leadership practices. Second, they motivate to focus attention and effort toward learning, growth and 
change (see table 1).  

Table 1.  Elements in a developmental experience. 

Element  Role as a resource  Role in motivation  

Challenge  - Provides the ability to strive for better 
performance by exploring, experimenting 
and practicing  
- Provides an opportunity for exposure to 
new and different perspectives  
- Offers the opportunity to obtain 
information about oneself and one’s 
leadership 

- Creates an imbalance and perceived gap 
between the present and the desired 
situation  
- Creates a need to master the challenge(s) 

Support  - Provides the ability to be convinced to;  
- Dare to explore the unknown  
- To see challenges and experiences in 
new perspectives 
- Offers the opportunity to get confirmation 
and clarification of learning and 
development 

- Assists to establish faith in one´s own 
ability to deal with challenges and resistance  
- Assists to establish confidence in one´s 
ability to learn and develop, and appreciate 
the change.  
- Assist to enhance the learning experience 

Assessment - Provides the ability to identify gaps and 
clarify the need for changes  
- Provides the ability for information on 
how gaps can be reduced/closed 

- Creates a desire to reduce or close the 
gap between the present and desired 
situation  
- Creates strategies for how to close the gap 
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Any kind of developmental experience is most effective when all three developmental elements are 
present [3]. 

6.1 Challenge 
Developmentally, it is the experiences that extend and challenge people that are the most potent. 
Challenging experiences will force people out of their comfort zone. People feel challenged when they 
face situations that require skills and abilities beyond their current capacity or when the situation is so 
unclear or confusing their normal strategies for opinion formation no longer work. The most common 
sources of experience of the challenge are having to deal with a lack of experience (new tasks, skills, 
perspectives), demanding goals, conflict, and hardship. 

Challenges create imbalance, and get people to ask questions about the adequacy of their skills, 
abilities, and approaches. Such experiences would therefore require that people develop new 
capacities or develop their understanding of how to achieve results. In this respect, the degree of 
challenge an individual experiences results from the person's current skills and perspectives, and the 
requirements that the challenge set. 

Challenging experiences provide opportunities to learn. Through engaging in the challenge, people will 
interact with the environment in such a way as to produce the necessary information, observations 
and reactions to learning. In other words, leadership is itself a source of challenge and development. 
To exercise leadership involves learning through experience. Cadets are therefore exposed for a 
variety of different training and development based on both theoretical and practical arenas. This is a 
combination of lectures and presentations in the classroom, tasks, projects, exercises, courses, social 
events and positions in various student associations. These are all development arenas that will be 
sought to be practice-oriented and context relevant. 

6.2 Support 
Despite development, experience extends people offering information about the strengths and 
weaknesses of such experiences strongest when they include support. When the challenge creates 
the imbalance that is necessary to motivate development, support could convey confidence and help 
people to deal with the resistance that development entails. This will help them to deal with their 
experience and maintain positive perceptions of themselves as capable and worthy people who can 
learn and therefore grow. 

Practices associated with support vary, and support means different things to different people. 
Regardless of experience or context are other people the main source of support (staff, family, friends, 
coaches and managers), people who listen to stories about the challenges and resistance, which can 
identify with uncertainty, suggest coping strategies, provide resources, reassure the doubt, inspire 
renewed efforts, participate in celebrations of small advances, and cheer from the sidelines. Different 
people offer different types of support. In addition, support coming in the form of organizational culture 
and systems in terms of standards, procedures and practices. 

Support is a key factor for managers' motivation to learn and to develop. Support helps establish self-
efficacy, belief that one can learn, grow, change and evolve. The better self-efficacy, the more effort 
will expel people to master challenges and persevere in difficult situations [12]. Support also works as 
a social signal that creates positive value in relation to the assessments made on the present situation 
and in relation to the way forward. Support is thus a source of learning and development. If people do 
not get support in their development, which means that their environment, employees, bosses, friends 
and family do not allow or encourage change and development, the challenge that lies embedded in a 
development experience is perceived as overwhelming and inhibiting, rather than promoting learning. 
Cadets are offered support primarily through their assigned responsible officers and fellow cadets. In 
addition, all instructors have a special responsibility to support and encourage cadets in their learning 
and development process. 

6.3 Assessment 
The best development experiences are rich in information that provides a basis for considering itself 
as a leader or exercised leadership. Such information may come from themselves or from others, and 
the process of collecting and interpreting such information can be both formal and informal, with many 
degrees of variability. Good information not only motivates to reduce the gap, but can also provide 
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clues about how the gaps can be reduced. This can motivate them to use the learning opportunities 
available to them to improve. 

Reviews of the factors that affect performance helps to strengthen leader development because 
assessment processes help people to understand their situation, how they perform and their 
management efficiency, and with it their primary development needs. Good information as the basis 
for assessment contributes thus to help people clarify what they need to learn, improve or change. 

An important function of assessment is to provide a basis for future development. Another function is 
to stimulate people to evaluate themselves. However, assessment processes and experience work in 
different ways, with different strengths in different contexts, across different people. It is therefore 
important that evaluations are both personalized and individual-oriented, which in addition to a 
multitude of varied assessments and assessment methods will provide the best possible basis for self-
assessment. 

