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ABSTRACT 

Changing socio-political and economic pressures have resulted in a 
paradigm shift in the way that the public sector based business of 
defence acquisition is undertaken. A major strategy initiative heralded 
a more commercial, less bureaucratic approach to acquisition 
(specification, procurement and support) of defence equipment and 
services with emphasis upon best practice and customer focus. This is 
analogous to supply chain management approaches in the private 
sector. Policy documentation indicates that success is predicated upon 
the increasing professionalism, and legitimisation. of the professional 
prerogative and practice, of personnel within the acquisition 
community. This has -resonance with the 'professional project' (Larson, 
1977) and the process of professionalisation. 

With this in mind this research takes an interpretive approach to the 
views of those at the pinnacle of the acquisition community. It 
examines the c-oncept and nature of professionalism and 
professionalisation in this challenging, complex and unique contextual 
setting and analyses the essential feature of professional knowledge, zl: ) 

how it is created and can be optimally developed. It identifies that it will 
be necessary for the resultant knowledge to be retained in a 
credentialised defence acquisition body of knowledge. 

fn order to undertake eff6ctive acquisition decision making, which 
enables optimal operational performance, - 

there is a need for balance in 
e the means of gaining knowledge -and in the -ex. Ircise -of professional 

judgement. As such the acquisition community can be seen as a 
'community of practice, ' where production of transdisciplinary, 
boundary spanning knowledge needs to be recognised. 

tt concludes that a process of professionalisation has commenced 
although the development of a learning framework, acknowledging both 
formal and infbrmal knowledge creation, would assist the profbssional 
project in moving towards fulfilment. 
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CHAPTER ONE 
INTRODUCTION 

Ignoranti, quem portum petat, nullus suus ventus est 
(If one does not know to which port one is sailing, no wind is favourable) 

Seneca the Younger, (circa 4BC) 
Epistulae ad Lucilium 

PREAMBLE 

This chapter identifies the changing defence acquisition environment, considers 
the underlying imperatives for change, noting particularly that commercialism, 
adopting or adapting the approaches taken by commercial organisations for use 
in the public sector environment, can bring improvements in terms of efficiency 
and effectiveness. It recognises that it is the people in the environment who will 
deliver these improvements, echoing statements that indicate that this is 

predicated upon professionalism and as such it identifies that what is taking 

place can be seen as a professional project. It will consider how this can be 

examined and the nature of the research that is to be undertaken. 

SIGNIFICANCE OF THE STUDY - THE CHANGING DEFENCE ENVIRONMEN". ' 

Since the end of the Cold War there has been a major change in the way that the 

'business of defence' is undertaken (Taylor, 1998). No longer threatened by a 

global superpower, United Kingdom (UK) armed forces are now smaller than any 

time in the last century yet also have a greater range of operational 

commitments. Added to this have been public expecc. ations of apeace dividend' 

as well as year on year budget reductions at a time when technological advances 

are moving apace and the cost of such technology is escalating. 

It has become apparent, therefore, that there is a need for a new approach to the 

management of the 'business of defence, ' in effect increased- commercial 

business activities in the defence environment. In particular there is great 

emphasis, within the global commercial market place, that effective procurement, 

logistics and supply chain management can be a means of gaining competitive 

advantage (Christopher, 1999; Baily et al, 2004; Carter and Jessop, 2004). For 

the Ministry of Defence (MoD) there is considerable attraction in adopting these 

commercial 'best practice' approaches within the defence environment. In this 

context, the word Acquisition is used to define the total process of specification, 

procurement and support (support equalling storage, supply, maintenance, 

distribution) and ultimately disposal of material, commodities, equipment and 
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seruices (MoD, 2002a). Annual expenditure on such material, commodities, 

equipment and services is considerably in excess of &12 billion per annum. 

The Strategic Defence Review (MoD, 1998a) introduced a new philosophy, known 

as the 'Smart Procurement Initiative' (and subsequently renamed 'Smart 

Acquisition), which brought a focus on gaining Value for Money in the defence 

acquisition environment. This was to be achieved by bringing best practice from 

the commercial business world into public sector bureaucracy (MoD, 1998). 

This reflects Hood's (1991) view that this is the 'New Public Management' 

environment to which the entire public sector has been exposed. This, in turn, 
follows considerable legislation that allows greater competition for professional 

services in the public sector and is particularly manifest in the search for greater 

economy, efficiency and effectiveness (Rhodes, 199 1). In essence, like the rest of 
the public sector, the Ministry of Defence has to improve financial performance, 

especially in respect of acquisition. There has been a need therefore to ensure 

that personnel, who have been operating under the old regime and approach, are 

now able to work effectively in the new environment. This has required a 

cultural change, indeed a new 'mind set' (Kincaid, 2002) has been identified as a 

key to developing personnel. In this respect, for those personnel operating 

within the defence acquisition environment, there is a need for a 

transformational approach in order for this to be achieved. Similar approaches, 

in differing contextual backgrounds, have been identified by the epithet of 

'professional project' after the original work of Larson (Larson, 1977; Abbott, 

1988; Freidson, 1994: 2001). 

THE DEFENCE ACQUISITION ENVIRONMENT 

This requires an examination of the peculiar aspects of the defence acquisition 

environment. In many ways this is a reflection of the public sector with its 

bureaucracy and the need for public accountability, yet this is the same 

environment into which 'Smart Acquisition'is to bring its commercial ethos and 

approach. A key defining feature, however, of the public sector based defence 

environment is that if commercialism is not introduced optimally, then deaths 

could result, as the 'business of defence' is ultimately about being effective in 

operational scenarios (normally taken to mean warfighting). 
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DEFENCE ACQUISITION COMMUNITY 

The acquisition community can be seen as the enabling human resource who 
ensure that the linkages, within and between all areas of the defence acquisition 
environment, are effectively co-ordinated and performed. 

However, the acquisition community does not fall within discrete boundaries and 
within this loose coupling, crucial processes and important decision making, in 

respect of acquisition, are undertaken within a range of organisations; all of 
these can impact upon ultimate performance. Coordination and integration can 
enhance the potential for efficiency and effectiveness. In addition, these 

processes are designed to cover the lifetime of different types of equipment that 

are being acquired; these can frequently be in excess of twenty or thirty years. 

IMPETUS FOR CHANGE 

As there had been extensive and consistent criticism of poor performance of 

certain procured equipment, highlighting that costs had exceeded estimates and 
that many procurement projects were very late in being delivered into service, 

considerable time and commitment was devoted by the Ministry of Defence, with 
Cabinet support, to a review of existing procedures in order to introduce new 

processes and organisational structures under the Smart 

Procurement/ Acquisition philosophy. In May, 1998 the then Secretary of State 

for Defence said 
"... the Review looked at ways to exploit the 'Smart' tools - first the 
processes and then the- organisation. The two have been folded 
together to produce a comprehensive package of changes; what you 
can be sure of is that my objective in this Review is to produce robust 
and affordable defence into the next century. " 
(Robertson, 1998,10) 

The final element in delivering this 'robust and affordable defence'can be seen to 

be the personnel working within this acquisition environment - the acquisition 

community. It was appreciated that if these new approaches and philosophies 

were to be successful then there was a need for the people in the acquisition 

community to be suitably trained and developed. It was recognised from the 

introduction of the new approach that this would be necessary. Documentation 

supporting Smart Procurement/ Acquisition utilised the phrase "Smart 

Procurement requires Smart People. " (MoD, 1998b, 10- 1) 

Whilst this has been a laudable view, the types of people who undertake the 

various tasks within the acquisition community are, essentially, the same types 
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who undertook the tasks prior to the introduction of the new philosophy. 
Despite the introduction of a range of training programmes, such training has, 
arguably, and certainly initially, focused upon awareness of the new processes. 

This may be due to the acquisition community not being given (or not having 
gained) professional status. As indicated this is complicated by there being 
loosely defined boundaries for the population of this acquisition community and 
the population itself being somewhat transitory in nature. 

PROFESSIONALISATION OF THE ACQUISITION COMMUNITY 

Nonetheless, it may well transpire that what is happening is the 
professionalisation of this defence acquisition community. If this proves to be 
the case, then it is pertinent to analyse the inherent nature of this and what 
remains to be undertaken in order for the improvements in performance - the 

rationale for the introduction of Smart Acquisition - and the professionalism 
needed by the acquisition community. 

Arguably, many of the constituent elements of professionalisation are being 

currently developed. However, as yet there appears to be no underpinning 

educational basis to provide the knowledge and credentials that will not merely 

provide a career anchor but also the professionalism that will enable enhanced 

performance. 

This has been recognised in initial, and subsequent, official writings such as the 

Strategic Defence Review and Defence Training Review, where in respect of the 

acquisition community, statements such as the following, are commonplace: 
'We will ... encourage professional development... " 
"The development of professionalism is a central feature... " 
"... aims to create a highly committed well trained body of professional people" 
"... encouraged to gain professional qualifications... " 
'-professional recognition... " (MoD, 1998-2002, various). 

The acquisition community exists because the previously disparate tasks of 

specification, procurement and support have been brought together under the 

auspices of Smart Acquisition in order to deliver efficient and effective 

performance. This acquisition community encompasses a broad, complex range 

of occupations, with many functional experts and specialists involved. Some of 

these may already, in their own right, be seen as professions and these range 

from engineers to accountants, undertaking a plethora of technical and 
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commercial tasks. 
' rofession' (and p 
ýprofessionalismj. 

It is necessary therefore to consider what constitutes a 

associated semantics, such as 'professional' and 

PROFESSIONAL, PROFESIONALISM AND PROFESSIONAL 
KNOWLEDGE 

If the "idea of a profession is ... essentially a contested concept, " (Hoyle and John, 

1995: 1) it is pertinent to examine the key issues that underpin the idea of a 
'profession'. Historically, the traditional professions were those of medicine, law 

and divinity. Durkheim (1957) and Tawney (1920) saw the promotion of the 

influence of the 'professional' as not merely about financial reward but also 

about increased exposure to the critical gaze of colleagues within a profession, as 
the way forward for society. Whilst such a vision has not come about, there are 

many occupations that now claim to be a 'profession'. To be in a profession 

carries socio-political standing; hence, many will seek that standing and the 

accompanying economic reward. Since the 1960's the previously uncritical 

acceptance of the professions has been challenged. Bottery (1998) notes the 

central debate as being about expertise, altruism and autonomy - yet on this 

basis many occupations were, as Etzioni (1969) had previously argued, semi- 

professional. 

However, to fully explain the issues inherent in this, there is a need to analyse 

and contrast the notions of professionalism as a noun, with its connotations of 

autonomy, responsibility and credentialism, and professionalism as an adjective. 

Within the context of the public sector, these considerations have been given 

impetus by the 'Contracting Weýfare State' (Bottery, 1998: 4). Collins (1990) 

argues the need to look beyond the traits of professionalism and examine also 

the aspect of 'occupational closure' that allows individuals the validation of 

others to practice in their 'professions' (and thus increase income). Considerable 

legislation has allowed greater competition for 'professional' services, notably 

manifest in the need for greater economy, efficiency and effectiveness. For the 

UK government, with the New Public Management it has been increasingly 

difficult to sustain professional services whilst at the same time there are major 

pressures to be prudent in public expenditure. This brings a need for 

professional managers and professional experts. This is particularly the case in 

respect of defence acquisition and must inevitably consider the notion of 

professionality within this context. 
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Traditionally, professions and professionalism are built upon autonomy, 
responsibility and knowledge, with knowledge itself being the basis for 

autonomy and responsibility. This is supported by the 'rational technical' 
(Schon, 1983) model of professional practice. Further, knowledge itself may be 
deemed to be propositional, procedural or personal in nature (Eraut, 1994). 
Crucially, knowledge production has evolved and changed over the last fifteen 

years. As the pace of technology has advanced, and in line with globalisation 
and the search for commercial competitive advantage through contracting out 
and supply chain management, so too has knowledge production emerged from 

traditional, disciplinary based, primarily cognitive modes to a transdisciplinary, 

more broadly based social and economic contextual base (Gibbons et al, 1994). 

All of these aspects can be clearly identified within the defence acquisition 

community. 

The argument of the study is that professional work in defence acquisition is 

being transformed in the workplace, with debureacratising, greater autonomy, 

more flexibility in decision making, flatter hierarchical structures and emphasis 

upon collaborative relationships and outsourcing, all having a profound effect 

upon the way in which those in the defence acquisition community see 

themselves. The aspirations of this occupational group are the enhancement of 

their professional prerogative (knowledge, autonorny and responsibility), 
legitimising their professional domain and defending their competitive interests 

in respect of professional practice. 

Hence, this dissertation has the following primary aims: 

To explicate the concept, nature and role of professionalism as may be 

applicable within the defence acquisition community 

To analyse the essential features of professional knowledge that underpin 

professionalism within the defence acquisition community 

And the secondary aim: 

* To delineate a framework that may enable professional knowledge to be 

developed to assist in enhancing professionalism within the defence 

acquisition community 

RESEARCH QUESTIONS 

Having provided the background and contextual setting, identified that change is 

taking place and indicated the nascent professional project, the achievement of 

these aims requires the formation of relevant research questions that will allow 
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an informed perspective in contemplating, comprehending and enabling 
professionalisation of the acquisition community. 

These questions are: 

e What is the nature and character of the biography of those in (or aspiring 
to) senior acquisition appointments? 

* What conceptions do they hold of being professional? 

* What perceptions do they have about how they (and people aspiring to 

senior positions could) obtain their knowledge? 

* How do they foresee their development as professionals? 

SUMMARY OF RESEARCH DESIGN 

Extensive quantitatively based research into competences has already been 

undertaken within the MoD to enable insight into the skills that are required of 
those personnel working within the defence acquisition environment. Hence, in 

order to provide relevant understanding of professionalism and professional 
knowledge within the acquisition community, the phenomenological research 

paradigm has been utilised in order to provide rich data that was complementary 

to that research already undertaken and noted earlier. Such an approach is 

concerned with the perspectives of those actually engaged within the acquisition 

community and specifically those who can be identified as having reached, or 

with aspirations towards, more senior positions within the area. The research 

seeks an understanding of the perceptions that defence acquisition professionals 

themselves hold. From this, meaning can be discerned and informed decision 

making can be enabled, in respect of the context in which they are involved 

(Burrell and Morgan, 1979). This provides a view of the reality of the defence 

acquisition professional, 
"... in the form of multiple, intangible constructions, socially and 

experientially based, local and specific in nature ... and dependent for 
their form and content on the individual persons or groups holding the 

constructions. " 
(Guba and Lincoln, 1994: 110-111) 

The qualitative methodology will be focused upon the research questions that 

will seek to develop key issues of: 

individual background biography; 

individual concepts of professionalism and professionality; 

individual knowledge, how it is gained and its impact upon procedures, 

processes and actions, 
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e followed by an individual perspective of future development within defence 
acquisition. 

After initial research and piloting, a number of focused informant interviews 

were undertaken with those defence community personnel who were at, or 
aspiring to, the pinnacle of defence acquisition positions. It is their perspectives 
that provide the basis of interpretation of the professional project that can be 
discerned in this contextual setting. 

STRUCTURE OF THE DISSERTATION 

With this in mind the dissertation is presented in eight chapters. Following this 
introduction, Chapter Two provides an overview of the nature of change in the 
defence acquisition environment. Chapter Three develops contextual issues 

including relevant literature, whilst Chapter Four considers concepts pertaining 
to profession and its associated semantics and examines professional knowledge 

and how it is gained. A discussion of relevant research methodology follows in 

Chapter Five, with the research- findings being considered, in respect of each 

research question, in Chapter Six. Chapter Seven brings relevant aspects from 

the literature together with the findings from the research. Conclusions and 

recommendations are noted in Chapter Eight. 

SUMMARY 

Socio-economic and political imperatives have brought change to the defence 

acquisition environment and this hag impacted on the acquisition community. 

This study considers that commercialism and the pressure to utilise 'best 

practice' that underpin the Smart Acquisition philosophy, require legitimisation 

of professional prerogative and practice on the part of personnel within that 

community. This could be seen as a professional project, in line with the views 

of Larson (1977), Freidson (1994) and Abbott (1988). To achieve the stated aims 

will require an analysis of both the essential features of professional knowledge 

and the way in which professionalism can be enhanced and this will be 

undertaken through interpretively based research focusing upon key informants 

within the acquisition community. To take this further will require an insight 

into the contextual setting of defence acquisition. 
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CHAPTER TWO 
THE UK DEFENCE ACQUISITION ENVIRONMENT 

"To wage war, you needfirst of all money; second you need money, and third, you also need money" 
(Prince Montecuccoli) 

PREAMBLE 

In order to explicate the concept, nature and role of professionalism and to 

analyse the essential features of professional knowledge, this chapter provides 
the background and context for the defence acquisition environment, identifying 

the failures of the old approach and the aims and features of the new Smart 

Acquisition philosophy. It highlights the need to Work together', the central role 

of Integrated Project Teams and the need to develop a new organisational culture 
that takes a more commercial perspective to acquisition despite the Ministry of 
Defence being grounded in the public sector. 

BACKGROUND 

The end of the Cold War meant that the threat of a major confrontation between 

the superpowers and their alliance blocs had dissolved. As a result two major 

UK defence reviews were conducted during the 1990's. 'Options for Change'in 

the early 1990's was followed by the 'Strategic Defence Review' (SDR), in 1998. 

Both recognised that the crises that could affect British security were likely to 

happen anywhere in the world and that UK armed forces were likely to be 

involved in wider security interests and operations that include what are now 

known as 'Peace Support Operations. " 

The main threats to British security have changed significantly and are likely to 

occur on the periphery of Europe or well outside it. Such a change in emphasis 

has meant that UK armed forces have had to have strategic mobility. 2 After 

more than two decades of concentrating on supporting 'in-place' forces to meet a 

Warsaw Pact onslaught this aspect of modern warfare had (with a few notable 

exceptions) become alien to British defence policy. This has been exacerbated by 

the events of 1 lth September 2002, when aeroplanes were hijacked and flown 

into the twin towers of the World Trade Centre in New York. This heralded 

recognition of the immense challenges, not least in specif-ýing, procuring and 

maintaining (acquisition) equipment and services required in undertaking 

asymmetric warfare (Bellamy, in Holmes, 200 1). 

1 (e. g. disaster relief, handling refugees, riot control, counter terrorism and conflict prevention as well as low 

to medium intensity warfare such as counter insurgency, coalition warfare and amphibious operations). 
2 The ability to move forces to meet any perceived threat or to provide a show of force as a deterrent. 
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CONTEXT 

The end of the Cold War resulted in a huge reduction in the amount of resources 
that are spent on defence, as successive Governments have sought a 'peace 
dividend' and transferred resources away from defence to other areas of the 
public sector. This has led to a situation where the numbers of deployments 
that UK armed forces have had to undertake have increased dramatically but the 
resources with which to undertake them have decreased (Kirkpatrick, 1999; 
Anthony, 2000; Hartley, 1997). 

After trying for many years to come to terms with a mismatch between 

commitments and resources Plus a number of acquisition reforms which seemed 
to have had little effect in improving the cost of specifying, procuring and 
maintaining new equipment and the time taken to come into service, the 
Ministry of Defence announced that as part of SDR it was introducing the 'Smart 

Procurement Initiative'. 

This created the Defence Procurement Agency (DPA) and a single tri-service 

organisation known as the Defence Logistics Organisation (DLO). Added to this 

there was a new emphasis upon the Ministry of Defence (the armed forces and 

relevant civil service support collectively) adopting many of the concepts adhered 

to by 'best practice' commercial organisations since the 1970s. The MoD now 
found itself in a similar position to many commercial organisations at the start of 

the recession of the 1970s, when commercial organisations started to adopt what 

were then known as 'Just In Time' philosophies, in order to maintain profitability 

and commercial advantage (Moore and Antill, 1999). SDR was preceded by 

reforms introduced by Sir Peter Levene as Chief of Defence Procurement (CDP) in 

thel980's, which looked at value for money in defence procurement with an 

emphasis on competition (Levene, 1987). This theme of 'competition' is a 

recurring one that dates from the new Conservative government of the early 

1980's and has driven much of the changes to public sector expenditure, and 

thus acquisition, from the mid 1980's right through to the present time. Hence, 

even though governments have come and gone, public sector policies continued 

to seek competitive means of gaining improved efficiencies, (for example the 

Private Finance Initiative) against a background of budgets that were constantly 

being decreased (Bottery, 1994; Schofield, 1995; Kirkpatrick, 1999). 

Nevertheless, the experience (for commercial organisations) of contracting with 

the MoD had remained markedly unchanged. The culture (until recently) had 

remained steadfastly similar, characterised by, 
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"... an excess of bureaucracy, slow decision-making and a belief that 
procedure (rather than innovation or judgement) would deliver value for- 
money. " (Boyce, 2000,1) 

This was always justified by the explanation that such features are a necessity in 

order to provide, (or as a result oý, ýpublic accountability'. However, rigidly 
following procedures would constantly result in disappointment and criticism 
from the National Audit Office (NAO) in its regular reviewing of MoD major 

projects due to the seemingly unending problems (delay, poor performance and 

cost overruns) and frustration at the intractability of such problems. 

Commercial organisations agreed with these and supported the need for change 

as delays and cost overruns both before a contract is awarded3 and after it is 

awarded4severely compromise a defence acquisition project (Boyce, 2000). 

FAILURES OF THE 'OLD' APPROACH 

The system was failing because there was no clear, single customer within the 

MoD and the system was effectively broken up into a number of separate phases 

(such as defining the requirement, researching potential technology, 

management of the project and supporting the project once it was in-service) 

that were managed separately within the MoD making an effective integrated 

through-life management approach impossible (Taylor, 1998; Norriss, 1999; 

Kirkpatrick, 1999; Kincaid, 1997; 1999). Other key problems were: 

e Insufficient resources being made available in the early stages of the 

procurement project, meaning that important decisions had to be made 

with inadequate information and understanding of the risks involved 

(often resulting in a need for greater expenditure later). 

Inflexible procedures (not recognising differing strategies and tasks) 

Inadequate delegation of authority 

Cumbersome expenditure approval process 

* Ineffective incentives available to the stakeholders 

Innovative contracting solutions that could have led to improvements were 

discouraged as they fell outside of the bureaucratic rigidity of procedural 

guidelines (MoD, 1998; Kirkpatrick, 1999; Boyce, 2000; Kincaid, 2002). 

These criticisms effectively undermined procedure and policy that had been in 

place for over a quarter of a century. With so many agencies and individuals 

(increased bidding costs, difficulties in forming and maintaining engineering teams, difficulties in keeping 

projects and proposals up to date, problems of affordability and project / capability uncertainty) 
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involved with the procedures and processes before, let alone after, the letting of a 
contract, there were problems with communication, coordination and 
coherence. 5 The old functionally based approach which contained disparate 

processes, insufficient resources at an early stage, a lack of flexibility and 
inadequate delegation made it very difficult for the commý. -rcial sector to know 
how best to deal, and communicate, with the MoD as a customer. A wide variety 
of personnel would interact with each other at differing levels often with 
divergent results, inevitably impairing ultimate performance (Boyce, 2000). 

THE NEW APPROACH: SMART ACQUISITION 

The Smart Acquisition philosophy is intended to: 

9 deliver projects within approved time, cost and performance parameters, 

* utilise an approach that acquires military capability in a progressive way, 

at lower risk and with the optimisation of 'trade-offs' between military 

capability, time and through-life cost, 

9 reduce the time taken for new technology to reach the frontline where it is 

needed to secure military advantage and industrial competitiveness (MoD, 

2002a). 

A subject as functionally diverse and as complex as defence acquisition needs a 

suitable organisational structure, the ability to manage corporate knowledge and 

the retention of a suitable skills mix. Within the new philosophy a more 

coordinated and focused approach that achieves this can be enabled. It is 

predicated upon a matrix based Integrated Project Team (IPT) structure that cuts 

across functional boundaries and focuses upon processes. The overall strategy 

leading to relevant processes and organisation is over page. (Figure 1) 

4 (increased costs, damage to profitability and its impact on fature investment and bidding plans) 
5 (some of the organisations were: the service user, Operational Requirements branch, sponsors, scientific 

advisor, scrutinisers, budget holders, research establishments, test and trials establishments, policy advisors, 
legal advisors, accountants and the Contracts Branch - and this only represents officials within the MoD). 
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The capability to 
accept different 
strategies for 
different 
procurements 
A more flexible 
approach 

A greater degree of 
oDenness 

A revised front-end 
process 

Streamlined 
approvals and 
oversight 

Integrated Project 
Teams 

Incentives (positive 
and negative) that 
are more effective 

Clearly defined 
customers within the 
MoD 

A restructured 
acquisition organisation 

Professional, 
recognised, competent 
personnel 

Figure 1: Overall Strategy leading to relevant Processes and Organisation (Adapted from Boyce, 
2000) 

Culture 
In order to be successful the culture of both the MoD and industry (the defence 

acquisition environment) must adapt to the new philosophies and practices. It 

has been suggested (Boyce, 2000; Kirkpatrick, 1999; Kincaid, 2002) that those 

who are likely to make the most effective contribution to Smart Acquisition share 

the following beliefs and values: 

An understanding of the customer and the customer's needs. 

A commitment to deliver a strong level of performance as a result of effective 

project management and monitoring a project's progress against a set of 

agreed target milestones. 

A desire to work closely with fellow team members, valuing the diversity 

within the team and understanding the different roles and contributions of 

colleagues. 

A willingness to share ideas, thoughts and data and to overcome problems 

when they occur. 

A commitment to challenge conventions, rules, procedures and dogma and 

not hide behind the rules when it is convenient and be satisfied with taken- 

for-granted performance standards. 

These cultural issues pose a considerable challenge to the successful and 

sustained development of this new approach for defence acquisition. In effect, 

following the similar changes that have been introduced into areas of both 
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private and public sector organisational life, there is a requirement to 're- 

engineer' business processes (Christopher, 1999: Hines and Taylor, 2000; Baily 

et al, 2004). This has not proved easy within the private sector generally but 
has been particularly difficult in the public sector. For the Ministry of Defence 

many civil service personnel were brought up in a culture that emphasised the 

compliance with procedure rather than the conviction that the customer's needs 
come first, whilst the culture of the armed forces personnel is one of hierarchy 

and acceptance of orders rather than questioning of activities or reasoning of 
decisions (Kincaid, 1999; 2002). 

Working Together 
Further, teamworking is a challenge with which the new acquisition structures 
have had to cope. Tensions between various parts of the MoD structure have 

existed in the past that were caused by conflicting interests, differing agendas, 

misunderstanding and 'blame avoidance'. However, not only have teams been 

set up with personnel from different areas of the MoD but with contractors 
included within the teams. Previously, the MoUs role was to monitor contractor 

performance but not interfere ('eyes on, hands off) so as to preserve the integrity 

of the contract (Varley, 1999). 

The sharing of ideas, thoughts and data has caused problems for some key 

players. Industry has always been reluctant to share ideas with the MoD due to 

concerns over intellectual property rights. The MoD has been reluctant as it 

fea-rs that it might, de facto, gain the responsibility for taking decisions that are 

considered to be in, the contractor's sphere. Individual companies have been 

reluctant to share information with each other on the same project due to the 

fear of relinquishing any competitive advantage. It is a serious challenge for 

personnel involved in this area and one that can only be overcome with suitable 

developmental programmes as it directly contradicts the very nature of the Civil 

Service ethos that has been allowed to evolve over centuries. 

THE INTEGRATED PROJECT TEAM (IPT) 

The role of the IPT is central to the success of Smart Acquisition, is Widely drawn 

and has a wide area of responsibility. The ethos behind the IPT is that it focuses 

on the whole-life management of a project. Membership of the IPT draws in 

many stakeholders, bringing together large numbers of highly skilled, highly 

trained and motivated personnel who focus upon the management of 
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achievement and not procedure (Howe, 1999; Spellar, 1999; Kincaid, 2002). 
IPT's are intended to focus on the management of projects from commencement 
to completion (including disposal). This whole-life approach allows effective 
performance in the overall delivery of an acquisition project (MoD, 2002a; 2004). 
In order to manage each project effectively the skills (of the people within the 
team) necessary to accomplish this, range from requirements management 
through project management, engineering and technical skills to equipment 
support. In most cases, the balance of skills available to the IPT will shift as the 
demands upon it change in relation to the stage of the project, bearing in mind 
that the lifetime of a project may be decades. 

