(1.5 CS/1.5 LD/0.5 CS)
Leadership and Ethics IP 6213

Title: Leading Change
Victory smiles upon those who anticipate the changes in the character of war,

not on those who wait to adapt themselves after the changes occur.


—Giulio Douhet
Introduction:  Strategic leaders may find themselves faced with the need to dramatically change a large organization. Reasons might include a change in the mission or threat, downsizing, technological developments, socioeconomic changes, political realities, and more. Perhaps the leader has a vision of making radical changes to vastly improve performance.  Whatever the reason, shaping the culture of the organization to meet the new realities could be the biggest challenge in anyone’s career. 

The history of the Air Force is filled with periods of radical change, from creating a separate service to developing the Expeditionary Aerospace Force. This lesson looks at the strategic leader’s role in organizational change.  Why do some change efforts succeed while others fail?  Why do people often resist change?  How do leaders overcome that resistance?  What must leaders do to prepare for these challenges? 

Leading change is one of the most pervasive topics in the business literature today.  Is there anything we can learn from the top leaders in industry that applies to the military?  Is it possible that the emphasis on leading change is just another business fad that will soon be followed by an emphasis on stability and retrenchment? Regardless of how one answers these questions, no one expects the pace of change in society to slow down. The ability to lead change will continue to be one of the most important competencies of strategic leadership.

Lesson Objective: Analyze the role of the strategic leader as change agent and evaluate how to lead a successful change. JPMELA-3b (SUPPORTED), 4b; CV-Integrity, Service Before Self, Excellence; DC-Superiority, Attack.
Desired Learning Outcomes:

1.  Recognize when a change effort is necessary.

2.  Understand how to lead a successful change effort.

3.  Understand why change efforts fail.

Questions for Study and Discussion:

1. How does a strategic leader know when a change is required?

2. How do you know if a change effort has been successful?

3. What is the primary reason a change effort might fail?

4. Which of Kotter’s 8 steps is most critical to a change effort?  Why?  

5. According to Fullan, what is the most critical element for success in leading change?  Why?

6. Using Kotter’s 8 steps, analyze Gen McPeak’s change effort.

Assigned Readings:

1.  Kotter, John P., “What Leaders Really Do,” Chapter 2, Choosing Strategies for Change, pp. 29–49, and Chapter 4, Leading Change: Why Transformation Efforts Fail, pp. 75–92, 1999.

(Issued Separately)

2.  Zenger, John H. and Joseph Folkman, “The Extraordinary Leader,” pp. 69–78, 2002.

(Issued Separately)

3.  Guillot, Col W. Michael, “The Chief as Change Agent,” Case Study, Department of Leadership and Ethics, Air War College, September 2000, 6 pp.
4.  Fullan, Michael, “A Remarkable Convergence,” Leading in a Culture of Change, Chapter 1, 2001, pp. 1–11.

Suggested Readings:

Creech, Gen W. L., “Organizational and Leadership Principles for Senior Leaders,” AU-24, pp. 181–186.

Kotter, John P., Leading Change (Boston, Massachusetts:  Harvard Business School Press, 1996).

Tichy, Noel M., The Leadership Engine (New York:  Harper Business, 1997).
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