The NMA uses a variety of methods and tools to identify and assess performance and identify areas 
for development. This includes various tests (personality tests, learning style tests and preference 
tests) and evaluation tools (self-evaluation, evaluation of fellow cadets, evaluations from instructors, 
360 degree evaluation, writing subject essays, service statements and daily conversations) and the 
development of individual goals for their own leadership development are some examples of this. In 
particular, the NMA emphasizes the extensive use of coaches to support the cadets in their 
assessment processes. In addition, all the informal forums provide opportunities for information and 
evaluations from one’s fellow cadets, and continuous self-assessment adds to the development 
process. 

Leaders need a broad set of different relevant leadership experiences, that each offers challenges, 
support, and assessment [3]. However, people learn from similar experience in different ways and to 
different degrees. To what extent a leadership experience provides development also depend on the 
cadets' individual abilities and willingness to learn. Leadership development is therefore a process that 
requires a variety of relevant development experiences and the ability to learn from these experiences, 
where the ability to learn is an individual capacity consisting of a complex combination of motivational 
and personal factors. 

Officer development at the NMA means to provide to each cadet with a number of varied and context-
relevant developmental experiences aimed at the three officer roles. At the same time, it means to find 
meaningful ways to enhance these experiences through challenges, support, and assessment. 
Challenging developmental arenas will add experience to and information for each individual leader 
and his or her leadership performance. This forms the basis for the assessment of one´s own 
capabilities and potential for further development. Support from others will assist in dealing with one´s 
challenges and controlling one´s own assessments. This will lead to the formation of the basis for the 
next developmental arena (“Fig. 2”). 

Officer development at the NMA means to provide to each cadet with a number of varied and context-relevant 
developmental experiences aimed at the three officer roles. At the same time, it means to find meaningful ways 
to enhance these experiences through challenges, support, and assessment. Challenging developmental arenas 
will add experience to and information for each individual leader and his or her leadership performance. This 
forms the basis for the assessment of one´s own capabilities and potential for further development. Support from 
others will assist in dealing with one´s challenges and controlling one´s own assessments. This will lead to the 
formation of the basis for the next developmental arena (—Fig. 2“). 
 

•  
•  

• Figure 2. The developmental process and elements in the officer development process. 

Experience 

 

 
Figure 2. The developmental process and elements in the officer development process. 

Effective leadership and leadership development depends on the leaders' reflection on and 
understanding of his or her role as a leader [8]. Therefore, emphasis is placed on an interaction 
between theory and practice, where the aim is the facilitation of reflection before, during and after 
developmental activities. It is therefore essential that the NMA develop a good learning and feedback 
culture that both challenges and supports, while offering assessments of individual performances at 
the same time. Together, this encourages each cadet’s individual development. 
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The NMA has also chosen to enhance its officer development through coaching as its pedagogical 
teaching method, and consequently uses both cadets and instructors in supervising roles. Guidance is 
intended to contribute to helping the cadets in their learning and development [16]. All supervisors at 
the NMA, both instructors and cadets, have a crucial function in facilitating a balanced and appropriate 
presence of developing elements of all development arenas, and by virtue of their guiding role 
themselves in challenging, supporting, and contributing to the assessment processes. 

7 CONCLUSIONS 
The NMA educates officers to the military profession, and more specifically to the Norwegian Army. 
The NMA´s rationale is to develop leaders who can themselves lead leadership processes and fill the 
roles as platoon leaders, education planners, and asset managers. At the same time, this 
development is regarded as a key element in preparing the officer for the future in their professional 
practice. Officers graduate from the NMA in order to lead. The NMA considers the leadership 
development that cadets undergo during their education at the NMA as officer development. Officer 
development must be understood as the overall process of transformation that a cadet goes through 
from the time he or she starts at the NMA, until the officer is ready to embark on his or her first job 
after graduation. The NMA will develop professional officers with the skills to solve the assignments he 
or she will be required to solve. It is therefore natural to call the overall leader development officer 
development, with the establishment of officer competency as the overriding objective. Officer 
development is thus the development of officer competency to lead leadership processes, including 
creating a common direction, commitment and collaboration within the three officer roles: platoon 
leader, education planner, and asset manager. 

Officer development consists primarily of adding context relevant leadership experience, where the 
developmental elements that make any experience more stimulating are; challenge, support and 
assessment. In order to facilitate the officer development processes, one should make sure that all 
three developmental elements are part of the experience, as well as to give appropriate attention to 
contextual factors and the individual's abilities and willingness to learn from their experiences. This is 
done by facilitating experiential learning through the use of reflection. 

The NMA has chosen three main strategies for its officer development process. The first strategy is to 
create a variety of different development experiences that provide the opportunity for experiential 
learning through challenge, support, and assessment. The second strategy is to develop a cadet's 
ability to learn from his or her experiences. And finally, the third strategy is to adapt the leadership 
development processes to the military context. 
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