SUMMARY 

The need for change, due to poor performance of equipment that was coming 
into service and the late delivery and extent of cost overruns of such equipment, 

coupled with the pressures for greater efficiencies and economies within the 

public sector generally, under the New Public Management, resulted in the 

MoD's Smart Acquisition philosophy. This was intended to overcome the various 
failings of the old approach, including inflexible procedures, inadequate 

delegation of authority and discouragement of innovative solutions which were 

often blamed on the rigidity of public sector bureaucracy. The new approach, 

requiring a new cultural perspective, built upon working together through the 

pri-mary integrating feature of Integrated Project Teams, was to ensure 

efficiencies through effective communication, coordination and coherence, 

developed from commercial best practice, with an emphasis upon boundary 

spanning team work, innovation and challenges to long held conventions. 

Having provided the broad background and contextual setting, it is necessary to 

focus upon the acquisition community. 
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CHAPTER THREE 
THE ACQUISITION COMMUNITY AND TRANSFORMATION: 

THE MOVEMENT TOWARDS PROPESSIONALISATION 

'There is nothing more difficult to take in hand, more perilous to conduct, or more uncertain of success than to take the lead in the introduction of a new order of things" 
Machiavelli, 'rhe Prince, ' 1640 

PREAMBLE 

Appreciation of the Acquisition Community and the transformation of the 
community, will enable a focus from which the aim of this research can be 
achieved. Thus, this chapter develops the importance of the people working 
together across functional and organisational boundaries within Integrated 
Project Teams and elaborates upon the contextual setting, identifying and 
clarifying the composition of the acquisition environment and focusing down 

upon the acquisition community. It notes the recently introduced people 
development strategies, which can be seen as indicative of the evolving 
professional project. It also sets the strategy for transformation in the context of 
commercial and academic approaches that are associated with Supply Chain 
Management. 

'SMART PEOPLE' 

It has been stated that to make Smart Acquisition work there was a need for 

'Smart People' (MoD, 1998b, 10- 1). These smart people would predominantly be 

those people who, at that time, were already in the acquisition community and 

those who would be entering it over the coming years; they would consist of civil 

servants and serving military officers, plus some in the commercial organisations 

that supply the MoD. 

In essence the acquisition environment encompasses those who consider the 

capability required of the armed forces (specification), those involved in 

converting the specification, or requirement, into tangible equipment, goods, 

supplies and services (procurement), and those involved in ensuring that such 

equipment is supported with supplies, goods, services, maintenance etc (support) 

as shown in Figure 2. 

The Acquisition Environment Structure 

The specification element can be classified as Customer One, whilst the support 

element and ultimate user can be classified as Customer Two. The link between 

these differing classifications of customers is the procurement element. 
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Additionally at each stage there will be the involvement of, and relationships 
with, a range of commercial organisations (from small and medium enterprises 
to large multi national private and publicly owned businesses). 

CUSTOMER ONE 

DEFENCE PROCUREMENT 
AGENCY(DPA) 

EQUIPMENT 
CAPABILITY 

(EC) 

(SPECLFICATION) 

(PROCUREMENT) 

DEFENCE COMMERCIAL 
INDUSTRIAL BASE 

(CONTRACTORS AND SUPPLIERS) 

Figure 2: The Defence Acquisition Environment Structure. (Author) 

CUSTOMER 
TWO 

DEFENCE 
LOGISTICS 

ORGANISATION 
(DLO)/ 

FRONT LINE 
COMMANDS 

(SUPPORT) 

'ký 

Customer One (specification) broadly equates to Equipment Capability, 

Customer Two to the Defence Logistics Organisation and Front Line 

Commands (support), and the link between them as the Defence Procurement 

Agency (procurement). The Defence Industrial Base (commercial 

organisations) can be involved, to a lesser or greater extent, in all areas. 

Occupational Focus - Transformation of the Acquisition Community 

The totality of those directly involved with the activities of specýtfzcation, 

procurement and support would encompass many whose occupation may be such 

that they would still not consider themselves in acquisition, for example 

administrative staff and those only occasionally asked to input to acquisition 

related decision making. However, a suitable focus may be found in those who 

are members of Integrated Project Teams, in either the DPA or DLO, or in the EC 

area. 

If the IPT is the key organisational element within the Smart Acquisition 

philosophy, then the fundamentaZ enabler will be to have people within these 

teams who will ultimately deliver the new culture and the expected performance 

enhancements. 
"The Smart Procurement Initiative will not succeed unless we change 
the culture and our people respond to the circumstances we create for 

them.... it is vital that we get the very best from our people ... we need to 
become more flexible, responsive and receptive to new ideas. We need 
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to depend less upon rulebooks or precedent and more on judgement and 
experience. " (Spellar, 1999,17) 

This indicates the seriousness with which the need to gain knowledge in respect 
of the new approach was taken and is derived from the accompanying 
documentation, noted earlier, that talks of professional people, professional 
development, professional recognition and professionalism (MoD, 1998; 

MoD, 2000; MoD, 2004). It also indicates the influence of New Public 

Management on the MoD, which essentially rests upon moving the ways of 

undertaking business away from the constant need to comply with "procedural 

rules" towards "getting results" (Hood, 1991,129). This has meant challenges 
for the established personnel in that the old approaches and semantics are 

moving from terminology such as 'accountability' and 'responsive'to 'innovative', 

'risk taking' and 'empowerment' (Laffin, 1998, Lawton and Rose, 1994, Bottery, 

1998). All of this is echoed in comments by the then Chief of Defence 

Procurement, 
"... the key to success will be to understand the nature of the cultural 
change required and to give our people the tools and training to enable 
them to embrace it ... we shall need to develop new attitudes of mind and 
new skills. I have made provision for the training necessary to develop 

an acquisition stream with personnel developed throughout their career 
to match demands of our new working practices. " (Walmsley, 1998,92) 

Movement towards Professionalisation 

Subsequently, in 200 1, the Acquisition Stream (AS) was launched, with the aim 

of, 
"creating a highly committed, well trained and skilled body of 
professional people in Acquisition and to provide military and civilian 
staff with a common set of values and a framework within which to 
develop their skills and competences. " (MoD, 200 1 A, 22) 

It was recognition that, 

"... success depends on our people. Central to that success is training 

and development ... that is why we are introducing the Acquisition 

Stream. " 
(MoD, 200 1b, 8) 

The Acquisition Stream is primarily an Optional self development scheme that 

offers individuals the opportunity to enhance their functional and behavioural 

competences. The Acquisition Stream covers 1200 people and is intended as a 

"career anchor" for those in acquisition and recognises that, sustaining Smart 

Acquisition places an emphasis on the development, training and sustaining of 

people in acquisition. (MoD, 2002a; 2002 b; 2004) 

There is another key arrangement that adds to this burgeoning acquisition 

community. In 2001 the Acquisition Leadership Development Scheme 
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(ALDS) was introduced. It is a selective scheme whose aim is to develop existing 
and future leaders in Acquisition (MoD, 2002a; 2004). As such it could be seen 
as the pinnacle of the acquisition community, in that these are the people 
selected and groomed for key leadership positions within the acquisition 
environment, notably IPT Leaders. It is structured, utilising varied 
epistemological approaches, including a 'learning log', learning sets', mentoring 
and formal training sessions. There are around 450 people within the Acquisition 
Leadership Development Scheme. 

Complementary Initiatives 

a) Defence Training Review 
Specific initiatives impact upon the acquisition community, although they are 
not intended for acquisition personnel alone. The Strategic Defence Review 

(SDR) included a 'policy for people' which promoted the introduction of new 
training and education initiatives linked to the government's wider proposals for 

the learning age. This provided the catalyst for the Defence Training Review 

(DTR) which highlighted the need for rationalisation of training and education 
through integration across the MoD. The increased regularity of expeditionary 

operations and the move towards high technology battlespace presents a 

significant challenge and a demanding step change in education and training to 

assist in understanding that the business of defence requires closer relationship 

and interaction between the business space and the battle space (as shown in 

FigUre 3). 

Permanent International 
Joint HQ 

ECC SUDT)liers 

High Technology DPA 
DLO 

Operations (IPT) LTK Defence 

Front Line Industry 

Corninands Suppliers 

Cornrnercialism encroaching into Battlespace 

Figure 3: High Technology Operations and Increasing Commercialism linking the Defence Battle Space 

and the Defence Business Space. (Author) 
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The DTR is viewed as a medium for this and was introduced as a 
"comprehensive and wide ranging examination of individual education 
and training... the aim will be to consider how education and training 
can, most effectively, meet the department's requirements... " (MoD, 
2001a, 5) 

The DTR also proposed a 
"... formally accredited acquisition diploma. " (MoD, 2001a, 35) 

This would be focused upon people with senior management potential. 

b) Review of Officers Career Courses (ROCC) 
This was undertaken in parallel with the DTR and examined the future training 
and education needs of Army officers. A fundamental outcome was that 
postgraduate education would be available for all above a certain rank. 

c) Supporting 'People' Strategies 

The ethos underpinning these initiatives has been further highlighted in the 
strategy documents of the two organisations containing the largest concentration 
of the acquisition community, the DPA and the DLO. In the former, statements 
such as the importance of 

the right people in the right jobs, each feeling that they have the 

opportunity to develop their skills and deploy them to best effect" (MoD, 

2002bý 1), and "enhancing performance assessment, reward and 

recognition processes ... improving the effectiveness of our training, 

education and development initiatives, " (MoD, 2002b, 6) 

indicate that professionalisation is gaining impetus. This sentiment is 

articulated further under specific 'People Strategy' statements that identify the 

commitment of management and staff to acquiring skills and competences 

through both the Acquisition Stream and the Acquisition Leadership 

Development Scheme. In the DLO's Strategic Plan there are specific references 

to developing skilled and motivated members of relevant teams, as shown in the 

stated aim: 
"To enhance the knowledge, skills, attributes and behaviour of the 

workforce to deliver the transformation required to meet current and 

future business needs. " (MoD, 2002c, 6) 

BUSINESS ENVIRONMENT AND ORGANISATIONAL CHANGE 

The Acquisition Community operates within the rapidly changing global business 

environment (Egan and McKeirnan, 1994: Joyce, 2000). Business organisations 

have had to seek improvements in productivity, reductions in costs, and 

20 



improvement in quality. Concurrently, organisational hierarchies have become 
flatter with a move from analytical and numeric decision making to decision 

making by exploration and creativity (Barnett, 1997; Earl, 1998). The 
importance and use of technology is growing apace, with the need to manage 
complexity coming to the fore. The complexities and the forces exerted upon the 
business environment are shown diagrammatically in Figure 4. 

Constantly 
changing 
requirements 

Increasing 
complexity 
of products 

IT as the 
demand force 
for change 

Move to electronically 
managed information 

Extended system lifee 
cycles 

Longer 
acquisitions 

Global 
nature of 
marketplace 
& greater 
international 
com-Detition 

Multiple prime 
contractor 
teams/alliance 

Figure 4: The Business Environment: Forces exerted on an Organisation. (Egan and McKelrnan, 1994) 

SUPPLY CHAIN MANAGEMENT 

In responding to these challenges, one of the most significant commercial 

business trends of the late 20th century has been the recognition of Supply 

Chain Management as an approach that enables maximisation of value and 

minimisation of cost leading to competitive advantage in the global market place 

(Lamming, 1993; Saunders, 1997; Christopher, 1999; Baily et al, 2004). 

The essence of supply chain management is that of considering each activity or 

function in a chain, so that one is a supplier to the next (the customer). Thus a 

chain of supply (linking customers and suppliers) is established. This supply 

chain can be internal to an organisation (linking activities and functions) or 
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external - linking a number of organisations (Saunders, 1997; Gattorna, 1998; 
Baily et al, 2004). 

Three relevant aspects are discernable: 

a) Nomenclature 

Supply Chain Management is an inclusive title that incorporates many of what 
were previously separate functions or activities such as specification, 
procurement and support. This correlates with Acquisition, which seeks to 
identify the holistic nature of these processes. 

b) Boundary spanning; integrative nature 
In respect of an internal supply chain, customers and suppliers (functions or 
activities) must interact with each other for the common organisational good 
and/or (in the public sector) national interest and maximisation of value for 

money. As regards the external supply chain, organisations have to interact 

with each other in order for them to undertake their commercial business. Just 

as there is a chain of customers and suppliers within an organisation, so too is 

there a chain of external organisations that work with each other for mutual 
benefit (Lamming, 1993; Macbeth and Ferguson, 1994; Boyson et al, 1999; 

Carter and Jessop, 2004). 

This integration of previously separated activities has its origin in the work of 

Porter (1980) on value chains, and in the Japanese manufacturing philosophies 

of Just In Time and Total Quality Management (Schonberger, 1982; Womack et 

al, 1990). Prior to this, it had been customary for commercial organisations to 

manage such activities on an individually discrete basis as if they had no impact 

upon subsequent activities. As this has became more and more successful, 

more organisations have adopted, or at least adapted, this approach which, 

although developed from the earlier origins noted above, has increasingly become 

known as lean and/or agile management thinking (Womack and Jones, 1996; 

Christopher, 1999; Hines and Taylor, 2000). Again, this has resonance with the 

pubhc sector based MoD. 

c) Culture Change - Focus upon 'Customer' 

This emphasis upon customer and supplier has required considerable cultural 

change. The importance is upon satisfying the needs of the customer at each 

stage of the supply chain and as such this customer focus has become a prime 

driver for change (Chadwick and Rajagopal, 1995). This has in turn necessitated 

a transformation as organisations seek inter- connectivity between processes, 
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within and across, organisational boundaries. The aim of such supply chains is 
to deliver goods or services to the customer at the lowest possible cost, or at 
greatest added value, as is noted by Ellram and Carr's, 

44 ... network of firms interacting to deliver product or service to the end 
customer... ". (Ellram and Carr, 1994,15) 

Again, Smart Acquisition, having refocused and emphasised satisfaction of 
customer needs there is considerable alignment between strategic approaches of 
commercial organisations and the MoD's increasingly commercialised business 

space (and which is encroaching into its battlespace). 

WORKING TOGETHER - TEAMS 

Peters and Waterman (1982) stress the importance of teams in achieving 
customer focused project success. He indicates that leadership of teams is 

central to the care of customers and that the leader has responsibility to ensure 
that customer focused values are inculcated within the team; a view echoed by 

Schonberger (1982). Through working effectively as a team, people can achieve 

more than as a group of individuals (Hutchins, 1995; Mullins, 2002). Supply 

Chain Management brings together customers and suppliers in a holistic, total 

process perspective and Christopher (1999) recognises the extended enterprise as 
being more than a team, whilst Lamming (1983) talks of a network of 

relationships. Hence to gain maximum benefit by harnessing the creative and 

innovative power of people, in order to bring customer focus across the supply 

chain, it may be that a solution lies in motivating people to work together in a 

manner that transcends all boundaries. If working together in such a way could 

be achieved, it might be possible to bridge knowledge gaps, enabling more 

effective performance and satisfying customers at all levels. 

WORKING TOGETHER - PEOPLE 

Organisations become interconnected in order to do business, to produce 

outputs of goods and/or services. In doing this they form commercial 

relationships. For this relationship to be effective, and of benefit to both 

customer and supplier, the customer must not merely provide details of 

requirements; the supplier must understand and interpret these requirements as 

if a part of the customer's mindset (Poirer and Reiter, 1996; Bumes and Dale, 

1998; Moore, 1999). This requires considerable cultural change and learning 

about new concepts, philosophies and processes. Yet organisations are not 
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animate objects, they are social entities; it is the people within them, operating 
across functional and organisational boundaries, who will have to learn. 

ORGANISATIONS AND PEOPLE - LEARNING 

Organisations, have had to adapt to survive; they accept that to remain 
competitive requires employees with the right skills, attitudes, behaviours, and 
knowledge (Mullins, 2002). A similar situation pertains in the public sector 

albeit in respect of value for money rather than competitive position. Cheatle 

(200 1) argues that this can only be achieved through effective education, training 

and developmental strategies which, together, demonstrate a serious 

commitment to investment in both individual and corporate learning. Echoing 

commercial organisations, this is no less so for the Acquisition Community. 

SUMMARY 

The MoD has recognised the need to develop people in terms of strategic change, 

hence the slogan 'Smart People. ' Strategies include the introduction of the 

Acquisition Stream and the Acquisition Leadership Development Scheme. In 

bringing commercial best practice to the community the essential integrating 

feature of customer- supplier relationships, in the context of supply chain 

management (with its affinity to acquisition) was identified. Fundamental to this 

is the inter- discipline, cross functional and organisational spanning perspective 

that requires previously disparate entities to integrate. Hence, in adapting to 

pressures for change, a number of strategies for the enhancement of people in 

the acquisition community have been introduced, and as such there is 

demonstrable commitment to individual and corporate learning. This could be 

viewed as a nascent professional project and will have to be developed a-round 

boundary spanning activities. Having provided the challenging contextual 

setting, further development of relevant aspects, necessary to achieve the aims, 

can be developed. 
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CHAPTER FOUR 
PROFESSIONS, PROFESSIONALISM, 

PROFESSIONALISATION AND PROFESSIONAL KNOWLEDGE 

"All professions are conspiracies against the laity" 
George Bernard Shaw 

PREAMBLE 

Achievement of stated aims is predicated upon an understanding of relevant 
aspects, therefore this chapter discusses the nature and concept of 'profession' 

and semantic derivatives such as 'professional, ' 'professionalism' and 
'professionality. ' In view of the initiatives being taken and the processes thus 

commenced, it considers the constituent features of professionalisation, or what 
in this unique contextual setting could be seen as a 'professional project. ' As 

such it notes particularly the relevance of the work of Larson (1977), Abbott 
(1988) and Freidson (1994; 2001) in this contextual setting. The core trait of 
professional knowledge is discussed with a focus upon the views of Schon (1983; 

1987), Eraut (1994) and Gibbons et al (1994). An examination of, and 

correlation between, education, training and experience, as the means of gaining 

professional knowledge, is undertaken. Aspects of individual biography and the 

cultural environment in which individuals act, and interact, are considered. 

THE CONCEPT OF PROFESSION AND BEING PROFESSIONAL 

The concept of 'profession' and that of being 'professional' are highly valued in 

modern society. To be 'professional' indicates status and grants distinction to 

how an -individual is perceived. That professions and professionals are 

important to modern society is emphasised by Schon: 

"The professions have become essential to the very functioning of our 
society. We conduct society's principal business through professionals 
specially trained to carry out that business, whether it be making war 
and defending the nation, educating our children, diagnosing and curing 
disease, judging and punishing those who violate the law, settling 
disputes, managing industry and business, designing and constructing 
buildings, helping those who for one reason or another are unable to fend 
for themselves. Our principal formal institutions - schools, hospitals, 

government agencies, courts of law, armies - are arenas for the exercise 
of professional activity. We look to professionals for the definition and 
solution of our problems and it is through them that we strive for social 

progress. " (Schon. 1987,3) 

However, there are considerable semantic issues in respect of the word 

'profession' and its various derivatives such as 'professional' and 

'professionalism. ' Further, the meaning of the same word can be perceived 

differently. 'Professional' can mean belonging to a 'profession' or it can mean 
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undertaking a task, activity or function, in a particular manner, i. e. used 
denotively or connotatively. 

The concept of profession causes much discussion amongst theorists; 
44 ... even the way in which it is theorised is contested. " (Freidson, 1994, 
14) 

In the context of this work there is a need to appreciate the connotations 
to such words, as this will assist in explaining subsequent derivatives 

such as 'professionality' and in particular 'professionalisation. ' 

Whilst there is no absolute definition of 'profession' upon which there is total 

agreement, it is possible to acknowledge a number of aspects which are 
fundamental to any consideration of the topic (Johnson, 1972; Bucher and 
Stelling, 1977; Rossides, 1998). These need to be set, briefly, within a historical 

context that identifies a complex and changing concept that has had, and could 

continue to have, profound effects upon societal perceptions, individual 

motivation and organisational business performance. 

Status and Occupational Professions 

By the eighteenth century there were three professions, law, medicine and the 

clergy. These could be viewed as normative, in the case of law and the clergy and 

scientific in the case of medicine (Halliday, 1985). These have been called "status 

professions' as opposed to the later, more recently emerging, 'occupational 

professions' (Elliot, 1972,32). With the industrial revolution, new groups of 

professions arose, which were either science based or which used intellectual 

techniques as part of their stock in trade; such 'new professions' included 

engineers and architects. Such occupations straddle the normative/ scientific 

divide and have a syncretic epistemological foundation. The military have been 

noted as an example of such a profession (Halliday, 1985). Not only did they 

achieve independence from aristocratic patronage, they were able to select 

members and exclude outsiders as well as being able to expel incompetent, 

immoral or unethical members. 

Growth of Occupational Professions 

In the early twentieth century, having experienced increased industrialisation, 

capitalism and the burgeoning bureaucracy movement, there was an increase in 

theorising in respect of 'profession'. Sociological analysis can be seen as far back 

as Flexner (1915), when there was a period of considerable growth in the number 

of occupations that were claiming to be professions. A favoured approach for 
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determining which occupations should be considered professions was a number 
of criteria, or traits, by which such professions would be distinguished from 
others (Jackson, 1970; Johnson, 1972; Bucher and Stelling, 1977; Freidson, 
1994). The difficulty of such an approach is the abundance of criteria upon 
which such judgements are based. Millerson (1964) highlighted twenty three 
characteristics stated by twenty one authors without one single common feature 
(yet like many other authors he proceeded to offer his own preferences in terms 
of criteria). 

"Traits' Approach 

Amongst these traits was skilled service delivery which was based upon skill and 
knowledge (Hughes, 1963). Others identified autonomy, responsibility and self 
governing practitioners (Lieberman, 1956). These sociologically based views were 
made more complex by economists such as Friedman (1962) highlighting 
disparity with such criteria by decrying organised self government as closed and 
monopolistic. Nevertheless, these traits included the need to draw upon a 

systematic body of knowledge, the acquisition of which required a lengthy period 

of higher education coupled with training over a further period of time. The use 

of a traits approach can be seen as connotative, implying (or carrying) varying 
degrees of value in relation to each of a series of essential characteristics or 

attributes. 

The use of such criteria, when considered with the functionalist view of 

professions (MacDonald, 1995) merely confirms that there is a lack of agreement 

in exactly what is understood by the concept of profession. However, as Hoyle 

and John (1995) note, the use of criteria could never be whollY'atheoretical' and 

that, 

44 ... many formulations were based on an implicit theory given explicit 
elaboration in the work of Talcott Parsons. " (Hoyle and John, 1995,3) 

Functionalism attributes certain social functions to the professions which were 

vital to the well being of society. The functionalist argument is neatly 

summarised by Hoyle (1980) as follows: 

A profession is an occupation that performs a crucial social function 

The exercise of this function requires a considerable degree of skill 

This skill is exercised in situations that are not wholly routine, but in 

which new problems and situations have to be handled 

The practitioner must draw upon a body of systematic knowledge 

Acquiring this knowledge and the skills to utilise it requires a lengthy 

period of higher education 
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This includes a period of socialisation into professional values 
These values are made explicit in a code of ethics 

9 As knowledge based practice is specialised, so there is a need for the 

exercise of professional judgement in respect of appropriate practice 

Nevertheless, to define or understand the concept of profession is important as it 
is the end state, the desired ideal of the professional or professionalism. Hence, 
before these can be more fully understood, 'profession' has to be considered in 

order to contextualise the relevant issues. 

The idea that taking a traits approach and listing, (in a sociological tasking 

manner), the characteristics of an ideal-typical professional, against which actual 

examples could then be assessed as more or less professional, Whilst once 

predominant was too simplistic and uncritical for the changing world of the 

1960's (Freidson, 1994). Nevertheless, the idea of a continuum of occupations, 

which range from non professions to professions, may have currency in future 

re-constitution of professions. 

Changing Perspectives: Increasing Complexities 

The 1960's saw the emergence of greater criticism of the concept of profession 

and debate concerning the professions seemed to change around this time. In 

essence, the previous work of Durkheim (1957) and Parsons (1939), whilst 

fundamental to the functionalist depiction of (then) modem society, no longer 

reflected the changing pattern of socio-political and economic development. 

Professions had been seen in an ethically positive role and as an enhancement of 

the central values of society, (it should be noted that this applied particularly in 

an Anglo-American context) whilst legal rational bureaucracy was beginning to 

be seen as a restriction to the values held by professions and thus any 

movement towards professionalism. 

This "critical period" (Freidson, 1994,13), brought extensive debate and concern 

over the nature and role of professions and was a considerable move from the 

previous position that they held, although, as noted, Talcott Parsons (1939) had 

produced theories that placed professions in a position of special importance in 

modern society and had taken a more radical stance than his contemporaries. 

This period can, in hindsight, be seen as recognition that, 

"the sociological enterprise is becoming multi-centred, rather than 
dominated by one paradigm. " (MacDonald, 1995, xii) 
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As an area with a number of conceptual approaches and empirical situations, it 

can be seen that professions move from the elite status which is granted by 

society to one in which they must work to gain privileged status within society. 
Such a paradigm shift brings a complex contextual setting, which includes 

ethics and the relationship between bureaucracy and the professions. 
Historians tended to take a 'revisionist' view of the professions and their 
institutions, emphasising their economic self interest, and concern for their own 
status. 

Nevertheless, Durkheim (1957) in particular, had focused upon ethics within 

professions and in this context saw professions as 'corps intermediaries' - the 
link between the individual and the state. His view was that such a group would 

ensure that there was no breakdown in the functioning of institutions and 

organisations because of (as he saw it) the decline in moral authority. In such a 

context, professions can be seen in a denotive sense in that they have been 

labelled as professions and have been given a quasi legal status. A number of 

writers followed this view, promoting professions as the stabilising element 

within a threatened society. This was illustrated by Carr-Saunders and Wilson 

(1933), who, in an early view, saw professions as inheriting and passing on a 

tradition, 
they engender modes of life, habits of thought and standards of 

judgement which render them centres of resistance to crude forces which 
threaten steady and peaceful evolution... The family, the church and the 

universities, certain associations of intellectuals, and above all the great 
professions, stand like rocks against which the waves raised by these forces 

beat in vain. " (1933,497) 

Not all writers shared this fairly extremist view, although even during the critical 

period of the 1960's, Lynn (1963) followed a similar vein by identifying 

professional institutions as a stabilising factor in society at large although 

importantly saw them as a channel for communication on an international basis. 

PROFESSIONALISATION - ORIGINS OF THE PROFESSIONAL PROJECT 

Johnson (1972) defined profession as a means of controlling work. He also 

emphasised the role of power in establishing and maintaining control over its 

professional status. Subsequently, professional power rather than the trait 

approach of earlier structural-functional writers came to the fore. Later, Larson 

(1977) utilised Marxist and Weberian theories in analysing professions. These 

(at first glance) apparently contradictory viewpoints brought a further critical 

, ýOrep stance to perspectives of profession, notably as-ir pr enting unjustified elitism 
', 
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and exclusionary social closure. In this sense she postulates that professions 
created a market and generated structured organisations and institutions to 
support the market. In such circumstances professions decide who can enter 
and the methodology for such entry. In turn this leads to a considerable degree 

of autonomy and remuneration. These moves towards professionalisation could 
be seen as the origins of the professional project. 

Whilst medicine had perhaps been the most widely studied profession, this 

changed from the beginning of the 1980s, notably again with historians 

undertaking studies covering lawyers, engineers, teachers and others. Such 

studies were often undertaken by European researchers. Their viewpoint 

contrasted with the Anglo - American approach and conceptualisation. They 

sought to analyse how the 'new professions'had emerged during the nineteenth 

and twentieth centuries. What they were examining was the process of 

professionalisation. In particular, they considered the cultural and political 
dimensions, including tradition, as often the state (thus providing legitimacy) 

would play a part in the structure of professions. 

Dimensions of Professions 

Whilst there is considerable debate over the nature of the theorising of 

profession, and despite profession being an "essentially contested concept" 

(Hoyle and John, 1995,1) there is substantial agreement about the general 

dimensions of 'profession. ' These can be summarised as: 

Normative dimension: with service orientation and distinctive ethics (such 

as self regulation) 

Evaluative dimension: comparing professions to other occupations (for 

example underscoring characteristics of autonomy and responsibility), 

and 

Cognitive dimension: a body of knowledge and techniques applied in work 

(and also in education and training to muster such knowledge and skills) 

(Larson, 1977). 

Occupational Professions and Knowledge 

However, Freidson (1994) as has been noted indicates a lack of an adequate 

theoretical foundation. In doing so this is not a criticism of the quantity or 

quality of previous concepts, rather that it does not have clear theoretical roots. 

Nevertheless he does highlight that for the future, it should be grounded in a 

theory of occupations, because profession is generically an occupation. 
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"What distinguishes occupations from each other is the specialised 
knowledge and skill required to perform different tasks in a division Of 
labour. " (Freidson, 1994,7) 

His view of profession is that of a 'folk concept' (Freidson, 1994,20) in which he 

refers to professionals within an occupation and that there are many and varied 
occupations and many and varied people within them seeking the rewards of a 
profession. There is, then, the view that there is a distinct shift of focus from a 
static concept of profession as a distinct type of occupation to the process by 

which occupations are professionalised (Vollmer and Mills, 1966). 

Combined with Larson's approach to the ýprqfessional project, ' it appears that it 

is possible to develop an order of relatively scarce resources such as specialist 

skills and knowledge, into another, for example, improved performance within a 

particular specialist environment, through a professionalisation process built 

upon knowledge. Of importance here is that there is general acceptance that 

there are distinct aspects to profession or professionalism which axe "... crucial 

matters for education, " these are "... knowledge, autonomy and responsibility-, " 

and in particular knowledge (Hoyle and John, 1995,15). In turn these allow 

occupations to increase their professional status by negotiating and maintaining 

a special position within the labour market. As Larson points out 
99 
... professions are occupations with special power and prestige. Society 

grants these rewards because professions have special competence in 

esoteric bodies of knowledge linked to central needs and values of the 

social system and because professions are devoted to the service of the 

public, above and beyond material incentives. " (Larson, 1977, x) 

PROFESSIONALISM AND PROFESSIONALITY 

In this sense, the word 'professional' is used as a noun and is applied to denote 

an individual who is permitted to practice wi thin an accepted profession. 

'Professionalism' can be distinguished in two differing, albeit interrelated 

interpretations, and is pertinent to decouple the two applications. It can be 

characterised either as - strategies or approaches to improve status and reward, 

or - as improving the quality of practitioners. It has been argued that the former 

is akin to 'professionalisation, ' 

a or a process by which a semi-profession increasingly meets the alleged 

criteria of a full profession" (Hoyle and John, 1995,16) and the latter 

indicates "improving the skills and knowledge of practitioners. " (Hoyle 

and John, 1995,16) 

The term 'professionality' has been applied to the latter and whilst 

'professiorlalitY' indicates 
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"the sets of knowledge, skill, judgement and values deployed in day to 
day professional practice" (Hoyle and John, 1995,16), 

the term 'professional' is often used to indicate the manner, or accompanying 
behaviour, in which a practitioner undertakes his/her work. As such it is being 

used as an adjective. In this sense, 'professionalism' can then be summarised 
as being based upon the levels of autonomy, self directed responsibility and 
expert knowledge necessary to practice successfully within a particular 
environment, whilst 'professionality' (Hoyle, 1974; Hoyle and John, 1995) can be 

interpreted as the values and behaviours exhibited by the practitioner in 
deploying the autonomy, responsibility and knowledge. 

Hence the complexity of the theory of professions has grown. Terminology is 

often used synonymously and loosely, although often differing interpretations 

may be employed. It is richer and more diverse than a simple traits perspective 
(as if it were ever simple). It is, too, changing with the ever increasing pace of 
technology, socio-political change and the ever developing spread of corporatism 

and globalisation. 

PUBLIC SECTOR CONTEXT 

This consideration of profession, professionalism and professionalisation has 

thus far taken a broad overview. However the context for professionals within 

the public sector, particularly in the UK, has changed rapidly within the last ten 

to fifteen years. The Conservative government in the early 1980's focused 

considerably on competition as the basis for improving efficiency and 

performance and saw professions as monopolistic and limiting. Initially, policy 

development concerned the private sector and much of the considerable 

resultant change was achieved somewhat painfully in respect of employment 

(Laffin, 1998; Bottery, 1998). The policies were gradually encompassing the 

public sector, and concurrent developments in the global commercial 

marketplace made the pressure for change in the public sector inevitable, and as 

such professions could be seen as limiting the drive for change. 

Nevertheless, improved communication systems, the growth of global 

corporations and the refining of management philosophies built from earlier 

Japanese manufacturing concepts, subsequently subsumed within the Supply 

Chain Management movement, were ensuring that the way in which the public 

sector was managed was to undergo fundamental change (Erridge, 1996; 

Deverill, 1996). 
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Bottery (1998) highlights the paradox that on one hand, there has been, since 
the early 1990's, an increase in the 'notion of subsidiarity' (the assignation of 
power to the lowest level capable of exerting it) within the political environment, 
whilst on the other hand, there has been huge growth in the culture and 
influence of multinational organisations which, at times, seem to subsume other 
boundaries, whether local, national or continental. This 'notion of subsidiarity' 
can be seen in the concept of 'empowerment' in the managerialist approaches 
that have become widespread, in both public and private sectors. 

The managerialist approach within the public sector is identified clearly by Hood 

(19 9 1) as 'the New Public Management. ' This is tv-pified by: 

" Stressing private sector styles of management 

" Financial/ fiscal discipline 

" 'Hands on'management 

" Explicit standards and measures of performance 

" Emphasis upon output mechanisms 

" Application of competition 

" Market accountability 

Above all these have broken down the traditional bureaucracy that was created, 

in classic Weberian mode to bring efficiency, and which was seen by 

aforementioned sociologists as bringing stability through professionalism, to the 

public sector. Bottery notes the changing conceptions of the professional, 

especially in the "contracting welfare state. " (1998,4) and identifies three specific 

strategies namely "cost scrutinies, " "general management approaches" and 

"market competition proposals, " (Bottery, 1998,8) that impact upon the 

autonomy of public sector professionals this can be particularly well applied to 

those in defence acquisition community. In this respect an adaptation of 

Bottery's diagrammatic representation is shown over page at Figure 5 
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Arising from these aspects of the New Public Management has been the growth 
of 'contracting out' (often known as outsourcing) of services which is increasingly 
a key element of Supply Chain Management. This was originally seen where, if 
an activity or function was no longer 'core' or central to the primary business 
activity of the organisation, it could be considered for 'contracting out'. Thus, (as 
an example) rather than employ catering staff within an organisation, and incur 
a range of associated costs, the activity (catering) could be contracted out to a 
third party who would be a specialist in that functional area and would provide a 
(catering) service at a reduced cost. 

For professionals in the public sector this has required a greater service 
orientation based upon key aspects of supply chain management such as 
customer supplier relationships, contracting and project management, and 
therefore a business and commercial awareness. Knowledge of such activities 
will be essential for effective performance and fundamental to the 

professionalisation process. 

PROFESSIONAL KNOWLEDGE IN THE PUBLIC SECTOR BASED 
ACQUISITION COMMUNITY 

Developing and utilising such knowledge for the acquisition community will be a 
key to professionalisation, in effect the professional project. Sociological 

consideration of professions and professionalisation put an emphasis upon 

knowledge as a "core generating trait" (Halliday, 1987,29) and these include, in 

particular, Larson (1977) in her consideration of the professional project. 

Generally, a 
44... model of rational, formalised scientific knowledge" is taken as "a 

starting point in the study of the epistemological base of the professions 
and their social context. " (MacDonald, 1995,157) 

A notable exception to this approach is Foucault, who believes that, 

"like all forms of human knowledge, science is simply a collection of 

metaphors. " (Turner, 1987,10) 

The essence of active work undertaken by professionals, in order to maintain 

their claim to a special place in modern society, is based upon gspecialised' 

knowledge (Freidson, 2001). 

"This knowledge must be seen, or at least capable of being seen by those 

who know how and where to look, as having a special character. It must 
also be noted that, in addition to the knowledge in practice, there must 
be seen to be an academic version - the formal abstract knowledge 

system". (MacDonald, 1999,164) 
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Learned specialists holding such knowledge could sell their services to the 
highest bidder. Society however, has dictated conditions that these specialists 
mustý 

44... comply with and embody ... in central values of society. " (MacDonald, 1995, 
159) 

These groups holding specialist knowledge developed into professions and semi- 

professions (Etzioni, 1969). Professions are knowledge-based occupations and 
the nature of professional knowledge and its evolution is fundamental to 

recognition of professions (Jackson, 1970; Larson, 1977; Freidson, 1994: 2001). 

Jurisdiction and Abstraction 

Abbott's (1988) critically analytical stance challenged sociological perspectives of 

profession and professional knowledge. He postulates that empirical work must 

shape the theory, rather than the previously prevalent construction of 

professional structure shaped by the theory. Thus, to understand professions 

the focus must be upon the work itself (for example content and differentiation 

in the nature of the work). Whilst the content of the work that is undertaken by 

professions is obviously critical, so too is the jurisdiction of the areas to which 

professionals lay claim, and here the fundamental aspect of abstraction 

(generahsation) of professional knowledge permits greatest insight into the 

nature of professional work. 
"For the abstraction is the quality that sets inter-professional 

competition apart from competition among occupations in general. Any 

occupation can obtain licensure (e. g. beauticians) or develop a code of 
ethics (e. g. real estate), but only a knowledge system governed by 

abstraction can redefine its problems and tasks, defend them from 

interlopers, and seize new problems. (Abbott 1988,9) Abstraction 

enables survival in the competitive system of professions. (Abbott, 

1988)30) 

Thus, professional work cannot be undertaken without a theory of knowledge as 

without reasoning behind it practical application could not take place. 

Abbott (1988) is concerned with the work that professionals have to undertake in 

order to maintain or advance their claims to a special status in society. Such 

knowledge must be seen to have a special character and, in addition to the 

knowledge in practice, there must be seen to be an academic version i. e. the 

formal abstract knowledge system (MacDonald, 1995; Abbott, 1988). This is 

taken further with the view that abstract knowledge is the foundation of an 

effective definition of profession. However, he emphasises the polarity between 

abstraction and its other extreme, concreteness and then the forces that push 

these two extremes towards a degree of equilibrium. At either extreme, 
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professional credibility is diminished if not lost. In essence, if abstraction is too 
great, it can appear as formalism but if concreteness is too great it can be said to 
be merely a craft (MacDonald, 1995). It is in this area of equilibrium that 
professional judgement is being exercised, i. e. a careful balance between the two 
extremes. Larson (1977) made this point in her consideration of the professional 
project and considers this as the place of unique individual genius and the 
criteria of talent. However, she also refers to the concept of cognitive 
indetermination. This has resonance with Abbott's view of the need for balance 
between abstraction and concreteness. 

Larson uses the earlier work of Jamous and Peloille (1970) noting that there are 
distinctions between indetermination and technicality. From these two 
distinctions, Jamous and Peloille (1970) contend that any occupation has a ratio 
of these two - an I/T ratio - and that any occupations claiming to be a profession 
need to have high indeterminacy. Important here is that the concept is based 

upon the context of the profession's need for a body of formal rational knowledge. 

Such knowledge could be available to any educated members of the populace 
(potentially rendering an occupation's claim to professional status suspect). 
Nevertheless, this is counterbalanced by the emphasis in selection and training 

on individual and social potentialities, talent and intuition, in that in 

professional practice the quality of outcomes is more dependant upon these 

potentialities and talent rather than upon techniques and transmissible rules 

(Jamous and Peloille, 1970; Larson, 1977; Macdonald, 1995). In this sense a 

high I/T ratio, Jamous and Peloille (1970) contend, enables members of a 

profession to claim the exercise of professional judgement. Boreham (1983), 

drawing on the work of Freidson (1973) and Gouldner et al (1973), supports the 

indeterminacy view, but adds to the perspective of dimensions that need balance 

for effective professional use and recognition, with that of judgement in 

comparison to formal rules. These concepts may be subsidiary (MacDonald, 

1995) in nature to Abbott's (1988) conception, in that successful deployment of 

knowledge requires a balance between abstraction and concretenessý but all are 

relevant in the context of a professional project. 

The notion of such balance is further added to by Halliday (1985; 1987) in respect 

of the balance between fact and value. This is because whilst a profession might 

appear to have to act on the basis of fact, another element of professionalism is 

an ethical code of practice or a set of values. Fact, for example, in the form of 

science may be the antithesis of values but in professional practice they need 

balance in application. He illustrates this with the example of medicine where, 
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despite being science based, moral or value judgement can intrude and may even 
take over in decision making (Halliday, 1987). 

What emerges in consideration of professional knowledge is the need for balance, 
between oft competing and/or opposite dimensions of. 

Theory and Practice 

Judgement and Formal Rules 

9 Fact and Value 

Recognising this need for balance, Halliday notes the centrality of professional 
knowledge or what he calls "knowledge mandates" (Halliday, 1987,28). These 

underpin the basis for professional mobilisation along with, (to a lesser or greater 
extent), the form of professional authority, institutional loci of professional 
activity and attributes of political organisation (Halliday, 1987). 

This returns to the matter of jurisdiction as it could be that some areas of work 

may not be normatively covered by any claimed profession but, 
"to turn them into problems that fall within its jurisdiction, a particular 
profession must engage in 'cultural work' that will ensure that clients, 
competitors, the state and the public will acknowledge that the qualities of the 
problem warrant the granting of jurisdiction, " (MacDonald, 1995,163) 

Abbott takes the jurisdictional claims further, to identifying three parts: the 

clarification of a problem, the reasoning that surrounds it and the action taken to 

resolve it, or, 
"in formal terms, to diagnose, to infer and to treat. Theoretically, these 
are the three acts of professional practice. " (Abbott, 1988,40) 

In considering jurisdiction, knowledge mandates must be considered in 

cognisance of the emergence of new types of knowledge production. Schon 

(1983) identified what has been called the dominant 'rational technicality' model 

of professional knowledge. This is characterised by a number of features: 

*a systematic knowledge base 

ea substantive field of knowledge 

application of knowledge (over which a specialist claims mastery), and 

a concept of 'applications' giving a view of knowledge as a hierarchy with 

the general principle of preferred knowledge at the top. 

This implies an area of knowledge with definite boundaries but Schon (1983) 

continues the argument by indicating that this would exclude many situations 

and phenomena, which many professionals would consider as being central to 

their practice. This has increasing resonance with the changing global 

perspectives of business and socio-political economic decision making that have 
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brought considerable change - to the business environment in which 
organisations operate. 

Modem society, particularly the rapidly changing global business environment, 
cannot utilise just the long standing types of knowledge; it must recognise that 
with increasing technology and commercially focused customer supplier 
relationships, so new types of knowledge must be incorporated into the 
professional body of knowledge. As Murphy identifies, 

"the process of formal rationalisation has generated a new type of knowledge, namely, the systematic, codified, generalised (which implies 
abstract) knowledge of the means of control (of nature of humans). Most 
importantly, it has resulted in knowledge of how to acquire new knowledge of such means. Science and technology are important 
elements of this new knowledge, but it cannot be reduced to science and technology. Knowledge of how to calculate market profitability, to 
organise and plan in bureaucracies, and to develop, apply and predict the 
abstract codified laws of the legal system have all been developed under the process of formal rationalisation. This formally rational abstract 
utilitarian knowledge has resulted in a new means of control (over nature 
and other groups) and is a form of knowledge which is quantitatively and 
qualitatively different from the previous practical knowledge and the 
status- cultural knowledge. " (Murphy, 1988,246-7) 

This will be developed further later in this chapter, as consideration of 
the new production of knowledge in the contextual setting, after 

examination of the gaining of knowledge. 

Biographical Considerations in the Complex Acquisition Community 

The defence acquisition community has been seen to be a complex, evolving one 

which brings together a range of previously distinct and discrete, disciplines, 

functions, activities, processes, procedures, cultures and structures, into a 

virtual environment with imprecise and ill defined boundaries. Within this 

community are individuals with wide ranging and differing backgrounds. Many 

will consider themselves 'professional' in differing areas. Some will be engineers, 

some will have commercial acumen, and many will feel that they belong to the 

'profession of arms'. As such they bring a functional specialism in which they 

are expert. Knowledge will have been gained through a variety of formal and 

informal learning experiences, including programmed and opportunistic 

learning. Arguably, in this respect their epistemic expectations (cultural 

expectations of the validity of the knowledge base) may have been broadly 

satisfied, in that by virtue of age, experience and rank many of the serving 

officers are probably unlikely to be further utilised in operational (normally 

frontline warfighting or peacekeeping) roles, whilst many civil servants may 

already consider themselves proficient in a more narrowly defined functional 
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role. However, they are likely to be utilised in specialist managerial, commercial 
roles in the 'new'defence acquisition environment which will require a knowledge 

of the new holistic nature of acquisition and all that is contained therein. The 

emphasis in such a commercialised public sector environment could bring a role 
tension for the individuals involved as they progress and diversify in their career 
patterns. 

There is however a dichotomy. In their careers to date, serving officers belong to 

a hierarchical organisation where acceptance of tasks, instructions and 
obedience to orders is the norm and where the rank structure pervades all. For 

the civil servant, bureaucracy has meant a fairly rigid adherence to rules, 

policies and processes. As a part of the public sector there is a requirement to 
follow procedures. Greater commercialism necessitates a move away from rigid 
hierarchical, bureaucratic approaches to a more flexible, empowered, proactive 

philosophy where the individual is expected to make important, far reaching 
high value decisions on his/her own initiative and take responsibility for these 

decisions. 

Hence there is a need, metaphorically, to 'bridge the gap' between the former 

profession or functional context and the new professional knowledge base. Some 

of this will be achieved through "learning by osmosis" (Claxton, 1997,20). 

However, differing forms of knowledge need to be considered, utilised and 

acknowledged if this 'bridging'is to be successful. 

GAINING KNOWLEDGE: PROPOSITIONAL; PROCEDURAL; PERSONAL 

Thus far the term knowledge has been used as if it were a single entity; however, 

it can be gained by a number of means and can take a number of forms. Eraut 

(1994) epistemologically identifies three types of knowledge. He argues that in 

order to determine the knowledge base of a profession the concepts of 

propositional knowledge, procedural knowledge and personal knowledge 

provide the basis for professional practice and decision making: 
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Propositional knowledge includes: 

a) Discipline based theoHes and concepts, derived from bodies of coherent, 
systematic knowledge. Eraut (1994) identifies that disciplined based knowledge 
does not 

"usually depend upon the field of professional action; and that the 
experts who teach it may not even be members of the profession 
concerned. " (Eraut, 1994,43). 

Within the defence acquisition community there are distinct themes and aspects 
that would come from particular disciplines. As it is such a wide, integrated 

environment teachers of aspects of defence acquisition could be, for example, 

management accountants, or even visiting professors of ethics. The role of the 

knowledge that they input to the members of the community is that of informing, 

providing a critical framing reference; not so much a juxtaposition, or 

contradiction, rather a wider perception of the issues involved. In effect, this can 
be viewed as knowledge for the acquisition community. 

This may be undertaken in an interpretive manner rather than in Schon's (1983; 

1987) idea of 'technical rationality. ' Discipline based knowledge forms the basis 

of educational course content. It is coded, available in reference books, and 

publicly available. However, as this is a newly constituted area, it needs to be 

recognised that it draws upon such discipline based knowledge from many other 

disciplines, notably the increasing available literature on commercial supply 
CO chain management and project management to which there is a direct linkage. 

It is knowledge of practice,, being derived and codified. 

b) Generalisations and practical principles. Here, the professional utilises 

a practical principle, or generalisation, in application for a given situation. As 

such, there is no great argument. Practitioners draw upon a range of 

experience, of similar encounters, and apply the relevant approach in the 

current circumstances. 

c) Specific propositions: These are propositions that are specific to a 

particular context. They relate to particular circumstances, scenarios, 

operations or decisions. Within the defence acquisition context there are many 

specific propositions which can be utilised. Situations exist when non-technical 

knowledge provides a conceptual framework for decision making. This, in turn, 

informs practice. A particular example may be seen in respect of communication 

skills. The very essence of acquisition and supply chain management, in 
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military, commercial and academic senses, is the link between primary 
manufacturer and ultimate consumer. This entails a chain of organisations, and 
individuals within them, who act as either (or both) customer and supplier to the 
next link in the supply chain. This link is no less so great in a defence 

acquisition context. An example would be the chain from the manufacturer of 
Landrovers, through storage and distribution to use by a driver in a location 

such as Kosovo, which entails many customer and supplier links. Underpinning 
this supply chain - this chain of links between organisations /individuals - is 

communication. It is a simplistic activity yet one which has huge ramifications if 
there is miscommunication at any stage. Miscommunication at a number of 
these links in the chain of supply magnifies the problem, as in the analogy of 
'falling dominoes'. Christopher (1999) identifies communication and information 

as the critical factor in enabling effective supply chain management, a point 

echoed by Hutchins (1995) in respect of working, and learning, together in a 
team. Interestingly, Eraut (1994) in considering propositional knowledge 

identifies communication as a lower order set of skills/ competencies. He notes 
that these can be mastered at sub degree level. Yet it could be the key 

proposition upon which success or failure of the acquisition activity rests, and 

thus in a defence context, considerable expense in respect of taxpayers money or 

even the deaths of individuals. 

Procedural knowledge refers to the way that individuals conduct the various 

processes that contribute to professional action. This will include the use of 

propositional knowledge. Eraut (1994) considers procedural knowledge as 

knowing how to conduct the various procedures and processes that contribute to 

professional action. Here he is drawing upon Ryle's (1949), already mentioned, 

distinction between 'knowing that' and 'knowing how' to illustrate the different 

aspects of these types of knowledge. 

Eraut (1994) notes that there are many books on the body of propositional 

knowledge about processes, and indeed many of these are in the field of 

rnanagement. Within defence acquisition management there are few books 

written. Most texts seem to describe past experience and to make 

generalisations as to future actions. This does not fully inform the aspiring 

defence acquisition professional for as Eraut (1994) identifies the way people 

conduct professional processes can only be partly described by such 

propositions. 
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He selects five types of procedural knowledge (and notes that these are 
interdependent): 

" Acquiring information 

" Skilled behaviour 

" Deliberative processes 

" Giving information 

" Metaprocesses (for directing and controlling one's own behaviour) 

(Eraut, 1994) 

In the process of acquiring information, professionals use recognised methods of 
inquiry. Eraut's view is that such skills are often acquired by assimilation 
through exposure to the practice of senior professionals (for example in craft, 

practical or working knowledge). Such a lack of 'formal' learning may be 

dismissed by the uninformed, as to them such skills are seen as merely 'common 

senseý action. Interviewing and observation may well come into this category. 

Lave and Wenger (1991) identify this aspect of situated social practice and the 

way in which 'communities of practice' and cultural processes of identity shape 

each other. For the defence acquisition professional this will be of importance in 

gaining professional confidence and competence. As there were no education 

programmes on the topic, the general approach to such knowledge was that it 

was 'obvious and common sense' and that by watching others and listening to 

others (one's superiors and peers) this ability would be obtained. This may 

account for the large number of officers and managers who are not as effective as 

they should be, a less context specific point also noted by Rogoff (2003) in 

acknowledging both good and not so good informal learning. 

Eraut comments that skilled behaviour is a complex sequence of actions, which 

has become so routinised through practice and experience that is performed 

almost automatically (1994,111). He sees this as carrying a positive connotation 

of competence. 

Such deliberate processes as planning, problem solving, analysing, evaluation 

and decision making lie at the heart of professional work. This requires two 

types of information - contextual/ situation information, and conceptual / 

potential courses of action. In both cases there is a need for information, and 

analysis of that information within the contextual setting and bearing in mind 

the possible courses of action. 
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Finally, in the procedural knowledge category, Eraut identifies metaprocesses, by 

which he means the thinking involved in directing one's own behaviour and 
controlling one's engagement in the procedures and processes. This involves the 
continual re -identification of priorities, critical adjustment of cognitive 
frameworks and assumptions. It requires self- management, self-knowledge and 
organisation of time, learning and thinking. In turn, it requires assessment of 
oneýs own actions. This identifies a need for critical reflection and the 
development of critical self-awareness can be seen as crucial in developing the 

professional role (Schon, 1983; Zuber-Skerritt, 1992; Mac Donald, 1995). 

In respect of personal knowledge, Eraut's (1994) view is that all people acquire 
knowledge through experiences, through social interaction and through 'trying to 

get things done. ' Similarly, Polanyi (1967) describes how individuals can perform 

effectively in complex or uncertain situations even though their awareness of 
how they performed an activity competently may be limited. This knowledge, 

however, may be gained in situations that may have little overt connection with 
learning. Such learning is through participation, observation and interpretation 

of situations and events encountered in both personal and professional life. In 

due course, such knowledge may become propositional or process knowledge 

although much may well remain as impressions. These impressions are 

personal, not necessarily acquired through codified propositional knowledge but 

the practical experiences that influence their actions and decision making. Hirst 

(1993) defines this as practical knowledge and that it consists of, 
44 ... organised abilities to discern, judge and perform that are so rooted in 

understanding, beliefs, values and attitudes that any abstracted 
propositional statements of those elements or rules and principles of 
practice must be inadequate and partial expressions of what is involved. " 

(Hirst, 1993,153) 

In short, experience will be of value; within the defence acquisition environment 

this is particularly so. There is a vast array of scenarios in which defence 

acquisition professionals are expected to perform effectively. Their decision 

making and subsequent actions will be shaped to a large extent by personal 

knowledge, impressions or experience that they will have gained in their careers 

to date. There is then, a need for a critical examination of the nature of their 

experiences and socialisation, as it may be assimilated into their own 

approaches and professional practice. This is highlighted by Rogoff (2003) who 

notes the 'biidging' between those experienced within a cultural environment 

and those newly entering therein. 
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As defence acquisition professionals become integrated within the new defence 

environment so will their impact be measured (input at least) by what they know. 
They bring a range of propositional, procedural and personal knowledge, which 
may be based upon aspects such as particular credentials, biographical aspects, 

espoused or institutional statements. Their personal knowledge of the topic area 

and the way in which this interrelates with other professional areas will indicate 

the acceptance and growth of the 'profession'. Within the 'business of defence' 

much emphasis is placed upon knowledge and experience. Ewer (2000) 

highlights that to become a professional in defence acquisition the individual 

must be able to demonstrate relevant knowledge and experience, but more 
importantly be prepared to apply that knowledge in decision making within an 
increasingly diverse range of operational scenarios. Eraut (1994) does not 
implicitly associate professional socialisation with personal knowledge, but there 

is a need to develop beyond the 'boundaries' of other professions and 

professionals must be committed to maintaining and developing that knowledge. 

Eraut (1994) identifies a key aspect of experience; (ignoring the truism that all 

learning is experiential) he sees experiential learning as referring to situations 

where experience is initially appreciated at the level of impression. This requires 

a period of reflective thinking before it can be rationahsed and assimilated. The 

notion of 'reflective practitioner' (Schon, 1983) explains how professionals 

advance their knowledge through reflection on their own processes of enquiry by 

way of comparison of their actual work experiences and learning from formal 

theories. This 'post facturn' reflection on action, as opposed to reflection in action 

accentuates the importance of individual biographically for professionals. 

It is this reflection that allows consideration of the extent to which people have 

learned. To be effective in the new, developing, business/ commercially focused 

defence acquisition environment, this aspect will need to be cultivated as a key 

element for the new professionals. Reflective thinking will allow the impressions, 

experience and personal knowledge gained in their diverse careers to have 

application and contextual practicality. 

Eraut (1994) has argued that professional knowledge cannot be characterised in 

a manner that is independent of how it is learned and used and it is through 

such situated learning (in the examination of the contexts of how it is gained, 

and it is used) that its essential nature is revealed (Lave and Wenger, 1991; 

Wenger, 1998). 
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This shows that the relationship between propositional, procedural and personal 
knowledge is both complex and contingent upon the situation and 
circumstances of the application of such knowledge. 

GAINING KNOWLEDGE - EDUCATION AND TRAINING 

Blurring of Distinction: Movement towards Contextual Clarity 
Whilst knowledge may be gained in a variety of ways, within the defence 

acquisition environment there has been an emphasis upon training as the 

chosen methodology. Whilst this may be the optimum approach here, it is 

pertinent to consider the issues surrounding particular semantics and 
definitions. Within many spheres, including academia, commercial 

organisations, professional institutes and the MoD, there has been considerable 
debate over the use of the word training as opposed to the use of the word 

education. Often the words are used synonymously as they are inevitably linked 

by association and they also share many connotations. 
"A prima ballerina may talk of her artistic education and her training as a 
dancer. A doctor will cite education at medical school and training as a 
surgeon. In academia it is possible to argue that history is the finest 
liberal education and for this to continue a steady supply of trained 
historians will be required. Clearly the ballerina, the doctor and the 
professor are not arguing that the processes of education and training are 
synonymous - but it is obvious that they lie in close proximity and that 

some degree of coalescence is both logical and inevitable. " (Dickinson, 
2002ý243) 

Dictionary definitions continue this interchangability although the UNESCO 

definition of education, which is, 

44 ... organised and sustained instruction designed to communicate a 
combination of knowledge, skills and understanding... " (Terry Page and 
Thomas, 1977,47)2 

brings a simplistic starting point to the recognition of the process of learning 

within the defence acquisition environment. Training, on the other hand, it has 

been argued, 
"... is the systematic development of skills and knowledge within an 
individual to allow him to perform a well defined task... " (Rowntree, 

1981175) 

Within the context of defence acquisition, the important locus of training and 

education is that of adult and professional learning. In order to situate these 

more clearly it is appropriate to consider exclusive characteristics of each. 

Training tends to be geared towards specific purpose; it is most frequently used 

when there are correct and incorrect ways of undertaking tasks. Training can be 
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simplistic and mechanistic albeit important, if not fundamental, to the effective 
achievement of specific tasks. It can be extended to more complex rules, 
procedures and processes, although this would be based upon prescription and 
adherence within guidelines. Furthermore, training it has been argued, 
(Dickinson, 2002) tends to be 'value free, ' in that it is neutral in the sense of 
there being no requirement for any acknowledgement - by either trainer or 
trainee - to recognise that what is being undertaken is morally justifiable. The 

very purpose of the armed forces is to fight, 'to close with and destroy the enemy' 
(Army Doctrine Manual, 1996,2) yet at the same time the armed forces are 

required to perform humanitarian aid tasks and to act as peacekeepers, so 
training may be geared towards the taking or saving of life, dependant upon task 

requirements. For the armed forces in particular, the ethos and essential nature 

of training is pervasive. An individual's military career is underpinned by basic 

training. In order to undertake specific tasks, specialist training will be 

undertaken; indeed for specialist operations additional training will be provided. 
This is task focused and goal specific. This is because there is considerable 

emphasis upon detailed analysis of what is required in order to be prescriptive in 

the successful achievement of tasks. 
"It seldom strays into the world of attitudes, beliefs or dilemmas and its 

vocabulary is strongly behaviourist in flavour with an emphasis upon 
inputs, products and outcomes. In this sense training is both limited in 

scope and limiting in its effects on the individuals concerned. " 
(Dickinson, 2002,244) 

Within the armed forces, training being generally concentrated upon prescriptive 

needs, there is little time for consideration of the reasoning behind particular 

processes; no need to discuss why something is undertaken in a particular 

manner. As Tennyson famously wrote, 'theirs not to reason why, - theirs but to do 

and die' (Tennyson, 1870), which in many ways sums up the role of those in the 

armed forces; the need to be able to 'do the job, ' achieve the task and wait for the 

next task to be set. The whole culture of the armed forces is built upon training 

that enables them to be prepared for the roles and tasks that they have to 

undertake. 
"Thus in the military context training is not simply a precursor or 

preliminary activity but rather an overriding concept which defines what 

happens, formally or informally, for most of the time. " (Dickenson, 

2002P244) 

This has led to the concept of the 'systems approach' to training, which utilises 

an orderly manner of analysing training needs and appraising training 

programmes based on the functions of analysis, design, development, 

implementation and evaluation. This formalises the prescriptive nature of 
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training but, it is argued by its proponents, it does enable uniformity and focus 

upon the desired outcomes. Critics of such approaches indicate that 
mechanistic models need to be modified in practice in order to take into account 
humanistic 'felt'rather than prescriptive needs. 

Thus, the predominant context is that of defence and that of necessity is centred 
on the armed forces, hence the training culture and ethos. However, the context 
in which the defence acquisition community operates is not solely military, nor is 
it necessary to be in a constant state of preparedness for any warfighting or 
peace keeping eventuality. Civil servants a-re the predominant grouping and 

personnel from commercial organisations also feature. Furthermore, the defence 

acquisition environment is heavily commercially based, where communication, 

negotiation and contractual commitment are the norm. It is not an environment 
to which hierarchically based service personnel and mechanistic, prescriptive 
training are easily suited. The defence acquisition environment is one that 

recognises the ultimate customer as the fighting forces but which is located 

within the manufacturing and commercial domain, which is in itself heavily 

influenced by political, economic and social pressures on both national and 

international scales. This requires a greater comprehension of a wider range of 

factors that influence the environment, how they impact upon each other and 

what may be the implication of different decisions. 

The defence acquisition community requires wider thinking, intuition, flair, 

innovation, diplomacy, judgement, the ability to work together to jointly solve 

problems to be able to gain optimum solutions for all concerned parties. It 

requires thinking 'outside the box', a critically analytical frame of reference that 

encompasses many (often competing) perspectives. This reflects the view of Hirst 

(1984; 1990) who sees educational theory as a range of ideas and principles that 

include academic- scientific, experiential and practical. This is because 

challenges to concepts and processes often emerge in practice and the 

judgements, decisions and actions that follow come from practical, often differing 

situations. Subsequently, amended theory emerges through the consideration 

and assessment of results. 

If the foregoing does not fully clarify the matter then it does indicate key aspects 

of the differences between training and education. It also encapsulates the 

problems in determining the differences between training and education, as they 

appear to contain similar aspects - which are built upon gaining, developing and 

utilising knowledge. 
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Peters (1966) appears as an early exponent of the view that training is applied in 
a limited sphere whilst education implies a linkage with a wider set of beliefs. 
Hills (1982) reinforces this in that education is not merely equipping individuals 
with skills and knowledge but also encouraging them to think in an analytical 
manner. Almost inevitably he also sees little clarity in the interpretations of the 
differing words - training and education - with one important exception, in 
respect of knowledge. Education, he asserts, deals with the acquisition of 
knowledge, whereas training deals with the application of knowledge (Hills, 
1982). This is developed when training is further identified as 

"... the process of allowing an individual to achieve effective performance 
in a particular task or set of tasks. " (HiRs, 1982,273) 

This appears to be shared by Patrick who argues that the difference gap between 

education and training is narrowing, in that 
"... the thin line that exists between complex awareness and vocational 
education ... such as teacher training... " is diminishing and "... that there 
is no sharp academic distinction between education and training. " 
(Patrick, 1992,6) 

Nevertheless, education can be seen as a 
"... transfer of knowledge and a provision of learning experiences that 

mean that the students know certain things on leaving that they did not 
know on arrival ... it is up to the student to select items from the infinite 

spectrum of knowledge and package them into bundles that it believes 

are worth knowing. " (Harris, 1979,2) 

This highlights the notion of being a student which in itself has implications for 

the defence acquisition environment and of the role and nature of educational 

institutions, which will be addressed more fully later. 

Barrow and Woods (1988) utilise Peters' earlier definition to develop their own 

discussion and critique of education and in a similar vein Matheson and 

Grosvenor (1999) comment that Peters' omitted any specific reference to the 

acquisition of knowledge and understanding. In this respect they posit that 

knowledge involves knowing how to do things and that certain things exist and 

that understanding refers to groups of underlying principles to explain events. 

They further develop the view of the general nature of education as involving the 

acquisition of both a depth and breadth of knowledge between areas (Matheson 

and Grosvenor, 1999). This is reiterated by Barrow and Mflburn (1990) who 

identify that training will enable an individual to carry out a task, process or 

operation of some kind but that the underlying understanding behind it may well 

be lacking on the part of the individual. Once a degree of understanding is 
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added, the individual progresses towards being educated and as such the two 
are inextricably linked. 

A Place for Higher Education 

Whilst this helps to distinguish between training and education and it reinforces 
the key role of knowledge, it also brings to the fore the nature of knowledge itself 

and the acquisition and application of that knowledge. Further, it requires 
consideration of where and how that knowledge is best learned. Even in respect 

of higher education there has been a blurring of the distinction between the two 

terms and their relevant methodologies. Scott (1984) believes that knowledge 

has become a product, a perspective that is echoed by Barnett: 
"The university has become less a place of broad educational and 
personal development, through an interactive process deemed to be 
valuable in itself, and more a place in which knowledge is viewed as a 
commodity, picked up by those who pass through in acquiring the latest 
technical competencies and analytical capacities. Tellingly, graduates are 
often described without discomfort as 'products' of higher education. " 
(Barnett, 1994,13) 

The place of higher education in the ever changing, technology-led modern 

society must be considered in this respect. Barnett poses a number of apposite 

questions: 
"In the modern society how do we understand the main function of higher 

education? Is it to provide technical cadres for the increasingly 
differentiated forms taken by intellectual labour? If so, is higher 

education supporting a fragmentation of cognition in society? " (Barnett, 

1994)26) 

The apparent fear expressed here that higher education is developing into 

something which supports 'intellectual labour' could be seen positively in a 

defence acquisition context. Whilst training in functional skills is essential these 

must be set in strategic, holistic and contextual transdisciplinary situations. As 

the need for effective performance within the defence acquisition community has 

grown stronger so have the calls for greater professionalism. A solution to this, 

and appreciation of the contextual balance between education and training may 

emanate from the need for cost effective knowledge generation. If training and 

education are not to be seen as a luxury, then the creation of a 'technical cadre' 

- the Defence Acquisition professionals - could be achieved through a 

combination of training and modern education. 

It is pertinent to note that the recent ROCC Study, whilst parochial in that it 

only considers the army, indicates that (typically) an Army officer requires both 

education and training. Rogers notes, in an Army centric explanation of 

education: 
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""Education is regarded as providing a wider knowledge base (than 
training) which is less tied to specific task derived skills. The Army sees 
education as providing a long term foundation, and support, to training, 
enabling the soldier to develop the mental attitude and abilities to absorb 
training more effectively. " (Rogers, 1996,36) 

Taken within the wider armed forces perspective, the Defence Training Review 
provides a (contextual) definition of education as 

"... the development of intellectual capacity, the inculcation of attitudes 
and acquisition of general supporting knowledge to underpin the moral 
component of fighting power. " (MoD, 200 1 a) 

GAINING KNOWLEDGE - EXPERIENCE 

An examination of the gaining of professional knowledge that considered only 
education and training as the methodologies for learning would exclude the 
(previously noted) key element of experience. As Kolb highlights, 

"learning is the process whereby knowledge is created through the 
transformation of experience. " (Kolb, 1984,38) 

This recognition of the learning 'process' identifies pertinent aspects including a) 
the process of adaptation -(as opposed to just content or outcomes), b) that 

knowledge creation is a transformation process (not just an independent entity 

to be acquired or transmitted) and c) that learning transforms experience in both 

its objective and subjective forms (Kolb, 1984). Dewey, (1934) Lewin, (1951) 

and Piaget (1970) all recognised experience as key to the learning process; 

however, it is Kolb who takes this further, recognising 

"learning as a continuous process that is grounded in experience. " (Kolb, 

1984ý 27) 

The Oxford English Dictionary defines knowledge as knowing about 

things; although this may be a truism and education and training may 

bring about an outcome or change in an individual's knowledge, this 

could erroneously be viewed as a 'one off action or intervention. Yet 

with the ever increasing rate of change within the global market place, 

which is reflected in the defence business and battle space (and 

therefore the defence acquisition community) there cannot be a static 

expectation of knowledge production. As Kolb further identifies, 

"knowledge is a transaction between social knowledge and personal 

knowledge and this is a continuous process. " (Kolb, 1984,34) 

This is particularly important in the value-ridden, culturally bound, defence 

acquisition environment, yet which is also at the centre of the impetus for 
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change into a more empowered, risk taking, creative environment. If social 
knowledge is built upon previously known cultural experiences, then personal 
knowledge comes from subjective life experiences. To bring about change, 
individuals must respond to stimuli from within and without the environment 
and seek to influence the social knowledge, if effective learning towards the new 
desired philosophy of Smart Acquisition is to be achieved. Whilst there are 
training programmes, these are primarily geared towards process adherence 
rather than subjective perception. Hence, the individual experience that can be 
brought to play within the environment adds to the collective knowledge, and 

may impact upon or change in small ways, the predominant social knowledge or 

culture. 

Experience plays a central role in the learning process, as opposed to the 

rationalist, cognitive and behaviouralist perspectives that deny any role for 

consciousness and subjective experience. (Learning requires transaction 

between the person and the environment). Experiential learning is based upon 

"dual knowledge theory. " (Kolb, 1984,101) Utilising concrete experience, 

grasping reality by the process of direct apprehension, and the rationalist 

abstract conceptualisation grasping reality via the mediating process of 

abstraction, that is an interactionist position. This is illustrated in Figure 6. 
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The place of experience in gaining knowledge, and in the professional sense, 
arising from mediation of theory into practical action must be recognised. As 
Kolb states, 

"the interactionism of experiential learning theory, places knowing by 
apprehension on an equal footing with knowing by comprehension, 
resulting in a stronger interactionist position - really a transactionalism - in which knowledge emerges from the dialectic relationship between the 
two forms of knowing. " (Kolb, 1984,10 1) 

Until Smart Acquisition, emphasis had been placed upon experience, supported 
by a range of training interventions, to ensure that personnel gained relevant 
applicable knowledge. This meant that professional action was skewed towards 

procedure or process driven 'how'to do something, rather than the reasoning of 
'why' something was being undertaken. If the defence acquisition environment 
is to be considered as professional, there must be a balance that allows 
judgement to be exercised and jurisdiction over subject areas to be taken. 

Balance is necessary because knowing by apprehension (concrete learning) is a 

registrative process, transformed intentionally and extensionally by 

apprehension, whereas comprehension is an interpretive process transformed 

intentionally and extensionally by criticism. It is through such critical activity 

that the network of comprehensive knowledge is refined, evaluated and 

integrated. To be critical requires reflection and taking an analytical position. 

This can only be undertaken on comprehensive, abstract knowledge as to 

criticise apprehensive, concrete knowledge would destroy that very knowledge. 

a 
New Production of Knowledge (Mode 2) in the Contextua Setting 

The larger context in which the defence acquisition environment operates has 

been illustrated previously. It links operational capability requirements with the 

industrial base that manufactures equipment and provides increasingly 

outsourced support activities. This industrial base, formed from international 

organisations, is subject to the increasing change and complexity of the global 

market place. The ever increasing pace of technological and business change 

demands use and production of knowledge, in a continual process, which is 

instantly available, in accord with corporate and technological development. 

Being receptive to customers' needs and being ahead of the competition 

demands rapid knowledge creation, validation, dissem ination and adoption. 

Gibbons' (1994) view was that traditionally, knowledge creation was the domain 

of experts (in the main, researchers within higher education institutions) and 

users (in the main, practitioners in a particular area of activity). Knowledge was 

produced as a result of research, with the experts taking a major role in 

delivering knowledge, mainly in propositional form, to be utilised by the 

53 



practitioners. Gibbons et al considers this as "Model' form of knowledge 

generation, the traditional approach to knowledge production, being 
"generated within a disciplinary, primarily cognitive context. Mode 
2 knowledge is created in broader, transdisciplinary social and 
economic contexts. " (Gibbons et al, 1994,1) 

Mode 2 recognises the need to bring together previously disparate knowledge 
domains to reflect the reality of modern global business best practice which of 
necessity is transnational, working across boundaries, languages, cultures and 
organisational structures, but above all across previously sacrosanct functional 

and disciplinary boundaxies. Old concepts of neatly bounded functional and 
commercial operating methodologies have been found to be too rigid to 

accommodated the requirement for rapid transmission of information to aid 

expeditious decision making. Mode 2 eschews linearity with its precise 
boundaries between knowledge production and utilisation; activities involved in 

the creation and utilisation of knowledge are not separate domains; both are 
epartners' in those areas. Mode 2 knowledge is not primarily a matter of 
knowledge being applied to practical situations but is a matter of 'knowledge-in- 

use, ' when what counts as knowledge is constructed in real time, in the 

exigencies of the moment through problem solving and its inherent 

problem/ solution based (experiential) learning. Gibbons et al (1994) identify 

that Mode 2 has a number of discernable, apposite, attributes: 

Knowledge produced in the context of application: Problem solving in 

the context of defence acquisition requires personnel from a number of 

backgrounds to address a range of issues, before deciding upon the optimal 

solution to the problem or challenge. This will be context specific and w-hilst it 

may inform similar situations it will not provide an exact answer for future 

similar situations because the many socio-political and economic variablcs 

involved in the contextual may be different. 

"Such knowledge is intended to be useful to someone whether in industry 

or government, or society more generally and this imperative is present 
from the beginning. Knowledge is always produced under an aspect of 

continuous negotiation and it will not be produced unless and until the 

interest of the various actors are included. " 

This can be taken further: 

"... knowledge production in Mode 2 is the outcome of a process in which 

supply and demand factors can be said to operate but the sources of 

supply are increasingly diverse, as are the demands for differentiated 

forms of specialist knowledge. Such processes or markets specify what 

we mean by the context of application. " (Gibbons et al, 1994,4) 
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Knowledge may be diffused through the activities (for example, by word of 
mouth, or in a post-activity report) of those within the teams of an organisational 
environment such as that of the defence acquisition community. 

Transdisciplinarity: Mode 2 is not just assembling a diverse range of 
specialists to work in teams on problems in a complex applications oriented 
environment. It is through enquiry which is guided by specifiable consensus, as 
to appropriate cognitive and social practice, that knowledge production takes 
place. This 

"... consensus is conditioned by the context of application, and evolves 
with it. The determinants of a potential solution involve the integration of 
different skills in a framework of action but the consensus may be only 
temporary depending on how well it conforms to the requires set by the 
specific context of application. " (Gibbons et al, 1994,4-5) 

Transdisciplinarity features include a distinct framework, which is constantly 

evolving, to guide problem solving efforts. Knowledge generated develops its own 

structures and modes of practice, and whilst it is initially communicated to those 

who have directly participated, subsequent diffusion occurs primarily as the 

original practioners move to new problem contexts rather than through reporting 

results in professional journals or learned publications. Above all, 

transdisciplinarity is dynamic with a particular solution becoming the cognitive 

site from which further advances can be made. 

Heterogeneity and Organisation Diversity: The composition of a problem 

solving team changes over time and knowledge production is heterogenious in 

terms of skill and knowledge that people bring. There are many sites where 

knowledge can be created and these sites can be linked in a number of ways 

(that allow development of networks of communication) and there is 

simultaneous differentiation across the various sites. This has particular 

resonance with the acquisition environment where the various IPT each have 

similar roles and activities within them but may be using particular experts in 

differing ways at any particular time. 

Social Accountability and Reflexivity: There is growing acknowledgement 

of the ways in which knowledge can affect public interest and such knowledge 

producing sites increasingly recognise this aspect. However, a key aspect is the 

ability to respond reflexively to competing demands. (Gibbons et al, 1994) 

Increasingly, within Mode 2 forms of knowledge production, there is the 

development of a discipline transcending terminology, or common methodology. 

With this in mind, 
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"... the successful establishment of a particular field as transdisciplinary, 
... i. e. as a clustering of disciplinary route problem solving methods, is 
likely to mimic in the longer run the successful institutionalisation of a 
discipline, and hence, become a discipline itself. " (Gibbons et al, 1994, 
29) 

Consideration of Mode 2 highlights particularly this transdisciplinarity aspect of 
knowledge production but linking this with previous discussions concerning 

professional knowledge, there could be a tendency only to consider the need for 

individual learning with discipline based knowledge (as in Mode 1). However, 

transdisciplinarity encompasses the need for effective working and learning 

together, albeit sometimes only for relatively short periods, in order to gain 

relevant contextual decision making. This is predicated upon a number of 
individuals working together, all bringing differing skills, knowledge, values and 
behaviours, which based upon the solution to evolving problems and challenges 

will develop new knowledge. Whilst much of the knowledge thus generated may 
be socially distributed, it may or may not be learned by others. It is pertinent to 

note that, 
"... for an organisation to survive, its rate of learning must be equal to or 
greater than the rate of change in its external environment. " (Revans, in 
Aspinwall and Pedler, 1997,230) 

Whilst this might be metaphorical, it is the classic basis for consideration of a 

'learning organisation. ' Debate continues as to whether this concerns people 

within the organisation, or the organisation as a whole. What is relevant here, in 

contributing to professional knowledge production, is that although this is 

undertaken on an individual basis and even within and between teams, 

organisational learning is not the same as individual learning, even when the 

individuals who learn are members of the organisation. As has been identified, 

"there are too many cases in which organisations know less than their 

members. There are even cases in which organisations cannot seem to 
learn what every member knows. " (Argyris and Schon, 1978,9) 

A Learning Organisation 

This identifies a potential area for consideration, in that the MoD, in undertaking 

defence acquisition, contains many individuals who have considerable 

knowledge in undertaking transdisciplinary activities such as those in an IPT 

and frequently individuals gain knowledge but because of their transient nature 

in the position, and that knowledge produced might not be fully distributed to 

other IPT's or others in the defence acquisition community, it could easily be lost 

to the organisation. As such, it would not be a learning organisation and the 

corporate knowledge does not progress, or at least is not as dynamic as the other 
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organisations within its commercial operating environment. Much of the early 
literature on the Learning Organisation (Lave and Wenger, 1991; Argyris and 
Schon, 1979) acknowledges a degree of hierarchical insistence on undertaking 
certain learning activities, and/or, relies much upon the establishment of 
routines whereby managers learn new ways of improving efficiency. However, as 
Aspinwall and Pedler state: 

"Collaborative enquiry, where outcomes cannot be fully measured in 
terms of what individuals take away, but by what is created together, can 
form the bridge from individual learning to the learning organisation. " 
(Aspinwall and Pedler, 1997,234) 

This does indicate that, for many organisations and certainly the defence 

acquisition community, there is considerable opportunity to 'bridge the gap' 
between the old way of doing things and the new philosophies introduced as a 

result of Smart Acquisition. Nevertheless, to be effective in such a cultural 

context, a learning organisation perspective needs to be developed in such a way 

that innovation and creativity can freely inspire knowledge production. 

It is also pertinent to distinguish that the generation of information or any aspect 

within an organisation that contributes information, is not the same as 

knowledge creation. The defence acquisition environment generates vast 

amounts of information. This information, in suitable format, can aid decision 

making, yet having this information is not the same as knowledge, or inde. 1d 
learning, for as Senge strongly points out, 

"the problem with talking about 'learning organisations, ' is that the 
learning has lost its central meaning in contemporary usage. Most 

people's eyes glaze over if you talk to them about 'learning organisations. ' 

Little wonder - for in everyday use, learning has come to be synonymous 
with taking in information, yet taking in information is only distantly 

related to real learning. " (Senge, 1990,13) 

COMMUNITY OF PRACTICE 

Discussion on profession, professionalism and the importance of such 

professional knowledge and how it is gained has been developed generically but 

particularly based upon the contextual setting of the defence acquisition 

environment. In doing so, and from the beginning of this dissertation, the broad 

acquisition environment has been recognised but the focus has been upon the 

defence acquisition community, centred on the Integrated Project Team (IPT). In 

this consideration the word 'community'has been taken to mean a collection of 

individuals, brought together as a social grouping, work group or team. 

Nevertheless the word 'community, can be applied in a different sense, that of a 
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community of practice. Whilst closely related to work groups, teams or indeed 

networking there are important and complementary relevant differences. 

Purpose Membership Raison dletre Duration 

Community To develop Members who Passion, As long as there is 
of Practice members' select themselves commitment, and interest in maintaining 

capabilities; to identification with the group 
build and exchange the group's 
knowledge expertise 

To deliver a Everyone who Job requirements Until the next 
Formal product or service reports to the and common goals reorganisation 
Work group's manager 
Group 

To accomplish a Employees The project's Until the project has 
Project specified task assigned by senior milestones and been completed 
Team management goals 

To collect and pass Friends and Mutual needs As long as people have 
Informal on business business a reason to connect 
Network information acquaintances 

Figure 7: Summary of relevant complementary differences between Communities of Practice, 
Formal Work Groups, Project Teams and Informal Networks. (Wenger and Snyder, 2000,142) 

These are groups of people informally bound together by shared interests, 

specialisms and passion for a joint enterprise. They share their knowledge and 

experience in free flowing ways that foster new approaches to challenges. It is a 

learning environment where the output is knowledge (Lave and Wenger, 199 1; 

Wenger, 1998; Lave, 1988; Wenger and Snyder, 2000). This is situated 

learning, and, in contrast with learning as internalisation, learning through 

participation in these communities concerns the whole person acting in the 

world (Lave and Wenger, 199 1). In terms of learning through participation there 

is a constantly evolving and renewing set of relationships and this is the way in 

which the defence acquisition environment, with its complex setting and 

movement of a large number of personnel, functions. Learning is not just viewed 

as legitimate peripheral participation but becomes an evolving form of 

membership from which there are two forms of learning: older or longer 

established members of the community passing on knowledge to newcomers but 

also receiving new ideas and approaches from newcomers. Lave and Wenger 

(199 1) point out that newcomers and 'oldtimers' are dependant upon each other, 
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and that whilst this can bring tensions it is vital for the production of knowledge. 
This can only be achieved because the construction of practitioners' identities is 
a collective enterprise and there is to a large extent a matter of individuals' sense 
of self and biography. Whilst presenting paradoxes and challenges for those 
within the community, the learning processes are part of the working out of such 
contradictions in practice. 

"Learning, transformation and change are always implicated in one 
another ... communities of practice are engaged in the generative process of 
producing their own future. " (Lave and Wenger, 1991,77) 

SUMMARY 

Key features of the concept and role of professionalism have been discussed in a 
changing public sector context. Recognising profession in an occupational 

sense, the essence of professional practice namely diagnosis, inference and 
treatment is recognised as is the need for balance in the exercise of professional 
judgement. The nature of professional knowledge is considered and the 

importance of knowledge in developing professionalism is highlighted; there is 

examination of knowledge in a context of professionalisation and the primary 

means of knowledge production, namely training, education and experience, in 

the defence acquisition community. Fundamental to this is the contextual 

setting and that within it knowledge production is Mode Two in nature, with 

implications for both individual and organisation learning within a community of 

practice. This chapter has discussed fundamental aspects essential to 

achievement of the stated aims prior to consideration of appropriate research 

design and methodology. 
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CHAPTERFIVE 
RESEARCH DESIGN AND METHODOLOGY 

"It is a capital mistake to theorise before one has data. Insensibly one begins to twistfacts to suit theories, instead of theories to suitfacts. " 
Sherlock Holmes to Dr Watson 

'A Scandal in Bohemia' 

PREAMBLE 

Having developed pertinent questions essential to achieve the stated aims of this 
dissertation, this chapter discusses the choice of research paradigm and the 
methodology utilised. An interpretive approach is taken to the research and 
consideration of issues such as contextual setting, ethics, complementary 
research and sampling is undertaken, noting particularly Spradley's (1979; 
1980) and Creswell's (1994) views on interviewing and subsequent analysis. 

RESEARCH PARADIGM 

Fundamental to successful research, an appropriate framework that will enable 

meaningful research results must be centred upon the nature of the problem itself 

and a range of variables that includes the theoretical base that will guide the 

selection of a suitable research methodology (Hussey and Hussey, 1997). Basic 

ontological and epistemological challenges must be taken into account in order 

that the appropriate research selection may be made. Guba and Lincoln indicate 

that these need to be considered prior to the researcher "... delving into whatever 

he or she believes can be known. " (1994,108) As Bogdan and Biklen comment, 

"... all research is guided by some theoretical orientation. Good researchers 
are aware of their theoretical base and use it to help collect and analyse 
data. " (1992,30) 

Two key research paradigms for selection emerge; either positivist or interpretive. 

The positivist research paradigm can be considered as quantitative, objective, 

scientific, experimental and traditionalist (Hussey and Hussey, 1997). Positivists 

tend to adhere to the rules laid down in natural science. Gill and Johnson 

(1997) amongst others (Bailey, 1987; Morse, 1994; Creswell, 1994) suggest that 

this type of research is where theory is taken and tested by observation. It seeks 

to explain the causal relationships between variables and uses quantitative data. 

This type of data is typically collected through primary research techniques and 

is expressed in some numerical form. Saunders and Lewis (1997) state that 

quantitative research is about numerical measurement and reliable statistical 

predictability of results. It tends to be scientifically oriented, requiring a 

systematic and methodical approach to data collection (Barnes, 2002). This 
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type of research employs tight controls and highly structured methodology to 
facilitate replication. In adopting highly structured methods, it readily lends 
itself to natural scientific experiments where closed systems are employed, with 
no influences from outside the structure. By this method, theories are tested 

rather than created, being deductive. Such a deductive approach advocates 
that 

"quantitative researchers collect facts and then study the relationship of 
one set of facts to another... (the outcome of which is) ... quantified, and if 
possible, generalisable conclusions. " (Bell, 1993,5) 

At the opposite end of the research spectrum the interpretivist research 
paradigm can be considered (simplistically) as qualitative, subjectivist, 
humanistic and interpretivist (Hussey and Hussey, 1997). This type of research 
is concerned with the way that people experience the social phenomena around 
them. It stresses human activity by focusing on the meaning rather than the 

measurement of social phenomena; the emphasis typically being upon situations 

where there is no clear-cut objectivity or reality. Cassell and Symon note that, 

"qualitative researchers are characteristically concerned ... with trying to 
accurately describe, decode, and interpret the precise meanings ... of 
phenomena occurring in their normal social contexts. " (1994,57) 

Such research into social contexts, which are contingent upon a large number of 

variables, tends to use qualitative data and can be interpretive in that it looks 

for explanations about observations (Spradley, 1979; Bogdan and Biklen, 1992). 

This data takes observations and experiences and, through analysis, attempts to 

clarify and provide understanding to what is happening, and why. It tends not 

to be concerned with numerical values and is typically nominal or named data. 

This type of approach lends itself to the social sciences where the interaction of 

people in open systems is seen and there is influence from outside the structure 

(which may or may not be controlled by the participants). Unlike the positivist 

approach, theories are created rather than tested, being inductive. As Bell 

highlights, 

"researchers adopting a qualitative perspective are more concerned to understand 
individual's perceptions of the world... seeking insight rather than statistical 

analysis. " (Bell, 1993,6) 

Debate about which approach is best for a particular research project has been, 

and will continue to be, ongoing, with proponents of each method citing theirs as 

the best approach. Whilst there 

"is doubt that any discourse has a privileged place, any method or theory a 

universal and general claim to authoritative knowledge" (Richardson, 

1991,173), 

in summary format the advantages and disadvantages of each paradigm are 

shown over page in Figure 8: 
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Positivist Interpretivist 
Advantages *Economical collection of *Facilitates understanding 

large amounts of data; of how and why; 
*Clear theoretical focus *Enables the researcher 

for the researcher from to be alive to changes 
the outset; which occur during the 

*Greater opportunity for research process; 
the researcher to retain e Good at understanding 
control of the research social processes. 
process; 

" Easily comparable data. 

Disadvantages e Inflexible - direction 9 Data collection can be 
cannot be changed once time consuming; 
collection has started; * Data analysis can be 

" Weak at understanding difficult; 
social processes; *Researcher has to live 
Often doesn't discover with the uncertainty that 
the meanings people clear pattern may not 
attach to social emerge; 
phenomena. *Generally perceived as 

less credible by non- 
researchers. 

Figure 8: Advantages and Disadvantages of Positivist and Interpretivist Research Paradigms 
(adapted from Saunders and Lewis, 1997). 

RESEARCH METHODOLOGY 

Defining research methodology as the manner in which the entire process of a 

research study is undertaken is a relatively simplistic definition that is difficult 

to dispute; however, much of the considerable debate over what constitutes 

qualitative and quantitative research derives from the assumptions and 

perspectives of data gathering. Qualitative methodology is often seen in narrow 

association with particular modes of data collection (such as interviews) or for its 

non-numeric nature (such as verbal transcriptions); nevertheless, research 

methodology is more than merely data alone. The gathering, analysis and 

interpretation of data itself is always conducted, 

"within a broader understanding of what constitutes legitimate inquiry and 

warrantable knowledge. " (Hammersley, 1996,15) 

Selection of appropriate methodology, enabling constructivist epistemologies, will 

be contingent upon a large number of variables, predominant amongst which 

will be the complex and value laden nature of human relationships and 

individual biographies. To develop a research methodology that will adequately 

gather reliable and valid data from those within the hierarchal, bureaucratically 

founded defence acquisition environment, will require a representation of reality 
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through the eyes of the participants. It resides in the phenomenological 
paradigm as it is concerned with understanding the views and values of those 
involved within defence acquisition, in order to 

"attribute meaning to the context in which they are directly involved and 
as it seen and experienced by them. " (Burrell and Morgan, 1979, 
227) 

This viewing of the meaning of experience and behaviour in context (and in its 
full complexity) will be essential in order to enable theorising which emphasises 
the emergence of concepts from data rather than their imposition in te=s of a 

priori theory, hence the basing of this research upon the phenomenological 

pa-radigm. Such a qualitative approach will enable a more 'in depth' and 

practically applicable understanding (Bogdan and Biklen, 1992). It requires the 

adoption of an inductive, interpretive approach to the gathering of data and its 

subsequent analysis, which is seeking to identify patterns and categories that 

emerge from the data rather than pre-imposing them. The ontological emphasis 
is upon subjective consciousness, which provides a relativist position of reality, 

in the 

"form of multiple... constructions, socially and experientially based ... and 
dependent for their form and content on the individual or groups holding 
the constructions. " (Guba and Lincoln, 1994,110) 

Whilst Hussey and Hussey (1997) outline a number of phenomenological 

constructs that include 'Action Research, ' Case Studies' and 'Ethnography, ' this 

research uses grounded theory method in order to gain an informed perspective 

of the concept of professionalism and features of professional knowledge, their 

role and future development within the defence acquisition community. 

Cresswell. (1994) suggests 'that interpretivist research should, at the outset, be 

open-ended and without reference to literature or theory. This is probably too 

pure an approach, and in the spirit of methodological pluralism, suitable 

research and literature review have been undertaken in parallel. In essence, the 

concepts and theories found in the literature are helping to clarify, classify and 

explain what has been found in the research. 

RESEARCH APPROACH 

Having considered the appropriate research methodology, it is necessary to take 

a structured approach to the gathering and interpretation of relevant data. As 

Jankowicz identifies, 
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".. in order to increase knowledge ... by finding things out and by being 
systematic about the process" (1995,88), 

it is a structured and systematic approach that will be most likely to lead to a 
reliable and valid interpretation of data. A similar position is adopted by Ary et 
al (1996). 

"Research is best conceived as the process of arriving at dependable 
solutions to problems through the planned and systematic collection, 
analysis and interpretation of data. " (Mouly, in Cohen and Manion, 
1994,40) 

However, in this case such an approach can only be considered by recognising 
what had been previously undertaken. 

Initial Exploratory Research 

As previously identified, the policy documents and philosophy statements of 
SDR, DTR, and ROCC indicated the need for 'professionalism' in defence 

acquisition. Prior to undertaking the main research an initial/ exploratory 
questionnaire was utilised to determine the perception of those within the 
defence acquisition environment in respect of 'being professional'. The 

questionnaire (Appendix A) was not designed to gain depth in the topic, rather it 

was to gain validity as to whether those involved within the community saw 
themselves as professional and, if so, why. Over a period of nine months, a total 

of 190 questionnaires were distributed to acquisition personnel who were 

attending a range of short courses, seminars and workshops on relevant 

acquisition functional/ managerial subjects. 95% of these were returned and all 
indicated that the respondents felt that they were 'professional' although the 

reasons for this were varied. It assisted in determining that this more focused 

phenomenological research should be undertaken. 

Complementary Research 

The creation of the Acquisition Training Cell (ATC) heralded recognition of the 

need for implementation of training and developmental processes that would 

enable the enhancement in the performance of personnel that Smart Acquisition 

was to deliver. The ATC was tasked to provide a central focus for training, 

education and professional development, acting as a 'one stop shop' (MoD, 2002) 

for all personnel within the acquisition environment requiring information on 

provision of such training, education and developmental processes. A key 

feature of their role was the development of relevant competences that could be 

applied to the acquisition community as a basis for personal development and 

performance enhancement. This was undertaken through the use of 

predominantly quantitative research methodologies, using questionnaires as the 

primary investigative instrument followed by interviews to enlarge upon 
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pertinent areas concerning specific competences. This was further progressed to 
examine and generate career developmental methodologies and programmes for 
those involved in the defence acquisition environment as a whole. Arguably, 
these developmental programmes were being developed based upon quantitative 
data that had not fully understood the nature and content of professionalism 
and professional knowledge, especially from the perspective of those within the 
acquisition community. This could have far-reaching implications for 
performance in respect of both individuals and the organisation. 

Hence, in designing this research into professionalism and professional 
knowledge within this contextual setting, it was necessary to give cognisance to 
the work already undertaken and to complement, rather than repeat it, in order 
to ensure greater understanding of the subject area and the fundamental issues 

and challenges from both conceptual and practical bases. 

It is important to note that in seeking a clear focus for the research, the areas in 

question are about professionalism and professional knowledge and that 

although reference is made to competences and career development this 

research does not delve into these aspects but it does acknowledge them. 

SAMPLE 

The defence acquisition environment comprises organisations in both the public 

and private sectors of the UK economy. Currently there are approximately 

35,000 to 40,000 personnel working in such public sector based organisations, 

with considerable numbers also involved in the UK private sector. However', the 

vast majority of these are not directly involved with the key constituent elements 

of acquisition, namely specification, procurement and support. It is difficult to 

be precise in determining how many are involved directly with these three broad 

areas although it would be very considerably less than the numbers indicated 

thus far. 

If validity is to be effected then the issue of generalisation must be taken into 

account. The sample must reflect the population in general as 

"the goal is the elaboration of conceptually rich, dense and contextually 
based theory, " (Hammersley, 1996,25) 

and as such must be driven by theoretical concerns. As the research questions 

concern professionalism and professional knowledge there is the opportunity to 

further focus down, within the environment, to the core of those personnel with 
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aspirations to develop their careers in defence acquisition. The Acquisition 
Stream (AS) and the Acquisition Leadership Development Stream (ALDS) are 
designed to provide the career 'anchor' for development although the former is 
more informal and less structured, with an emphasis upon the individual taking 
responsibility for his/her own progression. The ALDS is more structured, is 

organisation based and has limited entry with specific activities and recognition. 
Hence, the emphasis here is upon the AS and ALDS where there are 
approximately 1600 active members. As the title implies the ALDS is intended as 
the nucleus of the acquisition leaders of the present and the future. Such 

personnel are either at what may arguably be a pinnacle of acquisition, the 
Integrated Project Team Leader (IPTL), or are aspiring (and are close) to such a 

position. However, if one considers the acquisition community in a classic 
hierarchical, pyramid shape then the AS generally is lower order than the ALDS, 

which is sharply representative of those at the pinnacle of the pyramid. Thus, in 

order to provide the greatest possible representation of views upon 

professionalism and professional knowledge from those actually involved in the 

defence acquisition community, this group would provide the focus for a sample 

that could provide insight into, and understanding of, their perspectives 
(Cresswell, 1994; Hammersley, 1996; Spradley, 1979; 1980). Therefore, the 

focus is upon the ALDS and although there are just over four hundred members 

of this group, in order to sharpen the research sample, a further focusing down 

onto the one hundred and seventy IPT Leaders would enable a representation of 

those at what is seen as the pinnacle of the acquisition community. In order to 

gain representation of these one hundred and seventy IPT leaders who are also 

members of the ALDS, a sample of 20% was sought. Hence, thirty-two IPT 

leaders were contacted to see if they would be prepared to take part in the 

research activity. These included ALDS members from the DPA, DLO and ECC 

areas. This focusing down to a representative sample is shown diagrammatically 

at Figure 9. 

In determining a reliable sample of IPT leaders who were ALDS members, a 

number of key principles were utilised to assist in gaining a representation of the 

target population that did not have significant differentiation within important 

characteristics. Hence, the sample included personnel from the armed forces 

(Royal Navy, Army, Royal Air Force and Royal Marines), civil servants and those 

from commercial organisations. Of these, two were female. This stratification 

included an age range from thirty five to fifty eight. Although the research is not 

intended to be a comparative study across specific characteristics, it does 

provide a representation across career development stages. It has been 
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intimated that concepts of validity and reliability, if applied rigidly to 
phenomenological research, can imply a positivist perspective. However, taking 
these concepts into account has enabled a discipline in practice. It is the 
selection of the appropriate paradigm as the basis of the design of the research 
coupled with a belief that the sample is representative of the population that 
enables generalisation in respect of professionalism and professional knowledge. 

ACQUISITION ENVIRONMENT 
(at large) 

including MOD and Commercial 

ACQUISITION COMMUNITY 
(within MOD) 

including ECC/DPA/DLO 

Acquisition Stream (AS) 
- and 

Acquisition Leadership Development 

Scheme (ALDS) 

Sample of IPT 
Leadersin 

ALDS 

Figure 9: Refining a Representative Sample (Author) 

COLLECTION OF DATA 

Ap roximately45,000 Pp 

ApproxiMately 7,000 

APproximately 1600 

Approximately 450 

Approximately 170 

32 

Each member of the sample was to be the subject of a focused interview. 

Consideration was made of the need of the interview to elicit information 
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in respect of each informant's view of the issues in question, the nature of the 
key areas (professionalism and professional knowledge), the context within 
which these are set and the experience of the researcher. Taking this last point 
Spradley clearly identifies that, 

"... interviewing informants depends upon a cluster of interpersonal 
skills: these include, asking questions, listening instead of talking, taking 
a passive rather than assertive role, expressing verbal interest in the 
other person, and showing interest by eye contact and other non-verbal 
means. " (Spradley, 1979,41) 

Spradley further notes that, 
.... no matter how unobtrusive, ethnographic research also pries into the 
lives of informants. Interviewing represents a powerful tool for invading 
other people's way of life. It reveals information that can be used to affirm 
their rights, interests and sensitivities, or, to violate them. " (Spradley, 
1979,34) 

Hence, great care was taken to recognise both practical and ethical issues. Key 

practical aspects concern locating the informants in order to undertake the 

interview. This necessitated determination of appointment/ title of post holder 

then contact via letter or email and subsequent telephone confirmation of 

requirements and suitable appointment. This negotiation of access in itself is a 

challenging task in that all of these personnel hold senior and inevitably busy 

appointments. This in turn necessitated a scheduling of locations and allocated 

timings to ensure optimal itinerary. Sufficient time had to be allowed for the 

interview itself and for subsequent transcription and reflection. 

A document was developed as an 'instrument of research' or 'protocol' (Creswell, 

1994) which, in itself, is 'a guide' for the interview and was utilised as such by 

the researcher but which was also seen in advance by each informant within the 

sample. It is in two parts with Part One containing mainly personal information 

and particulars concerning place of work and position held, These details 

assisted in clarifying particular aspects of experience that may have impacted 

upon or influenced their views and perceptions. Part Two of the interview guide 

contains the four key questions. These focus upon the crucial areas for 

investigation and were so worded as to allow a personal interpretation by the 

informant. A copy of this document (protocol) is shown at Appendix B. 

Ethical and Practical Issues 

RecQgnising ethical issues, it was made clear to informants, prior to the 

interview, that the interview would be tape-recorded and written transcriptions 

would be made. All informants were asked if this would be acceptable to them 

and they all responded affirmatively. Subsequently, the presence of the tape 

recorder did not cause any apparent discomfort or concern for any of the 
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informants. They were also advised that they could see a copy of the 
transcription if they so wished. As well as sensitive data concerning themselves 
or their appointment, there was a careful consideration of whether any security 
issues might be raised. Only in one interview was the aspect of security brought 
to the fore and this resulted in a move to a more secure area where it was not 
possible to inadvertently record security sensitive information. 

The researcher, prior to undertaking the interview schedule, discussed the 
'instrument of research' (the interview protocol) with colleagues and the research 
supervisor. As a result a number of amendments were effected. In addition, five 
tape recorded pilot interuiews were undertaken, with representatives of the 

sample group, from a commercial organisation, the armed forces (Royal Navy, 

Army, Royal Air Force) and Civil Service and as a result minor modifications in 

respect of 'prompts' were made. However, considerable benefit was gained in 

respect of the researcher's experience in conducting the interview. As a 

consequence of the tape recorded pilot interviews, less interruption and greater 

use of body language was subsequently utilised. The importance of allowing the 

informant to speak freely and to think through and develop his or her perspective 

was uppermost in the approach of the researcher and this was refined as a result 

of the piloting experiences. Spradley identifies the practicalities of preparing for 

and interviewing informants and notes how important these are to the success of 

any interviewing process (Spradley, 1979). Matters of practical administration, 

for example, spare tapes and batteries and careful monitoring of volume control) 

also became more effective. Each individual was contacted by telephone to 

ensure that they were willing and available to undertake the interview. This was 

confirmed by a letter and an attached briefing sheet explaining the nature and 

purpose of the interviews. It was also confirmed that as well as a tape recording, 

there would be a transcription and that this would be utilised for reflection and 

analysis. 

In order to ensure consistency in the interviewing approach and style, the same 

questions, clarification and confirmation of the aims of the research, plus the 

assurance of anonymity and confidentiality were undertaken at the 

commencement of the interview. 

Interviews took place over a period of ten weeks and were spaced in such a way 

as to allow sufficient time for each, as well as for a period of reflection. This 

allowed any issues to be amplified and for transcriptions to be made and 
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confirmed with clarification of any misheard or indistinct words. Whilst this was 
considerably time consuming, as Spradley (1979) identifies: 

"tape recorded interviews, when fully transcribed represent one of the 
most complete accounts ... making a full transcription becomes 
invaluable for conducting the series of ethnographic interviews. " 
(Spradley, 1979,70) 

The interviews took place during the normal working day within offices or meeting 
rooms at the locations where the informants normally worked. Due to the 
advance notification and scheduling, no disruption took place and each averaged 
seventy minutes. Following each interview, gratitude was expressed verbally for 
the contribution that had been made and this was confirmed with a letter of 
thanks to each individual. 

DATA ANALYSIS 

The collation and analysis of qualitative interview data is a time-consuming task. 

It can also be complex; nevertheless, the researcher's presence at the interviews, 

listening to the tape recording and reading of the transcription, allows a d-egree 

of intimacy and appreciation of the nuances of language within the contextual 

setting. 

Gaining meaning from, and to ensure full coverage of, the available data, 

requires a reliable, standardised and structured approach to the analysis 

(Spradley, 1980), Yet, as has been noted 
"the process of data analysis is eclectic; there is no 'right way'. " (Tesch, 

in Creswell, 1994,153) 

What is necessary, therefore, is a structure and structural approach at the 

outset but with a degree of flexibility (Easterby-Smith et al, 1994; Hussey and 

Hussey) for, as Creswell comments, 
"data analysis requires that the researcher be comfortable with 
developing categories and making comparisons and contrasts. It also 

requires that the researcher is open to possibilities and see contrary or 

alternative explanations for the findings. " (1994,153) 

Bearing these points in mind, each transcript was analysed in five stages. 

a) Familiaiisation: In order to become familiar with both the tape recording and 

the transcription, they were listened to and read on a number of occasions. 

Often taken into account with field notes, this allowed the opportunity (and 

privilege) of a degree of enculturation within the informant's world (Spradley, 

1979). On occasion an informant might have said something that was indistinct 

on the tape but the field note might clarify what was said. Five times there -, vas 
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a need to confirm particular acronyms and twice a particular a particular 
informant, somewhat conspiratorially, had lowered his voice as confiding a great 
secret to the researcher. Checking notes with the tape recording clarified that it 
really was only an internal relationship issue and nothing to do with the 
research questionsl Nevertheless as already previously noted, change of pace, 
emphasis and nuance etc, could be considered in order to enrich the informant's 

meaning. It presents a "sense of the whole. " (Creswell, 1994,155) 

b) Reflection: Gaining a sense of reality, as seen by the participants, was 
considered crucial to understanding fully their perception of the key areas 
(Spradley, 1979; Creswell, 1994; Hussey & Hussey, 1997). Hence, time was 
spent in reading and gaining familiarity with the text, terminology and 
taxonomies as well as distinctions in both the written and spoken word. This 

was particularly important as, because of the cultural nature of the acquisition 

community, there is a preponderance of acronyms in everyday usage which 
despite the researcher's familiarity with the environment still required checking, 

confirmation and recognition. At the same time, initial thoughts were emerging 

as to the various categories, themes and issues within the data. 

c) Reduction and Interpretation: Transcripts were referenced and from them it 

was possible to identify various 'domains' (Spradley, 1979) from the vast amount 

of information available. As Creswell notes, 

"the researcher takes a voluminous amount of information and reduces 
it to certain patterns, categories or themes and then interprets this 
information by using some schema, calling this process 'de- 

contextualisation' and 're-contextualisation. " (1994,154) 

This is because much work within this process consists of 'taking apart' 

although "the 'final goal' is the emergence of a larger consolidated picture. " 

(Tesch, 1990,97) This enabled a number of domains to be identified and it is 

within these domains that 'meaning'begins to emerge (Spradley, 1979). As an 

example it was a relatively straight for-ward matter to recognise, from 

informants' biographies, the qualifications that they had gained and how. Most 

had first degrees and many had post graduate qualifications. However, the 

manner in which, or support available for and reasons for following particular 

courses varied considerably. It was only by collating and then reducing that 

this was possible to discern accurately. The information was being broken down 

in order that it could be more fully analysed, contrasted and compared 

(Spradley, 1979). Consideration was given to general domains but there was a 

need to scrutinise and eliminate or shift aspect of the domain not relevant to the 

research. This was an iterative and time consuming process but necessary 
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d) Cataloguing: Whilst some of the foregoing was undertaken by recording 
emerging data onto paper in order to subsequently cross check consistency of 
domains, the main activity was undertaken on the transcripts themselves, by 
noting themes and issues on the right hand side of the page, and subsequently 
identifying and coding on the left hand side. Use of highlighter pen also assisted 
in this process. This enabled coding of particular domains with transcript 
reference. A process was utilised whereby coded domains could be cross 
referenced, and, as this was an iterative process, could be redefined as 
necessary. This allowed concepts to be clearly contextualised, especially as, on 
occasion, pertinent information was contained within another element of the 
transcript. For example, an informant may have discussed his/her perception of 
professionalism when elaborating upon his/her future (an apparently different 

question). Examples of transcripts are shown in Appendix C. An example of a 
transcript identifying the working approach is provided at Appendix D. 

e) Linking: The utilisation of a structure for the informants to provide relevant 
data, and for the considerittion of this information, through use of reflection and 

reduction and cataloguing of emergent concepts allows the researcher 

conceptualised and contextual data that can be linked together. In addition, the 

relevant discourse undertaken in the earlier chapters can be correlated with the 

key themes and issues that have been raised and linked to enable 'meaning'to 

be attributed to them. 

DATA PRESENTATION 

The full presentation of all of the transcripts would be inappropriate, partly 

because of the sheer volume of text but also because of potential breaches of 

confidentiality. For the researcher, this became a considerable challenge as the 

more detail that is revealed concerning the informants, the ease with which a 

reader could identify sources of data became more apparent. For example, in 

constructing a 'Ledger' listing each informant, initial concepts of including 

details about individual job title or appointment, followed by detailed listing of 

qualifications, were abandoned as these, coupled with a numbering system for 

each ledger entry, rapidly nullified any notion of anonymity. A similar situation 

became apparent when seeking to note the particular branch of the armed forces 

to which an individual belonged. Thus, the next chapter, analysing the data, 

contains selective, illustrative and illuminative use of the informants' views and 
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perspectives of professionalism and professional knowledge in the contextual 
setting. (NB Ledger details at Appendix E have been removed for publication) 

Familiarisation, reflection, reduction and interpretation, cataloguing and linking 
has enabled the key issues to be drawn together and discussed in the following 

chapters, initially as the findings of the research and then in analysis, seeking to 
bring all the aspects covered thus far, together in a coherent manner. 

SUMMARY 

An interpretivist approach, recognising the need to gain informants' views, in 

order to complement other research within the MoD, has been the guiding 

principle in developing and undertaking this work. Theory has been considered 

and practical aspects of data collection and analysis recognised in order to 

enable representation of reality as seen through the eyes of those involved, 

which is the essence of this work and essential for fulfilment of the stated aims. 

The results of which will be discussed in the following chapter. 
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CHAPTERSIX 
RESEARCH FINDINGS 

"He uses statistics as a drunken man uses a lamppost -for support rather than illumination" 
Andrew Lang, attributed by Alan Mackay 

'Harvest of a Quiet Eye, ' 1997 

PREAMBLE 

In order to meet the aims of the research, four research questions were 
formulated. They were: 

9 What is the nature and character of the biography of those in (or aspiring 
to senior acquisition posts? 
What conceptions do they hold of being professional and professionalism 
in acquisition? 
What perceptions do they have about how they (and people aspiring to 

senior positions could) obtain their knowledge? 

9 How do they foresee their development as professionals? 
This chapter considers the findings from the research. It is developed under the 
headings of these four question areas and seeks to identify key issues and 
domains pertinent to professionalism, professional knowledge and 

professionalisation, as seen by those involved in the community. To do so it 

commences with an appreciation of their personal biographies which assists in 

providing a fuller, richer perspective and utilises illuminative quotations in order 

to aid understanding. 

QUESTION ONE: BIOGRAPHY 

Through a focus upon those at a pinnacle of defence acquisition, it is possible to 

discern fundament aspects that they exhibit in their background and their 

beliefs that make them suited for such positions. Hence the views of those in 

such positions, the very people who are delivering the new philosophy, are 

crucial in providing reality as seen through the eyes of the participants. This 

enables relevant representation of their values, views and beliefs. This was 

gained from a commentary given by each informant in response to the request, 

from the researcher, to "... tell as a story, your background, your personal 

biography, leading up to (and including) your current employment, noting 

particularly, key events that were pivotal in your acquisition experience. " 
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Qualifications 
The majority of the sample population (n=25) came into the MoD with a first degree 
(or subsequently gained one as a part of their employment protocol) and came 
straight from university. The following are indicative of this, 

"I am a traditional student; I did 0 levels, A levels, went to Southampton 
University and did a Mechanical Engineering degree, " (Ledger No 06) and "My background is the student engineer scheme -a lot of people have 
done that -a sandwich course, university and student training centres. " (Ledger No 15) 

They are typically the 'technical' personnel, being predominantly engineers or 
scientists. Within both of these categories, there was a mix of particular 
specialisms, with for example, engineers being strongly represented in 

mechanical, electrical, nuclear and marine engineering. Of these engineers over 
three quarters had gone on to complete a Masters degree in a similar area to 
their first degree, typified by 

" ... it seemed only natural to progress to a Masters in the same area, " (11) 
"I gained a first class degree in Mechanical Engineering and it and "-a 
conventional development, I suppose, BSc first then an MSc... " (30) 

Only a small number had either instead, or additionally, taken a Masters degree 

in a different subject a-rea (n=5). 

"I was very pleased and satisfied with my degree, and the Masters, but the 
MBA gives me an extra dimension, " was the view expressed by one of 
these. (30) 

Two of the technical specialists came from other working areas; one having had 

ten years of commercial industrial experience with a major defence contractor 

and the other having been a head of department in a large educational 

establishment. Both of these had a first degree and then a Masters degree in a 

different subject area. The following illustrates the latter: 

"I started my working career as a teacher. I was Head of maths and 
computer science and then left teaching to join the RAF as an educator 
and I've spent my career in the RAF doing things like training and 
assessment, working on the Logistics IT package, personnel 
development etc. I am a software engineer, who has a BEd, an MSc in 

Computer Science and an MBA. " (29) 

There were two informants who did not have a first degree, having joined as 

direct entrants to military service. Both of these had achieved very senior rank 

and as one pointed out, 
"I am a direct entrant and don't have a university degree of any sort -I 
am an aviator -I flew in the RAF. " (24) 

Of all the informants, three indicated an active commitment to gaining further 

qualification in the form of doctoral study, whilst another had already gained a 

PhD. 
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Experience and 'Broadening' Trajectory 
Interestingly, none had intended to pursue a career in acquisition, as is typified 
by this, 

"... the general trend ... is drifting into these things ... I don't pretend that 
there was an early game plan that led to defence acquisition. " (12) 

Most had entered the defence environment because they saw it as providing, as 
one long serving civil servant said, 

44 an opportunity to develop an interesting and varied career. " (0 1) 

This was shared by most of the civil servants who identified the opportunity for 

secure career development which could bring a variety of positions and 

appointments, as a driver for them joining the MoD. The serving military officers 

were in many ways very similar, recognising that after having held operational or 
'regimental duty' appointment they would be able to pursue a number of varied 

appointments. This could be in respect of geographical location, in respect of the 

particular type of duties involved or because of the nature of inherent 

responsibilities. 

Age inevitably had an impact upon the extent of varied positions that people had 

held, with the older informants generally having held more positions than those 

who were younger. Nevertheless, it was noticeable that even the two youngest 

civil servants and the youngest military officer had undertaken a number of 

relatively short (18 months to three years) appointments before moving to 

another, often different, role. 

Nevertheless, the defining feature of the biographies was that all had had a 

broad experience of various and varied positions and roles. Epitomising this are 

the following: 

"I worked all my time in the MoD although I've had a very wide range of 
jobs. I started off doing a degree in Mechanical Engineering at Sussex 

University. Towards the end of that degree, I was doing a project about 

gas turbine development and so when an opportunity came up 

subsequently to work in the aircraft establishment in the gas turbine 

section it seemed to be a fairly obvious career move. ... I 
decided to try 

something different so I joined the Atomic Weapons Establishment... I 

was encouraged to do different jobs and that was fine by me. I went to 

London on a departmental project then an Army missile system project. 

... subsequently Bath and a submarine project... then back to London 

working in Management Services Organisation followed by posts in 

Administration, technical work and then marine engineering, a post as 

'side kick'to the Director. I gained a lot of experience. " (14) 

And similarlY: 

"As a civil servant and having spent time working on the main 

submarine programme, I then found myself onboard a surface ship for 
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two years, followed by two quite different management appointments in 
the Naval Dockyard at Rosyth, one in policy and the other responsible for 
a large dockside workforce. After this I was in an area providing In 
service support' to a range of small warships, then involved in 
containment policies for submarines. Subsequently, on promotion, I 
became Technical Assistant to Staff Officer to Director of Ships. " (22) 

Eleven of those interviewed specifically utilised the word 'broadening' when 
providing their biographical commentary. An referred to such a phenomenon, 
although often used other terminology. In this respect a general pattern emerges 
whereby there is typically a 'trajectory' between positions every two or three years 
by both civil servants and military personnel. For the civil servants, this may be 

a quite deliberate personal decision, illustrated by 
"I knew that I couldn't be seen to be staying in my 'comfort zone, I 
had to be seen to be taking on a different type of role, " (32) or "For 
my own development I knew that I had to seek bigger challenges. " 
(30) 

However, for the military officer, it is a quite deliberate policy decision, illustrated 

by 

"I knew that after my operational experience overseas, I would be 
moved into a desk job. " (08) 

Thus, for the civil servant this may be a move based upon a particular topic 

specialism but into a new area of application. A good example of this is 

so having spent years in management and technical jobs concerned 
with ships, I moved to University College London and did three years 
there as a Course Director for the Marine Engineering Mechanical MSc. " 
(21) 

The military officer, however, is deliberately moved in order to gain a broad base 

of experience. Typically, early every two or three years, he/she is moved from an 

operational role to a training or administrative type post and back again: whilst 

this is generally based upon the skill and qualification background of the 

individual concerned, it could mean a move physically to any part of the world, 

particularly as in the last ten years or so there has been a greater proliferation of 

operational commitments for UK armed forces than ever before. 

Whilst this 'broadening'has the possible disadvantage that the individual in such 

a position may move to another position before having achieved specific 

objectives, it has the considerable benefits of ensuring that there is a potential 

for continual progression or movement for such personnel and that they can 

experience differing approaches, processes and interpretation of policies in 

differing functional and project areas and the differing personalities within them. 
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'Key Events' 

Linked to this aspect the informants were asked to identify two or three 'key 
events'that they felt were significant in their background in their personal career 
development leading to their present position. All provided examples of such 
'watershed' events and whilst there were very many personal significant career 
events, it is possible to discern a number of pertinent trends. All identified that 
they had key events that brought them wittingly or otherwise into the acquisition 
environment. Eight noted that whilst they did not choose their first position it 
was within one of the constituent elements of (what is now known as) acquisition 
and that it was that that set them off on their career paths to their current 
position. Nevertheless, all of the informants identified one or two events later in 
their personal development paths that brought them into an acquisition related 
role, typically when they became involved with a project involving the 
development of an aspect of the procurement of new equipment. 

However, three distinct trends emerged from the collective data. "Working with 

commercial organisations/industry" is the first area. This meant generally 

recognising that although the civil service and armed forces were discrete 

entities, any acquisition activities inevitably involved contact and business 

dealings with commercial organisations, where culture and working practices 

were considerably different to those that they had experienced in their working 
lives up to that point. 

"It was a revelation, here were people - probably earning less than me - 
and they just said 'OK well go with that, ' - they make a decision and that 
was it! I would have had to go through a huge process of approvals to be 
able to do what they had just done! " was the comment of one engineer 
who had not previously worked closely with commercial organisations. 
Similarly, "it was an excellent insight into the culture of a commercial 
organisation, the terminology, the way things were managed and the need 
to be proactive, " (08) 

was from one who felt that his time on secondment to a commercial organisation 

was a pivotal time in his personal development, especially in view of the way the 

acquisition environment has developed. 

Second was gaining an appointment that involved an 'international dimension. ' 

Five people mentioned that the experience, gained from working in the USA, was 

the biggest influence on their perspective of acquisition generally and of their 

personal development quite specifically. Another considered his experience of 

working on a European collaborative project as "enlightening and invigorating, " 

noting that, whilst there were differences in culture and speed of working, 

"... what we rapidly came to appreciate was that everyone had a very 

good part to play and it was a very good team worldng environment. " (2 1) 
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However, the event that occurred on most occasions for all informants can be 

summed up as 'networking., ' Many examples were given, by name, of individual 

contacts with whom they had worked and whom they had come to know and 

trust as a working colleague, who could subsequently be called upon for advice, 

assistance, guidance or direction. This aspect not only reoccurred with each 

informant, it was repeated a number of times throughout each informant's 

biography. 
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QUESTION TWO: PROFESSIONALISM AND BEING PROFESSIONAL 

In responding to the question about their conceptions of professionalism and 
being professional within the defence acquisition community, all informants 

elucidated their views using professionalism as both a noun and as an adjective. 
In the sense of what they are, rather than what they do and how they do it, the 
fundamental aspect was that of relevant qualifications. In response to the 
researcher's question "What is your view of professionalism and being 

professional in defence acquisition, " this was typical, 

"The simple answer is qualifications. " (03) 

Education and Training 

As identified in the preceding question, the majority saw themselves as belonging 

to the engineering or scientific profession, although a smaller proportion (n=1 1) 
identified themselves as belonging to other professions, including finance and 

education. The basis for this perspective was by virtue of the content of the 

qualifications that they had achieved. This view of profession, (or being a 

professional), based on education, which implies a particular knowledge, is 

illustrated by: 

"It is obviously about having a professional education and accreditation ...... 
and "... so the key is to build a relevant and recognised set of educational 
qualifications. " (04) 

Whilst all saw themselves as a professional, the educational bases from which 

they developed as professionals were varied, and although (as was previously 

noted), there were scientists, engineers, financial personnel, etc a number of 

these (n = 8) said that, by virtue of their personal development, they had now 

became professionals in defence acquisition. Three of these in particular felt 

that as they were now, using specific terminology, defence acquisition 

professionals, it followed that '... defence acquisition was therefore a profession. ' 

Whilst in itself this could be argued as a tenuous linkage, taking this 

perspective, and in a similar vein to the work undertaken by both Larson (1977) 

and Abbott(1988), it could be seen that this is considered by those involved as a 

new professional area. However, it was noted by all of them that it was not 

underpinned by a specific semantically labelled 'acquisition' qualification. In 

this sense, the 'body of knowledge' that was clearly identified by a number of 

these is not codified by the term 'acquisition, ' rather it is the 

culmination/ collation of a number of professionally discrete areas. A number (n 

= 5) specifically referred to the 'body of knowledge" that constituted the topical 

academic underpinning. 
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Nevertheless, all identified that relevant training was instrumental in developing 

or honing skills that were considered as professional. Frequently, the terms 
training and education were used to indicate the same thing although a 
considerable number did point out that there was a need for both education and 
training as illustrated by this typical view 

"... one becomes an expert in a particular field through an academic 
process-one becomes a professional just as doctors, lawyers and so on; of 
course, there is a need to develop and build knowledge upon this, through 
relevant training... " (13) 

Experience 

Additionally, all acknowledged that education and training alone did not make 
them, or those for whom they were responsible, professional. The element of 
experience was crucial to being a professional, whether in a generic or 
acquisition specific context. 

"Whilst the educational qualification provides an indicator and the training 
enhances the skills, it is the experience - in post - that brings out the 
professionalism. " (04) 

All the informants identified the experience that they had gained, normally in 

quite different posts, as allowing them to learn more about the totality of the 

environment in which they were currently, and would subsequently be, 

operating. This is inextricably bound up with the broadening aspect already 

identified with the previous question. Nevertheless this third element, 

contextual experience, was often the theme where there was overlapping 

between their use of the word professional as a noun and as an adjective 

Attributes and Competences 

All identified a range of characteristics as being a key element of professionalism. 

These could be considered under a number of different headings. On one hand 

there were the particular attributes that were expected to be undertaken 

generally by professionals within any working environment (and, on the same 

basis, those in acquisition), such as 'diligence, ' 'integrity, 'honesty, ' 

6commitment' and 'unbiased nature. ' These could be considered as ethically 

based and referring to the manner in which activities were undertaken. On the 

other hand there was recognition from all (to a lesser or greater extent) of the 

need for context specific competences. Typically aspects such as managing 

people, managing change, providing strategic direction as well as 'understanding 

risk, ' 'the ability to manage projects, ' "commercial aspects such as quality, finance 

and negotiation'and 'managing relationships with both customers and suppliers, ' 

were identified by all of the informants. Although the nature and extent of these 
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behavioural attributes and functional competences are vital to the success of 
professionalism in defence acquisition these will not be examined in detail. This 
is not to negate their relevance or impact, rather it is an acknowledgement that 
considerable quantitative research has already been extensively undertaken 
internally within the MoD and that the nature of these competences is therefore 
accepted as opposed to being re-examined. 

Character and Symbolism 

Interestingly, a large number (n = 24) of the informants identified character as a 
defining aspect of being professional. This is about "looking and acting the part" 
in respect of what people within the defence acquisition would consider as 
professional. Examples such as "appearance, " "manner" and "confidence" were 
frequently stated. The symbolic nature of such a professional is reflected by one 
experienced person who gave this perspective, " ... one is responsible; therefore 

one must appear responsible. " (07) This symbolism is recognition of the 

context, the cultural environment in which occupational activities are 

undertaken. In this respect, one informant summed this up in one word: 
"Gravitas. " It is interesting to note that this particular -informant identified a 

number of feminine issues, which provide an insight into the cultural setting, 

for a woman in a male dominated, hierarchical and bureaucratic 
organisation, it is particularly difficult to be seen as a professional 
acquisition leader. If I walk into a room with a man it is assumed that the 
man is the acquisition leader: similarly, if I take an assertive stance, I am 
seen as aggressive whereas a man might seem confidently assured. 
Hence, for a female, one has to work even harder to be seen to have a 
professional character and nature. " (06) 

This could be considered as a part of the concept of professionality as is alluded 

to further by the informant who commented "it's the sum of a lot of things. " (32) 

Such a notion of professionality includes, as has been identified: a) the extent to 

which such people make efforts to equip themselves with relevant competences, 

b) enhancing of contextual practice is undertaken and also c) that of reflection 

on what has and is happening and why. (Hoyle and John, 1995) These aspects 

will be linked together with the other aspects in the following chapter. 

Proceduralism 

Just over half of the sample of civil servants (n=10) considered that a structured 

approach to work, rigour in the processes and attention to detail, were attributes 

of professionalism. 

"I have no doubt that professionalism is ensuring that we follow procedures and 

that we are seen to be doing so" (23) typifies this view. 
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One, who had had experience and exposure to the US (structured approach) to 
defence acquisition commented: 

"... it is interesting; the comparison with the US, where professionalism is 
about following the laid down procedures ... and it is a legal requirement 
to have a formally recognised acquisition qualification. " (25) 

Opposing this view were three civil servants and the majority of the military 
personnel in indicating that getting the 'right result' was a key element of 
professionalism. As another identified: 

"My role is to focus upon the customer which could be in terms of 
capability of the equipment or in terms of using the equipment; in either 
case, it's about a guy on the ground who has to fight for his country. I 
want to make sure he has the best kit available. " (26) 

In this respect, professionalism was seen as achieving effective results through 
interpretation of rules and regulations, rather as guidelines, as opposed to rigidly 

and rigorously following procedures. 

Autonomy 

Professionalism, or being- a professional as a noun, was based upon being a 
'knowledgeable point of reference'in respect of a particular topic or subject. "An 

expert, " was how one civil servant described this aspect and developed it further 

as 

44 ... someone to whom people from inside the team, or from outside it, can 
come to for help, guidance or direction. It's not that I know everything but 
I do know who or where the answer will be. " (3 1) 

An aspect that was referred to by many, but articulated best by one civil servant 

was, 

"Professionalism is about a set of higher level principles that are aspired 
to... used as guidance ... and being allowed an independence that guides 
decision making. " (09) 

This echoes the views of many writers in respect of autonomy and whilst it is still 

a relatively new feature of the defence acquisition environment, it does provide 

insight in the meaning of empowerment of those within influential decision 

making positions such as IPT Leaders. Bottery, Larson, Abbott and MacDonald 

all consider the issue of autonomy but recognise that it is knowledge that 

underpins the autonomy. This does not have to be personal knowledge, rather it 

is the understanding of the 'greater picture' that allows the utilisation and 

application of distributed knowledge and distributed intelligence (Hutchins, 1995) 

within the team that permits an individual Leader to draw upon relevant 
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resources or such confidence in their ability to commit to decision making and 
action. This can be illustrated by the following; 

"We aspire to be more effective and Smart Acquisition has given us the 
potential of empowerment. I can make decisions without constant referral 
to my boss. I become more accepted as a professional because I am 
responsible for what I do and how I utilise my team in order to achieve my 
goals. " (18) 

In line with this was another, complementary view 

"As a professional IPT Leader I am empowered, I am given a large degree of 
autonomy and I am expected to use it" (30) 

Contextualism 

Having gained initial insights of the informants, it is pertinent to consider their 

views and values in respect of the specific content of the defence acquisition 

context. Prominent among the perspectives was that professionalism was a 

universal concept and as such the same whatever the context, as was strongly 

made by a civil servant. 

I am a Chartered Engineer, a professional, and that means to me a degree of 
expertness, a degree of independence, an ethics ethos, ... its about having 
scruples. However, the ways that we apply these things in the public sector is 
really crucial to whether we are seen as professional or not, On one hand we 
must follow the rules and procedures but if we do we may not be exercising our 
professional responsibility and autonomy. So I have to think very carefully about 
what I do. " (0 1) 

Another makes the point 

"Professionalism is the same everywhere in general terms but there are 
issues and things in the defence environment that mean you have to look 

carefully at what it is that we do to see the professionalism. " (27) 

Nevertheless, another highlighted the pressures and expectations upon those in 

the defence acquisition community. This referred particularly to the public 

scrutiny under which personnel from this community find themselves, not just 

in terms of the National Audit Office and Parliament but also the media when 

there may be a public outcry over some acquisition activity, which is becoming 

increasingly commonplace in the aftermath of the recent (and continuing) 

operational activities in Iraq 

Nevertheless, within the acquisition context, all had developed perspectives of 

working together as a team and in their positions as team leaders; that their 

professional focus was upon bringing together the differing functional 

complexities within the teams that they led. This collegiality or collaborative 

professionalism was identified as an important issue because previously 
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disparate functions, whose decisions impact upon each other over a lengthy 
period (that could even span decades) were now brought together in an 
environment where decision making must be taken in a holistic, whole life of 
project culture rather than sub-optimal short termism within functional 
boundaries. Not least of all was that the responsibility for developing the 
personnel within in the teams was high. All identified this as an aspect of 
contextual professionalism. Pride was expressed by many, typified by the 
following: 

"Developing people, and I have sixty in this team, is what will make us 
effective. It is not just my job; it's my responsibility; it's my duty; it's my legacy, " and "... so, I am proud of them, they will carry on the 
professionalism. " (02) 

Often, teams that they were leading were well qualified, with good all round 
experience. The desire, and need, to bring particular potentially disparate 

personnel together, was to the fore in the thinking of those interviewed. This is 

the view of an industrial informant; 

"Professionalism is recognising the need for different skills, different 
personalities and different approaches to things. If you value only a 
person of a particular type because it is fashionable to value that type of 
person you will either end up with innovators and nobody who worries 
about the detail or everybody who worries about the detail but no 
imagination etc. You need a nice balance. " (08) 

This, and the role of the team leader, is summed up well by 

"... it's like leading an orchestra; they are all skilled at what they do but it 
takes a professional to lead them. I see myself orchestrating the team. " 
(16) 

Judgement and the Need for Balance 

Emphasising a Point made earlier, whilst the majority had identified the need for 

structure and rigour in the nature of work generally, a large number (n= 17), 

when explaining this in respect of defence acquisition highlighted the need to 

utilise professional judgement. This is well articulated by one of the younger, 

well qualified civil servants, 

"I am conscious that there are procedures and processes to follow but only 

a fool would blindly follow them; surely the ethos behind Smart 

Acquisition was that it is a rationale or an ethos that guides us. If it isn't 

then how can we say we are empowered, - isn't that the basis if 

professionalism - using guidelines then making a judgment based upon 

what you believe to be the best course of action. " (12) 

In this respect balance in the application of meeting customer needs and the 

mechanistic following of procedures needs to be found. The essence of smart 
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acquisition is that it is a philosophy that should guide and assist and that IPT 
leaders are empowered to use professional judgment. 

Unprofessionalism 

What strongly emerged from over three quarters of informants was not so much 
as what was professional, as that which was regarded as 'unprofessional'. 
Virtually all (n = 27) were critical of anyone who took what they perceived as 
unprofessional approaches. 

"Absolutely, I regard myself as being a professional and being professional 
in what I do is a very important thing and in fact I regard 
unprofessionalism as probably the most cardinal sin of anyone who works 
for me, " stated one civil servant (16) 

Rather than list everything considered unprofessional, it is possible to note that 

some behaviour and approaches are considered unprofessional. Examples 

include poor appearance, absence of etiquette, dishonesty, selfishness and lack 

of deference to rank/seniority. By inverting these some argued that it was 

possible to identify professionalism. Of course this may only apply in a limited 

sphere, for example in respect of not asking for help if it is needed or trying to 

hide an inadequacy. Thus, as identified by another civil servant, 

"If somebody comes to me and says - look I don't know how to do this and 
asks for help then I am very happy to give them help: if somebody comes 
in and says - don't worry I can do this and then goes away and screws it 

up because they have tried to impress but are only covering up, then I 
take very unkindly to it. Being 'professional' is making sure that you are 
well enough prepared to do what you have to do... then there's the ethical 
stance and due diligence. " (0 1) 

Despite the teams themselves becoming more internally coherent and 

overcoming sub-optimisation or 'stove piping' of functions as it was often 

described, there was great concern about the 'disconnect' between 

ECC/DPA/DLO, (i. e. the functionally discrete areas of specification/ 

procurement/ support). Whilst inevitably, there are differences in the way that 

each of these elements of acquisition operates, there were strong views from a 

good number of people (n = 11) who felt that it was 'unprofessional' in the way 

that the three disparate areas were (in many but not all cases) still not effectively 

coordinating and acting optimally in the best interests of the acquisition 

community as a whole. It is this effective linking of all the controlling elements of 

the supply chain that can add value and enhance performance as indicated by 

commercial best practice. There was, as one succinctly phrased it, 

"suboptimalisation and a lack of professionalism in stubbornly refusing to 

operate more effectively together. " (3 1) 
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Whilst this might be seen as enforced collegiality (Hargreaves, 1994), to be fair to 
those being criticised here, geographical divisions exist which often exacerbate 
issues of communication and coordination. 

Community of Practice 

However, all felt that the Acquisition Development Leadership Scheme (ALDS) of 
which they were a part, was a prime means of bringing them together 

professionally, into what was quoted on five occasions as a 'communitY of 

practice. ' Although the word community has been utilised for the grouping of 
those most intimately involved in the acquisition environment, this was 
identified by these informants as more than the collective noun. They indicated 

that this was a community that; 

"'thrived on each others approaches, thinking and actions. " (2 1) 

Words such as I invigorating, ' 'enthusiasm' and 'dynamic' as well as phrases such 

as 'spanning the complexities, ' 'spreading information' and 'learning 

environment' indicate that a learning architecture, albeit mainly informal, could 

be built upon and as such could provide a location, or a home for professional 

identity. Such informal learning was not necessarily recognised beyond the 

informal community, yet plays a considerable part in professional development 

(Becher, 1999). In this respect the organisation itself is not a defined end state, 

it is a place for communities of practice to develop knowledge, increasingly so in 

the public sector (Pedler and Aspinwall, 1996). This has implications, 

recognising the work of Lave and Wenger, (1991) that will be discussed in the 

following chapter as the various strands from the literature and the informants' 

perspectives are analysed. 
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QUESTION THREE: PROFESSIONAL KNOWLEDGE 

Education, Training and Experience 

In respect of how they obtained their knowledge, all informants responded to the 
researcher's question "How do you know what you know?... by clearly identifying 

a mixture of education, training and experience. With two exceptions, all had 

undertaken a prolonged form of educational programme. The two exceptions 
were military officers who placed experience first and felt that training, possibly 
allied with 'an element' of education, was the way that they had gained their 
knowledge. Those who felt that education came initially, were focused upon 
particular areas, notably, engineering and science. However, the difference 
between these was the extent of the balance between the three constituent 
elements (i. e. education, training and experience) of how they gained their 

knowledge. In respect of education, the majority felt that this underpinned their 

professional expertise, whilst continual training courses and experiential 
learning were the basis of them undertaking professional acquisition decision 

making. Just over half (n=18) identified however, that if acquisition was to be 

taken seriously as a professional area, there was a need for some form of 

qualification that would exhibit professional credentialism. 

Whatever the optimal balance, it was clear that experience was a major element 

in them gaining their knowledge. Whilst no one disputed this, there were a 

number of different ways in which their experiential gaining of knowledge took 

place. For one informant, practical experience and the knowledge that comes 

with it arose out of, 

"having been there and done it. " (25) 

This has particular importance, as this is from an individual who had a science 

based BSc, a management focused MBA and had to bring these together in a 

technical project, where commercial and managerial issues were to the fore. This 

identifies that there is a fusion of knowledge from the three areas, not just one 

particular approach. As a newly appointed informant commented, 

C4 one often encounters new areas and new challenges but you make it up as 

you go along - of course - it's not from scratch, it comes from concepts, 

theories, principles, techniques and mechanisms that you have taken on 

board over the years, " (23) 

identifies that although it appears that an individual makes it up that that really 

is not the case; the individual is actually using latent or tacit knowledge and 

applying in a manner that experience indicates will be successful. As another 

put it, 
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"I have had a variety of jobs and responsibilities, all broadly based on my 
specialist background and over the years in doing these I have 
encountered most of the challenges that I am likely to face, so I have 
amassed a great deal of knowledge on how to deal with them. " (03) 

Of course that may not have always been the case for any given individual, as is 
illustrated by, 

"When I joined the Ministry, obviously I knew nothing. I didn't even know 
what procurement was all about. So I learned from those around me - I'm 
not a great one for reading a book from cover to cover and absorbing it. 
Necessity is the mother of invention and if someone says to you -I want 
you to take on the job of doing x, y and z then I'm not the sort of person 
who says that I cannot do that; rather its - 'sure, great, no problem' and 
then I will find out how to do it. " (11) 

The civil servant who said this went on to explain that he looked for people who 
had undertaken similar tasks or went and just asked what to do next; 

"Sometimes, it was a little bit of common sense and a lot of being aware that 
someone had almost certainly done this before. All I had to was find that person 
or ask someone who had been here when it happened previously, " (19) he 
continued. This is a constantly recurring theme. "How do I know what I 
know? -Being there, " (10) 

explained another in respect of this phenomenon of experience. Hence, whether 

civil servant, military or industrial secondee, all, in one form or another, 

acknowledged the importance of experience, whether it be a personal application 

of that experience or something taken from the experience of another. All related 

personal experiences and the experiences of others, typically "gained frorn a 

variety of roles and responsibilities" as a fundamental element of they knew and 
how they generate the knowledge. 

It can be seen then, that although Smart Acquisition had ushered in a new era, 

often the personnel involved with decision making would look to what happened 

in respect of past experience whether their own or that of others. On the other 

hand, when decisions had to be made, and an individual was faced with, as a 

result of the new philosophy, an action where there was no known prescription, 

the individual could call upon the knowledge of others. 

Networking 

What emerges from everyone, although was not specifically named by everyone, 

was the notion of networking. One person referred to this as; 

11... the old boy network, reincarnated as a virtual peer group", or, as he 

rather succinctly put it, "knowledge by infusion. " (0 1) 
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This networking constantly appeared high on each individual's values and beliefs 
and manifested itself in comments such as, 

"it's about knowing who knows", "but I know a man who knows, " and ".. - so 
no matter what, I can always find someone who will know what the best 
course of action is... and the beauty of it is that it is all unofficial. " (32) 

This informal availability of knowledge and the willingness to share with peers 
was identified by virtually all of those who were interviewed (n = 31). As has 
been noted there is a formal 'Peer Group' arrangement into which IPT's are 
clustered. Whilst this formal grouping was acknowledged as beneficial, it was 
the informal groupings and contacts which were identified as the greatest source 

of knowledge. Indeed these 'virtual groups'might be no more than an occasional 

meeting, just a gathering at a coffee or lunch break or a chance meeting in a 

corridor. The ALDS, as a formal grouping, where structured learning, albeit 

often self directed, was also very strongly identified (n = 26) as a community 

where learning was encouraged and knowledge was gained. The way that both 

the ALDS and the IPT Leaders use each other, often informally, was seen as a 

valuable source of knowledge. VvThilst this was in respect of a grouping of 

individuals, at generally the same grade or rank, on an informal basis, the idea 

of using the knowledge of, and learning from, others was developed further and 

in depth by one informant who said it was about, 

"... knowing your team, knowing what they know and being able to trust 

and use them to provide you with the answer that You want. " (27) 

This was a recognition that even by virtue of their rank, grade or status that 

within their teams there was considerable knowledge that in functional detail 

may well have been much greater that their own. Indeed this aspect was 

recognised by many. 

"I certainly don't know everything that is required to be known by my 
team, but I know them and have the overview of what they do ... I 

know who 
knows what within my team and I use that knowledge to add value to what 

we do in the team as a whole, " being a typical example. (20) 

Another informant indicated that much of what he learned, and what he now 

knows, was through role models. He quoted, 

"... so sometimes one watches those with whom one works, but not always 

one's boss - often it can be someone in a non related position - but you 

watch and think q want to be like that so it's experience but through 

learning from observation. " (15) 
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Corporate Knowledge 

All of this reinforces a view that within the organisation there is considerable 
knowledge. This corporate knowledge needs to be carefully managed, nurtured 
and utilised if it is to have value in such a complex environment as that of 
project-based defence acquisition. This corporate knowledge resides as 
information and data in various data banks and files. However, as has been 
illustrated, each informant who has been involved in this area has gained 
knowledge in some way. Whilst gaining knowledge with and from each other was 

a key area that was identified, so too was the need to collectively utilise each 

other's knowledge; an aspect identified by Hutchins (1995). As one of the longer 

serving informants commented, 

(Cl, ... no ... we, find it so frustrating that we learn things, put them into 
place but then because most of us, as key players, move on, so that which 
we have learned is often lost. As it resides in the brain of an individual 
and if you lose contact with him or her, the knowledge is lost to the 
organisation ... but worse, we then go though often painful processes to 
learn again what we (corporately) knew anyway! " He continued, to say "We 
really should be thinking about how we can retain and use this 
knowledge. " (16) 

A small number (n = 5) also identified this aspect and it appears that there is a 

view that knowledge is being created but not necessarily captured and utilised, 

although they and others did recognise the place of the Acquisition Management 

System (AMS) as a reference point for information, policy guidance and outline of 

processes and techniques. In this respect there is information available 

concerning particular tools and techniques but a number (n = 12) highlighted 

particular topics and themes that they felt required further development. These 

were in respect of the commercial issues and approaches that they were now 

expected to be utilising, or at least, of which they should be aware. One 

experienced and senior military officer said, 

"I know all about submarines, I know how they work, I know how to start them 

and to stop them - that's our submarines and any probable enemy's submarines! 
I can take orders about where to go in a submarine; I can give orders to the people 

in the submarine. What I really need to know now is how to negotiate with the 

manufacturers of the submarine. " (20) 

This highlights an oft repeated observation. Although there many very well 

qualified personnel, especially in respect of 'technical' specialisms, there was a 

need for greater knowledge of the new philosophy and the nature of the 

concepts, tools and techniques inherent in Smart Acquisition. Over half of those 

interviewed (n = 17) identified key topic areas in which they felt more knowledge 

was needed. Prominent amongst these were project management, 

manufacturing management, procurement strategies such as outsourcing, 
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tendering and contracting strategies, total cost of ownership approaches and 
financial management. These are typically the areas that would be expected 
within a public sector environment that is seeking to become more commercially 
adept and market oriented. Other contextual topics were also raised and these 
included systems engineering and reliability and maintainability (necessary for 
equipment in service over any protracted period). Within this general area of 
relevant topics a number (n = 10) brought out the issue of customer- supplier 
relationships. 

, I... we don't work hard enough at being a customer, " said one civil servant, '4... we often don't treat the supplier too well and then wonder why we don't 
get treated well in return. " (25) 

This was echoed by one of the military informants, with 

i4we don't know enough about industry and they don't know enough about 
us, " (10) being a typical view. 

An interesting aspect that was raised by three people was that of having 
information but that one had to know how to access it in order to get at it, 

almost, as one put it "a Catch 22 situation. " All three commented that when there 
had been a hard copy telephone directory, they were able to locate the individual 

whether by name or by appointment, that would probably be able to assist them. 
It was an 

"integral part of the knowledge base, or at least a tangible way to get to 
it " (0 5) 

was an experienced civil servant's view. A young but senior civil servant said, 

" ... in some ways this is stupid ... but... when I joined we still had the 
hard copy telephone directory - and you could look at it and say - oh 
there are (e. g. ) three single service logistics people and there are six 
training people, and so on ... now if you get taught this on an induction 
course - it goes straight over your head, but if you spend your first 
twelve months sifting through the telephone book you learn the 

structure, terminology and who and where people are... " (09) 

Whilst not suggesting a return to the old telephone directory it is an indication 

that learning can take place in unstructured ways. 

Continuous Process 

One further element consistently arose with a number (n = 10) remarking that 

gaining knowledge was a continuous process. "'It's all learning, " and "'one never 

stops learning, " were general examples of working life in defence acquisition but 

a number (n = 13) singled out the ALDS for specific praise. Whilst this was not 
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universal it appeared to be a valuable source of both formal and informal 
learning, with the following being the most noticeable. 

"It's been fantastic - four and a half years and it's like doing one massive 
learning process. I was foolish enough to believe that I knew what 
acquisition was about - and I have a team of ninety and there are some 
very functionally knowledgeable people in there. I have learned so much 
- from my peers from those in my team and from the various facilitators 
used for the ALDS groups. " (29) 

There was a difference of opinion in respect of the need to gain knowledge of the 

context of defence acquisition. Three clearly felt that leadership and 

management of their team was the area in which they most required knowledge, 

as their team would have the specific defence acquisition knowledge and that the 

team leaders' role was to direct and use that knowledge. On the other hand a 
larger number (n = 8) indicated that whilst leadership skills were essential, so 

too was the acquisition functional and strategic knowledge, as was demonstrated 

by) 

"Just because you are a good leader or can demonstrate good 
leadership skills doesn't mean that you can be effective in leading a 
defence acquisition team - you could easily be out of you depth in some 
areas. You must have some kind of relevant background knowledge. " 
(16) 

This gaining of knowledge identifies the need for differing ways of gaining that 

knowledge and that it is in effect a continuous process but also as it was simply 

put 

of course, if you don't use it then you could well lose it! " (0 1) 
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QUESTION FOUR: FUTURE DIRECTION 

In order to ensure a rounded perspective of the sample of ALDS/IPT Leaders, 
having considered their biographies and gained an insight into their views on 
professionalism and how they gained their knowledge, it is apposite to consider 
where they go in terms of personal development. They were asked by the 
researcher, "where do you go next; what do you see for yourself (or others 
aspiring to such positions) in terms of defence acquisition? " 

Developing in the Existing Position 

Just under a third (n = 9) saw themselves continuing in their existing role, 
mainly because they were fairly recently appointed to the position, or because 
they felt that they had not yet fully satisfied their personal aims and objectives in 

the post. This is typified by a civil servant's statement, 
"I am not ambitious and I don't really care about that at this stage ... I've 
only been in this job a relatively short time and I've got a lot of things to 
do in respect of managing all the change that is happening, so I see my 
hands being absolutely full for a long time. " (14) A military officer, in 
a similar vein, said "I am due to be posted soon but frankly I want to 
see the project through the next stage, so I am seeking permission to 
stay longer ... it's unusual with all the commitments that the UK has 
these days but if possible I would be so pleased. " (02) 

Not all of the military personnel were able to extend their time as IPT Leaders. 

Typically, they were to be moved to another position and it was most likely to be 

outside the acquisition environment indicated by: 

"Unfortunately I think it unlikely that I will gain another IPT Leader 

appointment. It's possible that I might gain a higher rank but I suspect 
it more likely that I will be given a job flying a desk" (27) 

One of the military officers did not see an immediate progression for himself in 

an acquisition post, 

"I've applied to go back to the real army, back into green kit and out of 
this grey suit. If I stayed in this area ... although I would probably get 

promotion but that would be the limit ... I know that I could do well 
here but I am excited by the opportunity to gain new broader 

experiences and perhaps come back with a wider perspective later on, " 

he explained. (26) 

Developing in Acquisition 

Just over a third (n = 12) saw themselves staying in acquisition, a number (n = 5) 

describing it as their 'career anchor. ' The following is an insight into the 

personal thinking of one such civil servant, 

"I think to myself do I really want to leave the challenges of acquisition 

... they can be technical, they can be commercial or most likely it's a 
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combination of both and inevitably the implications are considerable 
yet I answer myself by saying that this is exactly what I want. " (11) 

This view was not only expressed by civil servants, this is from a serving RAF 
officer, 

"I cannot see anything that I would rather do than work in this 
acquisition environment ... unfortunately I have to go to a unit 
which confirms the realities of the nature of military service, "... because 
I have to go where they tell me to gol" (17) 

One of the benefits of having civil servants, military personnel and 
representatives from commercial organisations working together is that each can 
learn from each other; new and differing perspectives can be discovered. This 

was particularly recognised, by almost half (n = 14) when considering their future 
direction if they wished to remain within the acquisition domain. A typicaHy 

positive view was expressed as, 
"Civil servants who want to stay and have a wish to continue in 
acquisition for the rest of their career ... they can build on what they 
are doing and become more and more skilled and progress to become 
more and more valuable ... for the military they will only ever dip in and 
out of acquisition although hopefully they will dip in and out at 
increasingly more senior levels. ... so for me personally I like the 
acquisition environment, I am anchored here, I like working here, I like 
the particular challenges, I like the contact between the military and 
industry as it really opens your eyes to a different viewpoint which can 
only be good. " (3 1) 

A number (n = 4) of informants considered that their future could well lie in 

commercial organisations. One civil servant said, 
"I think that if you've got a good CV and you get to be IPT Leader then 
you are quite an attractive commodity in industry ... It is possible to put 
your toe in the water on a secondment to see if you like it or not ... 
quite often people don't come back. The problem is that the structure 
in the civil service especially within acquisition is very flat so the 

opportunities for promotion are limited. " (05) 

This clearly identifies what a number of the civil servants had at least alluded to: 

the structure in the civil service and particularly acquisition has a relatively 

narrow hierarchy, meaning that there are not many senior positions and if the 

pinnacle is an IPT Leader, then there are relatively few of these posts with 

literally thousands potentially aspiring to them. It is a 'bottleneck' that could be 

a considerable source offrustration. ' This is clearly indicated by the following 

view. 
"Of course I would like promotion, of course I would like to take on a 
bigger challenge, but I don't want a policy job, I really want to stay in 

acquisition. I just want to lead a bigger team ... 
I do know that that is 

unlikely and I will almost certainly have to move to a policy job in order 
to free up my position for someone who is aspiring to an IPT Leader 

position. " (15) 
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For the informant on secondment from a commercial organisation, it was a 
somewhat different perspective. The future involved a clear cut and planned 
move. 

I hope I will go to Lockheed Martin when I leave here. I am keen to go there because they said that what I have done here adds considerable 
value for them. At the moment I am operating at the limit of my 
experience and I don't believe that I have the growth potential yet... but I 
will after I return to industry. " (06) 

It was interesting that, although when asked earlier about their profession, only 
three had indicated that they were now considering themselves as acquisition 
professionals, leaving the majority saying that they were professionals in another 
area, such as science or engineering, very few (n = 6) indicated that their futures 

were outside of the acquisition environment. 

Developing Outside Acquisition 

For some however, the immediate future at least was outside acquisition whether 
they wanted it to be or not 

"... although my heart lies in engineering I would be far more interested 
in developing further in acquisition, " (17) 

reported one military officer who had just learned of a posting away from the 

acquisition environment. 

An aspect that arose from the continuation of the foregoing military officer's 

comments gives an insight into an area that could well develop further in the 

future, 

"... and particularly getting more women into higher management in 
acquisition ... there are only two women IPT Leaders - that's a shame. " 
(17) 

Aspirants to Senior Positions 

A final area that arose from this particular part of the research was that of the 

future direction of those below the positions of the informants. These were the 

team members for whom the IPT Leaders are responsible. Many of those being 

interviewed (n = 11) were keen to identify that there is a considerable future in 

front of these personnel. This is based upon the increased focus upon and 

recognition of acquisition. All of those who commented on the future of their 

staff indicated that it was increasingly attractive as acquisition was a new area 

where good performance would be recognised and rewarded. Although no 

specific details were given, the general view was that bringing functional areas 
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together within integrated team would provide more developmental opportunities 
and that the changing global defence and security situation would increase the 
need for acquisition expertise and professionalism. Two views are worthy of note 
in this respect, firstly, 

"Let me tell you what I say to my new staff when they arrive. I have 
three aims, firstly to give them a skill set to be able to do their job here; 
secondly, whilst they are here to ensure that they develop their skill 
sets for the future use of defence acquisition; thirdly, I always will help 
them to develop as an individual in any way that they wish if it is 
broadly relevant to defence acquisition. So in terms of the people who 
work for me I see their improvement and advancement as being good for 
acquisition which must be good for the country and the taxpayer. " (03) 

The second is 

"My people are the future and I take a pride in them and how they are 
developing as professionals. " (32) 

SUMMARY 

This chapter has considered the responses to the four questions posed by the 

researcher. However, the responses are inextricably linked together frequently 

resulting in a theme of one response being developed further in another 

response. To the fore were qualifications as underpinning professionalism and 
the triumvirate of education, training and experience as the means of gaining 
knowledge, acknowledged as being on a continuous basis in the contextual 

setting. Experience was prominent, noted as a broadening trajectory with 

specific mention made of commercial organisation experience, the international 

dimension and particularly networking. However, concern was expressed that 

although a source of knowledge production, due to the nature of the contextual 

setting, this could often be lost as regards individuals but especially in a 

corporate knowledge sense. Aspects such attributes and competences were 

brought to the fore in respect of professionalism, although character and 

symbolism were identified, emphasising the cultural setting. Similarly, areas 

that were not regarded as bringing professionalism were discussed by the 

informants. Autonomy often featured as empowerment, linking to the exercise of 

professional judgement. That it is an environment where learning takes place 

was specifically noted and commented upon as a community of practice. In 

respect of future direction, defence acquisition was seen not only as a setting for 

development in itself but also, because of its trans disciplinary nature, an ideal 

environment to enhance opportunities for subsequent career development. The 

'informants' views in respect of the research questions provide the essential 

perspectives that enable relevant analysis in the following chapter. 
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CHAPTER SEVEN 
ANALYSIS 

(A NASCENT PROFESSIONAL PROJECT 

"It must be accepted as a matter ofprinciple that the rifle, effective as it is, will never replace the 
effect produced by the speed of the charge and the terror of cold steel" 

Analysis of tactics in British Cavalry 
Training Manual, 1907 

PREAMBLE 

Having identified and discussed the views of those at the pinnacle of defence 
acquisi#on, this chapter brings together the various key contextual, theoretical 
and empirical aspects. It will consider these and identify that collectively these 
have resonance with the professional project first articulated by Larson (1977) 
but further developed by Abbott (1988) and MacDonald (1995). The need for 
balance in the means of gaining knowledge plus the exercise of professional 
judgement as a part of the process of professionalisation will be identified. 
Taking all of this into account, this analysis will provide the basis for 

achievement of the aims of the work. 

THE SEMANTICS 

As has been identified there is no agreement on the exact nature of profession 

although there has been movement from 'status'to 'occupation'in consideration 

of the topic. The concept can be wholly denotive, where particular occupations 
become labelled as professions (and thereby have some legal or quasi-legal 

status). Alternatively, it could be connotative carrying varying degrees of value 

relating to a series of traits or attributes (Freidson, 1994; Hoyle and John, 1995). 

The subsequent derivatives and the earlier discussions are summarised here 

ending with the view on professionalisation. 

Professional and Professionalism 

Arising from this, the words frequently utihsed in this environment are 

professional and professionalism. As discussed, they can elicit differing 

meanings and in this contextual setting bring two semantic interpretations. 

As a noun, professional is sometimes simplistically defined by its antonym (that 

of amateur) but has come to denote an individual who is permitted to practice 

within an accepted profession. As such there is an opportunity to recognise the 

instigation of a new professional occupation and develop it in accord with the 
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new defence acquisition environment of Smart Acquisition, and the philosophy 
therein, as well as the sentiment expressed in the various statements of policy 
documentation (increasing professionalism; more professional etc) that were 
the catalyst for this research. 

As an adjective, 'professional' is often used to describe the particular practices or 
behaviours of an occupational group (Hoyle and John, 1995). There is 
agreement from all the informants that they, and those for whom they are 
responsible, are professional in the way that they undertake their roles. The 
informants use words such as "commitment" and "effective" and as such are 
illustrating the manner in which they are undertaking the activities and 
functions that they perform, thus noting competence, or the perception of 
competence. 

Professionalism' can be seen as the institutional circumstances whereby 
occupational members control patterns of work but it is usually defined by the 
levels of autonomy, responsibility and specific knowledge needed to be 

successful in undertaking practice (Jackson, 1970; Bottery, 1998; MacDonald, 

1995). Nevertheless, it has ideological connotations, particularly apt in this 

context, whereby an occupation seeks to enhance its status, conditions and 

remuneration (Larson, 1977; Freidson, 1994; 2001; Abbott, 1988). 

Professionality 

In the sense of the manner, or accompanying behaviour, skills and values that 

are deployed and demonstrated by the acquisition community, the term 

'professionality' can be utilised. As Hoyle and John state, 
"This term is used in preference to the more common 'professionalism' 
because, although their everyday usage is synonymous, some writers 
have used 'professionalism' to refer to ideology, rhetoric and strategies 
which occupations deploy in the interest of their own self- 
aggrandisement. " (1995,16) 

If the use of the term 'professionalism' in the policy documentation, which 

provided the initial impetus for this research, is not merely to be rhetoric or self 

aggrandisement, then the term professionality must be acknowledged and 

utilised. The informants did not specifically utilise the term professionality but 

this surely is what they were referring to in the interpretation of their 

expressions of professionalism. Relevant dimensions of professionality include 

ethical aspects although, again, the informants rarely mentioned them as ethical 

considerations, rather as traits or attributes that were 'given'for the nature and 
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context of the public service environment. Examples include "diligence" and the 
oft mentioned "integrity. " 

Given the culture and ethos prevalent within this environment, the specific 
character of individuals was clearly identified and necessary amongst these was 
"'gravitas" which could be interpreted in a number of ways but was essential it 
was felt within the contextual setting, to be respected and accepted. Similarly 
the need for symbolism was acknowledged, with connotations of appearance and 
responsibility. 

Under the professionality heading there are context specific skills that informants 

accepted must be present, or were being sought, indeed, strived for, as they 

continued to develop within the community. These would include topics which 
were seen as fundamental to commercialisation such as Strategy, Supply Chain 
Management, Project Management and enabling areas such as communication 

and negotiation (Kincaid, 2002; Baily et al, 2004). In considering the levels of 
skills and value deployed in day to day professional practice there is a need for 

continuous professional development and this is an approach identified by the 

research. There are other dimensions to this, which will also be considered later, 

and they are the need for reflection (Schon, 1983) and for the exercise of 
judgement (Kolb, 1994; Abbott, 1988). 

Antithesis of Professionalism 

It is pertinent to note the perception of "unprofessional" aspects of practice in that 

a number of informants noted it was easier to identify things that could be s--en 

as not being professional. To the fore here was the context specific area where 

boundary spanning was not being achieved. Recognition of the need for effective 

cross functional working was high with all acknowledging the need for this if 

acquisition performance enhancement was to be effected and as such this would 

be seen as the opposite of being unprofessional. Nevertheless a significant 

number indicated that there were still "disconnects" between the three major 

organisational players, namely ECC (Customer One - specification), the DPA, 

(procurement) and the DLO (Customer Two - support). In the context of New 

Public Management, commercialisation and adopting best practice this is an 

aspect that could be addressed through the community of practice, at least in the 

sense of seeking solutions to challenges through interaction and a situated 

learning environment (Lave and Wenger, 199 1; Wenger and Snyder, 2000). 
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Professionalisation 

In other ways professionalism is akin to professionalisation, which is concerned 
with bringing an improvement in performance, status and reward. 
Professionalisation is about a process that will bring forth such enhancements 
for those in the acquisition community. This has resonance with the 
professional project because professionalisation seeks to translate scarce 
resources (special knowledge and skills) into social and economic reward 
(Larson, 1977). Further recognition of professionalisation comes from Abbott 
(1988), Halliday (1987), Freidson (1994; 2001) and MacDonald (1995). Whilst 
cultural work to gain credence is necessary (MacDonald, 1999), 
professionalisation will be built upon autonomy, responsibility and knowledge, 
but particularly knowledge and this requires consideration of how contextual 
professional knowledge is gained. 

KNOWLEDGE: THE BASIS OF PROFESSIONALISM AND 

PROFESSIONALISATION 

It is knowledge that underpins profession (and semantic derivatives) and this 

can be identified in this contextual setting (Abbott, 1988; Bottery, 1998; 

Rossides, 1998). The informants come with varied backgrounds which can be 

seen as being technical, commercial or military, and with them comes 

considerable knowledge within those areas. 

As such they bring both propositional knowledge from the various topics, 

technical or commercial, in which they gained educational qualifications and 

process knowledge which they have gained from training programmes and 

activities. However, most have gone on to gain further qualifications either in 

the same or a complementary topic area and all have experienced a range of 

activities and responsibilities that have considerably extended their knowledge 

base. This "broadening" (including "international aspects" and "working with 

commercial organisationsl of experience, taking on challenges in acquisition 

related areas although not necessarily those for which they have gained specific 

qualifications or undertaken training, is fundamental to the experiential learning 

which will assist in informing future actions in the acquisition community. The 

propositional and process knowledge is then brought together with their personal 

knowledge gained from the many and varied working and social life experiences 

that they have had to that time. This is then considered or filtered, by the 
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Acquisition not only has the knowledge base that people bring to it but also is a 
knowledge creating entity in its own right. This boundary spanning new 
approach brings forth Mode 2 knowledge (Gibbons, 1994). Mode 2 is creating 
new acquisition knowledge, for both individuals and groups i. e. individual and 
social knowledge. 

BIOGRAPHY 
COMMUNITY 

HISTORY 
INDIVIDUAL 

)/ 

CULTURE 
TACIT SOCIAL TACIT 

Automatic/ Collective/ 
Intuitive 

INDIVIDUAL SOCIAL 

jc Publl 

EXPLICIT 
UEXPLICIT 

Conscious Public 

ANALYSISI INSTR UCTION 
REFLECTION NETWORKING 

Figure 11: Knowledge production within the community, recognising both individual 
and social tacit and explicit knowing. (Adapted from Kolb, 1984) 

This may be tacit or explicit and there is considerable interaction between 

individuals and social groups (IPTs) in respect of both tacit and explicit 
knowledge which will be gained through a variety of learning events, 
interventions, opportunities and experiences. Tacit individual knowledge may 

come from (e. g. ) the individual's biography, whilst the social tacit knowledge may 
(e. g. ) be based upon the community history and culture. The individual explicit 

knowledge will come from a variety of sources including education and training 

but with conscious analysis and reflection, whilst the social explicit may also 

come from education and training but will be in the public domain and tend to 

be technical/ scientific in nature. 

GAINING KNOWLEDGE: EDUCATION, TRAINING AND EXPERIENCE 

Experience and Training - the existing elements 

Returning to the views on how they gained their knowledge, it is interesting to 

note that most of the informants used the words training and education 

synonymously although the underlying aspect that was identified was that of 
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individuals, and the fusion of these in the contextual setting, allows cognitive 
growth i. e. learning takes place. This can be illustrated as follows in Figure 10: 

Propositional 
Knowledge 

ons C Cons Wered with 
4 

Process 
KnowledLye 

Personal 
Knowledge 

Itered 

Cognitive Growth 
Info r7ning Practice 

Figure 10: Knowledge fusion leading to cognitive growth. (Adapted from Eraut, 1994) 

It is important to note, as Kolb highlights, that 

"the simple perception of experience is not sufficient for learning: 
something -must be done with it. " He continues "the central idea is that 
learning, and therefore knowing, requires a grasp of experience and 
some transformation of that grasp. " (Kolb, 1994,42) 

Not only do people come to the acquisition community with such knowledge they 

continue to learn within the community in that the process of knowledge 

production continues (Senge, 1990; Lave and Wenger, 1991; Wenger, 1998). 

However, whilst the structural dimensions (Kolb, 1994) underlying the process of 

experiential learning, that is grasping by apprehension/ comprehension and 

transforming via intention/ extension (detailed earlier and shown at Figure 6) 

remain, the way in which people here gain their knowledge is unlike the 

traditional production of knowledge, which is generated within a disciplinary, 

primarily cognitive context; it is much broader, transdisciplinary in nature and 

set within technology driven economic and social contexts of a global market 

place and commercialisation of the public sector. To be effective and to 

recognise the dynamic and changing nature of the defence acquisition 

environment means, 
"... that there is not a homogenised solution, rather there is 
heterogeneity in a transient set of circumstances that throw up 
temporary and differing challenges dependent upon the particular 
stage... " (Gibbons et al, 1994,32) 

of a particular acquisition project. In turn, this may necessitate collaboration on 

either short or long term basis that may be defined in specific or localised 

content and context (Gibbons et al, 1994). Thus the new approach of Smart 
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experience. It is this triumvirate of experience, training and education that are 
the basis of profession and key to the process of professionalisation discussed 
thus far, as Larson notes: 

"the production of knowledge appears to play a more and more strategic role ..... in the dynamics of these special occupations. " (Larson, 1977, 
xii) 

In general, the MoD's strategy of broadening of experience was very well received 
by the informants. Although not viewing acquisition as their chosen career on 
joining the military, civil service or relevant commercial organisation, the 
experiences and thus the learning that they had undertaken, with its 
subsequent knowledge gained were vital for the acquisition positions that they 
now held. On a number of occasions, the length of time in a particular post 
whilst gaining the experience was commented upon and although there was no 
optimum stated, it appeared that 2-4 years in a particular appointment was the 
median. This aligned with the amount of experience that informants had gained, 
bearing in mind the age of the informants (which was averaged at 46.5 years). 
Similarly, the extent of training appeared "about right" in that the majority of 
informants felt that they were all cognisant of the role, impact and importance of 
training and that it was essential to be trained in order to be able to undertake 
acquisition roles and tasks. In particular this was necessary in order to 

undertake decision making within the defence acquisition community. However, 

there was a dichotomy with a number of the informants (n= 10) commenting that 

adherence to the procedures and guidelines would be the basis of 

professionalism (procedural Professionalism) and therefore training in how to 

follow the procedures was the optimum approach to the gaining of knowledge. 

Nevertheless, a larger number (n=15) indicated that the aim was for empowered 

personnel, particularly in their positions and that this could not be achieved by 

training alone. They emphasised that they wanted to understand each situation 

or set of circumstances, draw upon and utilise the various types of knowledge 

that they possessed, or had access to, in order to inform them as to the decisions 

that they should make for the optimal solution. Whilst much of this may arrive 

as a result of experience and training the training would probably have been 

focused upon the 'how' to rather than the questioning of Why' something had 

happened (adapting from RYle, 1949) or the broader understanding of the 

situation, especially in respect of boundary spanning integration or supply chain 

relationships, which are often complex entities where there is a lack of precision 

in that things are rarely black and white as often they are more likely to be grey, 

in effect moving from technical precision to indeterminate (Jamous and Peloille, 

1970). 
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Education - the essential but missing element 
In this respect education can provide the opportunity for learning not how to do 
something but rather to'synthesise, with the development of critical analysis of 
the subject matter, recognising the propositional knowledge background, 
acknowledging the process knowledge that has been gained and utilising the 
personal knowledge to develop further an individual's cognitive growth in respect 
of defence acquisition. This is not a repeat of the many types of knowledge that 
the individuals possess when they arrive in the acquisition environment; it is a 
contextual analysis of all of these aspects, with the essential addition of 
reflection, the aspect that Kolb (1984) sees as essential for learning to take place, 
and Hoyle and John (1995) see as an essential feature of professionality. In 
considering professions and thus professionalism, there is agreement that a 
requisite feature is that of education and for this there is need for a codified body 
of knowledge. For the acquisition community there is a large body of codified 
knowledge that is based upon the constituent areas of acquisition such as 
project management, engineering, finance etc, but very little that actively and 
critically examines these in an holistic, transdisciplinary sense, which is the very 
essence of acquisition in that it brings all of the constituent elements together in 
that integrated holistic context (Kincaid, 2002; Baily et al, 2004). If acquisition is 
to be seen as a professional area and those within it as professionals, not just in 

the adjectival interpretation but in the sense of a noun, that is professionals 
because they belong to a profession, then there is a need to the knowledge to be 

codified. As such this does not, in totality, have to have a formal education 

programme but without it there could be a perceived lack of objective reflection 

and also a lack of a relevant credential, for without credentialism there is little if 

any perception of reward and status that are essential for recognition of a 

profession (Larson, 1978; Halliday, 1987; Abbott, 1988; MacDonald, 1995; 

Freidson, 1994; 2001). 

Dimensions of Professional Recognition 

In this respect there is already a normative dimension to the acquisition 

community, as has been demonstrated from informants' commentaries, in that 

there is a distinct service orientation and strong ethical position. For an 

evaluative dimension it is possible to undertake an assessment of the occupation 

in order to compare other occupations, and place it within a continuum of 

occupations, in order to determine where acquisition would sit, but it does 

appear to have the underscoring characteristics of autonomy, as evidenced in 

the policy statements and the comments of the informants and responsibility, as 

noted by external commentators and the informants themselves. The final 
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element of the three areas upon which there is substantial agreement (Freidson, 
1994; Hoyle and John, 1995; Abbott, 1988) about the general dimensions of 
profession, is that of the cognitive dimension. It is here that there is need for the 
codified body of knowledge. 

Body of Knowledge 
There is already a growing body of knowledge but it is not necessarily codified 
and often is contained within policy and internal documentation. However, there 
is increasing knowledge contained in techniques that are applied in the working 
context although this is often stored or retained in individuals' minds or in 

various reports, papers and documents that are contained within various areas 
of the MoD. In order for the cognitive dimension of defence acquisition to be 

acknowledged, there is need for external recognition, and development, of the 
knowledge and skills over which an individual can claim mastery. This can on 
one hand give professional recognition to the community of practice, which in 

turn could lead to professional association, specific codes of ethics and 
institutional support. This may come from a quite specific focus on defence 

acquisition community or may be in the short or longer term as a part of an 

existing professional institute. On the other hand, it will provide a knowledge 

base that is known, accessible and available for reference, reflection and 
informing of practice (Hirst, 1984) It can be updated, as the knowledge 

production from the many sources within the defence acquisition community, 

respond to and interact with the many stimuli in the 'business space'that is the 

focus of the 'business of defence' and which impacts upon the defence 'battle 

space. ' 

For some observers, particularly in science based or status professions, a claim 

that defence acquisition is a profession may be considered insupportable. 

Therefore it is worth remembering that knowledge is gained in a number of ways 

and whilst education has a place much emphasis would be placed upon a 

balance of differing means of gaining knowledge. It would have the inclusive 

value of experience and practice aligned with training and education (Hirst, 

1984). As such Mode Two production with its inherent transdisciplinary nature 

would have to be to the fore. As Gibbons et al note 

"it seems to be a recurrent historical pattern that intellectual 
innovations are first described as misguided by those whose ideas are 
dominant, then ignored and, finally, taken over by original adversaries 
as their own invention. " (Gibbons et al, 1994,2) 

Echoing MacDonald's (1995) comments about cultural work, efforts would have 

to be made to gain, or earn, such a status for it is not just given; however the 
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commencement of this could be arguably traced back to the original statements 
made in the policy documents ushering in Smart Acquisition. 

Jurisdiction and Credentialised Body of Knowledge 
Abbott (1988) adds to this with the aspect of jurisdiction, and as has been 
highlighted earlier, it is the abstraction of knowledge that can set a profession 
apart from other occupations. In a transdisciplinary environment, although one 
or more of the specific original knowledge areas might claim jurisdiction, this 

would not be in the best interests of optimisation of knowledge as it the very 
boundary spanning nature of defence acquisition, drawing upon differing 

functional and professional backgrounds in a global marketplace, seeking to 

adapt commercial best practice, in a public sector environment where change is 

the expectation, that requires abstraction in order that concepts and strategies 

can be theorised and considered then utilised in a practical manner, if and when 

relevant. Such a Credentialised Body of Knowledge will draw upon: 

e formal rationalised knowledge from a number of differing areas, e. g. 

supply chain management, financial management and project 

management; 

the knowledge that comes from the contextual setting e. g. cultural 

approaches, specific methodologies, terminologies and processes 

work activity e. g. current experiential learning through ongoing actions 

and tasks and previous 'broadening' experiential learning; 

abstraction of these through consideration, reflection, discussion etc 

as shown in FigUre 12 

Cultur 

Formal Rationalised al/Contextual P, 

Knowledge Knowledge 

Credentialised 

Body of Knowledge 

(Area of jurisdiction) 

Work Activity 
(Experiential Learning) Abstraction 

Figure 12: Credentialised. Body of Knowledge drawing upon interaction from differing forms of 

knowledge 
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However, at the present time the final element of abstraction is not discernable 

so the formative body of knowledge requires the externalised analysis and 
codification that can bring the knowledge into a credentialised form. 

Credentialised Body of Knowledge leading to Professional Judgement 

The criteria for professional recognition are of necessity generalised because of a 
void in respect of a clear referent, yet the professional phenomenon does not 
have clear boundaries and there are, as Larson (1977) would indicate, all the 
factors present for a professional project. Indeed all the matters discussed here 

are the key features that Larson develops as the basis for a professional project. 
Important to this are Abbott's (1988) views on jurisdiction which he develops 

further with the approach that ultimately leads to the exercise of professional 
judgement. As there are many challenging, complex transdisciplinary issues 

that require attention and action there is a need for informed decision making. 
The various forms of knowledge will contribute to an individual's understanding 

of the issues. Further, it will allow the expression of judgement, professional 

judgement, to be made. Abbott adds to the basis for this professional project 

with the area of jurisdiction and as has been highlighted earlier, it is the 

abstraction of knowledge upon which professional decision making is predicated. 

This is based upon three distinct actions (Abbott, 1988). Firstly, there is a need 

for clarification of a problem or challenge that may be encountered, and within a 

'new' community facing transdisciplinary situations with boundary spanning 

implications that can fundamentally affect the linear lifetime effectiveness of 

acquisition projects, these can require extensive clarification. Secondly, there 

must be careful reasoning of the theories, concepts and issues that surround the 

challenge and here extensive utilisation must be made of the knowledge that 

exists. Thirdly and finally action must be taken to resolve the challenge. These 

can be formally expressed as Diagnosis, Inference and Action. It is these that 

"are the acts of professional practice. " (Abbott, 1988,40) 

optimal solutions may be developed but they will be forthcoming from the range 

of knowledge that is available. Utilising the acts of professional practice means 

drawing upon professional knowledge that will have been gained from a balance 

of the triumvirate of experience, training and education. On one hand there will 

be facts, information, details, processes and procedures that have been 

developed and built on absolutes; learning that has been accepted; it is concrete 

and precise, most frequently based upon scientific experirnentation or 

occurrence. These all point toward straight forward decision making or as one of 

the informants commented 

"it appears to be black and white. " (23) 
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Yet the informants have identified that this is not necessarily the case and that 
the complexities of the transdisciplinary environment coupled with socio- 
economic circumstances and political influences allied with long term impacts 

over the life cycle of an acquisition project when short termism is rife (owing to 

annuality of budgeting etc) hence there must be consideration of the values and 
beliefs that can influence decision making based upon normative situations and 
abstraction of experiences via apprehension and comprehension: or as the same 
informant followed up by saying that on the other hand 

"it is really quite a grey areal" (23) 

The Need for Balance 

In turn this further reinforces the notion of balance in the exercise of professional 
judgement (Halliday, 1985; 1987; Jamous and Peloille, 1970; Abbott, 1988; 

Macdonald, 1995). This balance is borne out of the triumvirate of experience, 

training and education can be illustrated by Figure 13. 
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experience of 
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(SPECIFICATION) (PROCUREMENT) (SUPPORT) 
AL AL 

Figure 13: The Professional Knowledge Balance: The Equilibrium essential for optimal decision making 

through Professional Judgement. (Author). 
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THE ACQUISITION COMMUNITY - CREATING KNOWLEDGE 

As a community of practice, whether within individual IPT's or the acquisition 
community as a whole, the individuals within it not only gain knowledge and 
expertise as individuals but also as a social entity. The community of practice 
contains considerable knowledge and in a synergistic sense could be seen to 
have greater collective knowledge than as merely a number of individuals (Lave 
and Wenger, 1991; Wenger, 1998). This requires a view of the learning 
organisation' and the literature is split between one strand that is predominantly 
practice orientated built on the mainly prescriptive literature of management 
consultancy, against the other strand which has a mainly sceptical tone and is 

scholarly literature examining organisational learning (Argyris, 1999). Whilst 
this is built around argument concerning the practical aspect of an inanimate 

object or virtual entity, such as an organistion, being able to learn, ' there is 

general acceptance that, 
"for an organisation to survive, its rate of learning must be equal to or 
greater than the rate of change in its external environment. " (Revans 
in AspinwaR and Pedler, 1997) 

However, this is predicated upon a clear and well communicated strategy as is 

Mustrated by, 

"... organisations that have a sense of direction and a firm fix on current 
reality through scanning their contexts; who plan effectively, efficiently 
and flexibly; organisations in which continuous development and 
improvement are integral parts of their culture. " (Stoll and Fink, 1996, 
150) 

Although there is considerable rhetoric, with the use of phrases such as 'Smart 

People, ' it appears that there is, in respect of a professional project, movement 

towards such strategic achievement in that there appears to be a strategy but 

that it is not yet uniformly accepted or applied. There is detail with respect to 

the ALDS and the AS with designated 'Route Maps'for development and within 

the DLO there is a more recently introduced 'Management Development 

Programme. ' The informants indicate their general approval of the ALDS but 

are sceptical about the place and impact of the AS on those wishing to develop 

and enhance their careers through an acquisition 'anchor. ' The position of the 

Management Development Programme in the strategy for Smart People is not yet 

clear. The strategic direction needs not only to ensure coherence and 

coordination between the various initiatives but also to recognise the Community 

of Practice and the learning and resultant knowledge that is contained within it. 

It will require: 
44. -participatory philosophies, learning from collective experience and an 

acceptance that learning cannot simply be left to chance - it must be planned... 
the learning organisation is one that is continually expanding its horizons and 
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capabilities through the development of knowledge of employees, both individually 
and collectively, in order to achieve individual and organisational goals ... it is not 
only an organisation that is changing but an organisation that is developing and 
enhancing its capacity to change. " (Morrison, 1998,164) 

Thus there is need to ensure that the Smart Acquisition philosophy which has 
been driving change forward with its particular focus upon enabling change 
through the people - Smart People - who have to deliver performance 
enhancements , and ensure that attention is paid to the structure of knowledge 

production schema, both formal and informal, and in addition recognise the 

collective, or social, knowledge that is present and continually being developed 

within the community of practice, the Acquisition Community. 

It has been noted that knowledge is produced within organisations in many ways 
(Aspinwall and Pedler, 1997; Abbott, 1994; Morrison, 1998; Larson, 1978), and 
the informants confirm these with a number of examples. Some involve 

modelling or imitating best practice from elsewhere; others are from replication 
of past success or the lessons learned as a result of a failure. Much is retained 
in memory, not just individually but in corporate data bases, files, records, 

reports, etc, which in a bureaucratic organistion such as the MoD are 

considerable. As noted earlier, the challenge is to convert this information into 

usable knowledge for the benefit of all within the learning organisation, which is 

what the acquisition community must become in a strategic and practical sense. 
As informants have identified, for many reasons knowledge is lost, echoing 

Argyris and Schon's view that 

"... there are too many cases in which organisations know less than 
their members. There are even cases in which organisations cannot 
seem to learn what every member knows. " (1987,9) 

Although they also identify that there are some ways in which it may be partially 

retained or retrieved, such as through networking, conversations in corridors, 

meetings, formal training sessions, etc, there is still no official recognition of this 

community and little or none of the knowledge gained is formally codified in a 

Defence Acquisition 'Body of Knowledge. ' 

Earlier discussion considered the need to 'bridge the gap'between the old way of 

acquisition and the new way of Smart Acquisition. This could be achieved 

through recognition of such organisational learning and the need to capture and 

codify such knowledge, for, 

"... collaborative enquiry, where outcomes cannot be fully measured in 

terms of what individuals take away but by what is created together, 

can form the bridge from individual learning to the learning 

organisation. " (Aspinwall and Pedler, 1997) 
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This could be the basis of the codified knowledge that forms the basis of a 
profession, which, in turn, is the basis of the exercise of professional judgement. 

Thus, the acquisition community is one where transdisciplinary knowledge 

production takes place. It is one where processes and procedures have been laid 
down and is set firmly in the public sector, yet it is one that has an overarching 
philosophy that encourages commercialism and a New Public Management 

ethos. It exists in a global market place that is subjected to socio - economic 
and political pressures exacerbated by media intrusion and audit imperatives. It 
is emotive in that it is tax payers' money that is being spent and death or injurY 

may result if acquisition is not optimally performed. The people within it may 

move regularly and frequently as a part of their personal development and it is 

located at a number of geographically dispersed sites. Above all it is dynamic; 

knowledge is being created in many ways on differing projects all the time. This 

knowledge production is illustrated below. 

Informal 
Best 

Processes 
Commercial 
Practice 

Acquisition 
Community 

Formal 
A- 

Public Sector 
Procedures (Tools (Guidelines 

and Techniques) Policies) 

Figure 14: The Acquisition Community as a Community of Practice: a learning environment 

where knowledge production is dynamic, interactive and continuous process. 

Recognising the areas discussed, the tacit and explicit knowledge is brought to 

the acquisition community, filtered, applied, amended and developed as 

necessary. Utilisation is made of, and interaction undertaken between, formal 

procedures, informal approaches, best practice philosophies and public sector 

rules and guidelines. All the while these impact upon and influence the 

acquisition community although the reverse also applies. It is multi- 
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dimensional, socially distributed production: there is continuous process of 
knowledge production at many different levels constantly being undertaken. 

THE PINNACLE OF ACQUISITION OR PIVOTAL POINT FOR 
ADVANCEMENT? 

At the outset and in the design of the research approach, a factor was that the 
informants were seen as, at or near to, the pinnacle of the defence acquisition 
community. From the informants' perspective that may be the case for those 

who were older, typically moving into their 50's, but for others a slighter more 
optimistic view was expressed that indicates further the development of a 
professional project. The younger informants indicated that they needed more 
time to substantiate their position as IPT Leaders; however nine indicated that 

they saw their position as an ideal one for progression to more senior posts. 
This was because the knowledge that they were gaining in the acquisition 

community was applicable for the wider, more commercialised and managerialist 

ethos now prevalent in the public sector. Hence as professionalisation develops 

the acquisition community it may be that such positions are not the pinnacle, 

rather they become a pivotal point for further advancement. This has yet to be 

seen in any depth but appears a relevant interpretation of the informants' 

perception. 

DELINEATING A FRAMEWORK TO ENHANCE PROFESSIONALISM 

In considering such a framework, this only has heuristic value and is not 

prescriptive. If professional knowledge is to fully underpin professionalism as 

discussed in this work, then the framework to deliver such knowledge is largely 

in place. The experience that members of the acquisition community bring to 

the environment, and the creation and use of knowledge that comes from 

continual learning experiences within the community of practice, appears to be 

effective in that people of varied backgrounds and experience are brought into 

and utilised within the community of practice. Nevertheless, the knowledge 

created is not necessarily retained or is not readily accessible. It may well be 

that accreditation, to a lesser or greater extent, may be available in respect of the 

experience that individuals bring to the acquisition community. Similarly, the 

creation of new knowledge may be eligible for recognition for exemption from 

training programmes or in lieu of elements of an education programme 

The training that is provided appears to be well accepted and appreciated by the 

majority of the informants. Nevertheless there may be some questions about 
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Particular training interventions and as an example, the Acquisition Stream (AS) 
is not fully understood, recognised or utilised. Training in general could be 

considered for accreditation from relevant institutes or educational 
establishments. 

There is considerable opportunity to develop education programmes that 
through a critical analysis, and the currently absent feature of a specifically 
named qualification, would permit the balance of knowledge and thus the 

exercise and acceptance of professional judgement. Bearing in mind the 

requirements of the DTR and the indications of ROCC to provide Masters level 

education for all serving officers of a certain rank or above, and the desire for 

civil servants to be treated on an equal basis, a suitable education programme 

could be developed. It would have to contain all of the topics and themes 

indicated by the informants and provide a critical frame of reference and a 

suitably named qualification. Such a programme coupled with the codification 

of the body of knowledge would add considerable weight to claims for 

professional recognition. 

With the Acquisition Stream stated as providing the anchor for acquisition 

careers; the Acquisition Leadership Development Scheme having three levels 

(foundation, core and expert); the recently introduced Management Development 

Programme (in the DLO) having equivalent status; there is a considerable 

amount of training available through various in-house and specialist providers 

and in line with initiatives for recognition of experience there should be 

opportunity for convergence of these in a learning continuum culminating in a 

Masters degree from a university. 

SUMMARY 

The views of the informants have been brought together with relevant concepts 

and noting key issues that indicate professionalism, professionality and 

professionalisation have been discussed identifying the place of a credentialised 

body of knowledge. In turn this permits a balance of key aspects such as fact 

compared to belief, areas of jurisdiction and ultimately exercise of professional 

judgement. This, however, is predicated upon knowledge and in gaining such 

knowledge there is a balance to be achieved to enable optimal decision making. 

Much of this knowledge creation emanates from the community of practice that 

is the acquisition community. Developing a learning framework, acknowledging 

formal and informal learning would assist the professionalisation process. 
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CHAPTER EIGHT 

CONCLUSIONS AND RECOMMENDATIONS 

"Hallelujah" 
Knight to King Arthur, on being told that 

the end of their journey was in sight 

'Monty Python and the Holy Grail' 

CONCLUSIONS 

The genesis of this research was in policy statements that consistently referred 
to 'professionals' and 'professionalism. ' From there the two primary research 
aims were developed. They concern the explication of the concept, nature and role 
of professionalism in the defence acquisition community, and the analysis of the 
essential features of professional knowledge that underpin that professionalism. 
The research was undertaken in order to understand the intricacies of the topic 

within the unique and specific contextual setting through the perspective of 
those intimately involved. The remaining, and secondary aim, was to delineate a 
framework that may enable professional knowledge to be developed to assist in 

enhancing professionalism within the defence acquisition community. In achieving Z-D 

these aims the findings and subsequent recommendations should provide a 

stimulus to determine whether the words that provided the catalyst for this work 

were merely rhetoric or whether the professionalisation of this community is 

authentic and is progressing. 

There is dichotomy and role tension for the people who are fundamental to the 

delivery of the philosophy and approaches of Smart Acquisition. They are firmly 

based in the public sector, either in the civil service or the armed forces, with its 

inherent bureaucracy and hierarchical nature, where adherence to Procedures 

and obedience to orders are the norm, yet the ethos of the new philosophy is one 

of empowerment and innovation. There is then a need for a new culture, for 

Smart Acquisition, 

"... will not succeed unless we change the culture and our people respond 
to the circumstances we create for them-we need to become more 
flexible, responsive and receptive to new ideas. We need to depend less 

upon rule books or precedent and more on judgement and experience. " 
(Spellar, 1999,144) 

In developing this judgement, a consideration of the old approach and the new 

approach identifies many of the cultural and functional areas about which 

knowledge must be gained. To do so requires clear strategy and recognition of 

the need to develop the knowledge of these people. As Kincaid notes: 
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"A change of culture is not just a change in attitudes, for it is dependent 
on the underlying quality and expertise of the individual members of the 
whole acquisition body. It is imperative to make the best of every 
individual's ability and to eliminate their weaknesses by the right 
experience, education and training. " (Kincaid, 2002,54) 

An appreciation of the influences upon and complexities of, the defence 

acquisition environment are essential in order to recognise the challenges that 
face the people within it who have to deliver the philosophies and approaches of 
Smart Acquisition. Although a part of the public sector, the defence acquisition 
community encompasses the military and commercial spheres, and as such it is 

subject to the dynamics and complexities of the global business environment. 
Fundamental to survival and growth within this environment is the adoption or 

adaptation of commercial best practice. Within this business environment, 
Supply Chain Management with its emphasis upon customer and supplier 

relationships and integration of previously disparate functions and organisations 
in a holistic perspective, is seen as a way forward. This is the underpinning 

ethos of Smart Acquisition, seeking to bring a boundary spanning, holistic 

approach to the defence acquisition environment. 

Utilising a qualitative research methodology, the views and perceptions of a 

representative sample of thirty two (20%) of those at the pinnacle of the defence 

acquisition community were obtained in order to better understand the key 

issues. Rich data was resultant from allowing the informants to give 

commentaries in response to four questions concerning their background, their 

views on professionalism, how they gained their knowledge and where they saw 

themselves in the immediate future. 

From this, key areas such as the broadening of experience, networking, informal 

and formal learning opportunities were identified and the resultant knowledge 

that was gained, both individually and collectively, was considerable. The need 

to retain and be able to retrieve such knowledge, particularly in the corporate 

sense, was also brought to the fore. 

Discussion of profession and semantic derivatives were considered and through 

linking of primary and secondary research it appears that professionalism in 

terms of an adjective, or professionality, is practiced although profession as a 

noun is not yet recognised. There appears to be a professionalisation process 

under way, in line with the view of occupational professions as a dynarnic 

changing concept. Fundamental normative and evaluative dimensions are 
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present although the cognitive dimension in respect of systematic body of 
knowledge requires development. 

Knowledge is gained through experience, training and education. It is produced 
at both individual and collective levels. New methods of knowledge production 
need to be taken into account as does the need for effective balance between 

experience, training and education. It appears that the deficiency in this balance 
is in respect of education and as such an education programme could bring 

critical analysis that will assist in developing the judgement referred to earlier. 
The knowledge that is being produced needs to be captured in a credentialised 
form in order to enable professional recognition, to ensure retention and retrieval 

of knowledge and as a referent for constant updating as knowledge production in 

such an environment is a continual process. Recognition of this could permit a 
learning framework to be implemented that would enhance the production of 
knowledge that will assist in the enabling of professional judgement in the 

context of defence acquisition. This will strengthen the professional prerogative 
in the legitimate domain of defence acquisition professionals, allowing potential 

enhancement of performance through the development of the professional 

project from nascent to establishment. 

RECOMMENDATIONS 

In summary format, it is recommended that: 

Recognition is given to the differing means of the continuous process of 

gaining the transdisciplinary knowledge of defence acquisition. Areas that 

require continual input from the key players in respect of apposite 

knowledge and decision making include for example, outsourcing or 

development of customer supplier relationships. These are dynamic, 

constantly changing and increasingly complex. To be effective, the 

interaction between explicit and tacit knowledge, whether from individual 

biography, from community culture, networking or from individual 

analysis and reflection will require encouragement and utilisation. Much 

of this will be informal, and in coordination with formal learning 

methodologies, acknowledgement and credit should be given not only to 

what is being learned but how it is being learned. 

Further, this should be set within a structure that recognises the varlous 

means of gaining knowledge (in alignment with the research on 
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competences being undertaken elsewhere) . This would require the 
development of a learning framework, a continuum, that encompasses the 
various relevant initiatives (such as the Acquisition Leadership 
Development Scheme) in a coordinated and complementary manner that 

demonstrably progressive and in accord with professional knowledge 

mandates. 

A credentialised body of knowledge is more fully and formally developed, 
both internally and externally. The interplay and developmental nature of 
cultural knowledge, with that which is formal and rationalised, as wen as 
experiential learning and the abstraction of these, will provide opportunity 
for cognition of context specific knowledge. This should be recorded, 
analysed, discussed, promulgated and made available to permit codified, 
learning materials and methodologies. 

A Masters level qualification is developed, in line with the foregoing to 

provide a pinnacle of credentialised achievement. In particular, 

consistency and complementarity would have to be maintained with 

ongoing people strategy initiatives and research into competences. This 

would provide a place for Higher Education as an element of the balance 

within a learning framework. The qualification course would recognise 

and utilise the contextual content suggested by the informants in line 

with commercial best practice in both public and private sectors. 

The acquisition community is recognised in policy documentation, and in 

application, as a community of practice that receives and generates 

knowledge. Whilst informal, in that people come together to create and 

innovate because they are motivated to do so, it exists vAthin formal 

entities. This unenforced collegiality straddles public sector, private 

sector and the military environments but is impacted upon by technology, 

economic and socio-political decision making. Opportunities to meet, 

analyse, discuss, exchange and synthesise should be encouraged, as the 

transdisciplinary nature of acquisition requires new modes of thinking 

and learning. 

Professionality is explicitly recognised in policy documentation. Most of 

the informants take professionality seriously. It is inherent in the cultural 

environment; yet it is normally referred to as being 'professional' or 

'professionalism. ' Relevant use of the word 'profes sionality' will add clarity 
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to terminology and assist in distinguishing professional prerogative and 
practice. 

Acknowledge the professional knowledge balance to ensure the 
development and exercise of professional judgement. Decision making in 
the acquisition community has considerable impact upon operational 
effectiveness. If optimal balance is not effected then results can be 

extremely damaging, whether in respect of taxpayers money, national 
prestige or loss of life. Professional acquisition judgement requires the 

professional prerogative to be exercised, which is a question of balance, 

underpinned by professional knowledge. 

* Cultural work is undertaken, from within the acquisition community and 
from outside, to develop the concept of profession and professionals as a 

noun, bearing in mind that such status has to be earned and that in 

many ways the process of professionalisation, or a professional project, is 

well under way. 

CONCLUDING COMMENT 

In achieving the stated aims, it is pertinent to note that it is the changing setting 

that provides the context for this research but it is the nature and role of 

professionalism that provides the impetus and this in turn brings a focus upon 

the knowledge that underpins such professionalism. As such it draws upon well 

known material but it is application of this, utilising the perception of those 

intimately involved in the contextual setting that adds to the greater knowledge. 

Further, it can bring practical application to, and inform practice in, the real 

world. 

As one senior informant commented: 

"I believe that in serving the public I am professional in what I do because 

of what I know. If I can be recognised as a professional in a profession 
then I cannot ask for more" 
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APPENDIX A 
(page one) 

Department of Defence Management 
and Security Analysis 

Cranfield University 
Royal Military College of Science 

Shrivenham 
Swindon 
Wiltshire 
SN6 8LA 

Dear Course Member, 

I am studying for a Doctor of Education degree and a part of the research 
I have to undertake is concerned with the way in which people gain their 
acquisition knowledge and the need for professionalism in the defence 
environment, post Smart Procurement / Smart Acquisition. 

With this is mind, I wondered if you would be prepared to answer the 
questions on the attached sheet. The information is anonymous although 
you can identify yourself if you wish. I would be pleased to provide details 
of my research in due course. 

My thanks for your understanding and co-operation. 

David M Moore 
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APPENDIX A 
(page two) 

0 Questions 

1. Do you work in the defence acquisition and logistics enviromnent? YES NO 

2. Do you consider yourself a defence acquisition and / or logistics 

professional? YES NO 

3. Have you received fonnal purchasing, supply chain and / or logistics 

education? YES NO 

4. Have you undertaken any training for purchasing, supply chain 

or logistics management (e. g. training courses, seminars etc)? YES NO 

5. Are you part of the AS / ALDS? YES NO 

6. Do you have any comments as regard the cultural changes that have occurred / have not 

occurred / are underway in your organisation, the Ministry of Defence and the defence 

envirom-nent as a whole? 
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APPENDIX B 

INTERVIEW PROTOCOL 

A) ADMINISTRATION OF INTERVIEW 

1) GENERAL DATA 

Date: 

Organisation: 

Nature of Organisation: 

Number of Staff. 

Position in Organisation: 

Rank/Grade: 

Member of AS 1ALDS /Other / None 

(page one) 

2) INTRODUCTION, BACKGROUND, CONTEXT AND GENERAL 
PURPOSE 

Introduction: Doctorate Student: also Senior Lecturer 
(MSc Course Director) 

Background 
and Context: Under University supervision I am completing a 

doctoral programme with a research study in 
order to produce a dissertation that is the final 
element of the programme. The focus of this is 
upon professionalism in defence acquisition. I 
am seeking to understand the basis of that 
professionalism. 

Confidentiality: The essence of this study is upon issues; 

not upon individuals. Information collected in this study will be in 

confidence. 

ANY QUESTIONS BEFORE WE PROCEED? 
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APPENDIX B 
(page two) 

B) QUESTIONS TO INTERVIEWEES 
1. Biography 

Could you run through the development of your career indicating 
your career path and direction? Tell it as a story - what happened, 
how and why? 

Follow up / Prompt - 
Start from academic qualifications (if none, from end of schooling) 
Your current situation 
Moments of significance - say, 2/3 key events which, looking back, 
you can see as significant in your defence acquisition career. 

2. Being Professional and Professionalism 

Could you develop your perception (what it means to you) of being a 
professional"; ) 

This word, 'Professionalism' is used a lot - when the word appears, 
what does it mean to you in the defence acquisition environment? 

Follow up / Prompt - 
Education; training; development; qualification e. g. could you give 
examples of relevant experience and how it has helped to shape the 
professional you are - and the way that it enhances knowledge and 
skill. 
Examples of what you consider as professionalism. 

Knowledge 

Explain 'how you know what you know'. Indicate the ways in 

which you have gained knowledge - in the context of defence 

acquisition. 
Follow up / Prompt - 

Examples 
Discuss particular learning scenarios 

4. Development 

Last question - Let's speculate a little - looking to the future. 

" How do you see yourself developing as a professional? 
Follow up / Prompt - 

" How do you see the defence acquisition community developing as 
professional in the future? 
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APPENDIX C 
(first example) 

TRANSCRIPT OF INTERVIEW WITH (LEDGER No 5) 

CONFIDENTIAL - Originals with author 



APPENDIX C 
(second example) 

TRANSCRIPT OF INTERVIEW WITH (LEDGER No 29) 

CONFIDENTIAL - Originals with author 



APPENDIX D 
TRANCRIPT OF INTERVIEW WITH LEDGER No 14 

CONFIDENTIAL - Originals with author 



APPENDIX E 
LEDGER 

Number Background Age 

1 

2 

3 

4 

5 

6 

7 

8 

9 

10 

11 

12 

13 

14 

15 

16 

17 

18 

19 

20 

21 

22 

23 

24 

25 

26 

27 

28 

29 

30 

31 

32 
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APPENDIX E 
LEDGER 

Number Background Age 

1 Civil Service 52 
2 Military 48 
3 Civil Service 56 
4 Civil Service 40 
5 Civil Service 43 
6 Industry 42 
7 Military 41 

8 Military 48 

9 Civil Service 38 

10 Military 48 

11 Civil Service 47 

12 Civil Service 36 

13 Civil Service 41 

14 Civil Service 42 

15 Civil Service 50 

16 Civil Service 47 

17 Military 40 

18 Civil Service 48 

19 Civil Service 50 

20 Military 49 

21 Civil Service 44 

22 Military 48 

23 Civil Service 50 

24 Military 51 

25 Civil Service 49 

26 Military 50 

27 Military 44 

28 Military 52 

29 Military 47 

30 Civil Service 42 

31 Civil Service 39 

32 Civil Service 46 
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