Welcome to the Department of Leadership and Ethics

On behalf of the Leadership and Ethics Department faculty, welcome to the Air War College and our core course.  The goal of this course is to enable you to develop the vision, competencies, and moral values to lead at the strategic level.

If you are a typical War College student, you have succeeded as a leader in a demanding profession.  You have watched senior leaders and noted their leadership philosophies, strengths, and weaknesses.  You have seen your peers and subordinates fail and succeed as leaders.  You have studied leadership in military and civilian schools.  You have had decades to acquire and test your own inventory of leadership skills – and they have served you well.  With your broad base of experience, you have led people in challenging, demanding, and dangerous situations.  In short, you have every right to wonder whether there can be much more about “leadership” that you do not already know.  No one will blame you for a healthy skepticism – it can be a very valuable attribute enabling to you probe and challenge issues, speakers, and peers to learn even more.

This is a course about leadership, but it focuses on a particular dimension – the responsibilities and attributes of military and DoD civilian senior leaders.  However, this course is designed not so much to provide checklists and answers as it is to raise important questions.  These questions cannot be resolved with trite, simple answers.  The answers will come after you have sorted the input from a variety of sources – from your experience, from your reading, from dialogue with your classmates, from distinguished lecturers, and from your own careful analysis.  

As you progress through the curriculum, think in-depth about the issues presented.  What is different about the senior leader environment from what you have been in throughout your career?  Are the necessary competencies of successful senior leaders different than those of other leaders?  If so, what are they?  In what ways are they different and why?  Are the ethical dimensions of senior leadership different, and if so, in what ways?  How have senior leaders demonstrated competencies and values (or lack of them) in the historical record?  What traits, competencies, and values will society require of you when you are a senior leader?  Are these fixed and enduring or constantly in flux?

The entire War College experience is about these kinds of questions.  Various parts of the curriculum touch on the environment of the senior leader, identify issues that leaders must be prepared to address, or identify the planning and decision-making skills senior military leaders are expected to have.  But the Leadership and Ethics course provides an opportunity to look in a focused way at the senior military leader – to consider the things that he/she must be, know, and do to succeed in the volatile, complex, uncertain, and ambiguous (VUCA) security environment of the 21st Century.  


DAVID S. JOHNSON, Colonel, USAF


Chair, Department of Leadership and Ethics

Department of Leadership and Ethics

Vision
Educating the world’s finest senior leaders … with the vision, competencies, and moral values    to lead at the strategic level.

Course Objectives

Synthesize the concepts of the strategic leadership environment

Understand the leadership characteristics and capabilities needed by strategic leaders

Demonstrate critical and creative thinking skills

Examine the ethical demands of strategic leadership

Assess personal leadership development

Reflect upon strategic leader competencies for leading the institution

Congratulations!  You are here because you are successful leaders.  But the challenges you will face in the future will be different in many significant ways from those you faced in the past.  Our mission--in keeping with our vision--is to help prepare you to meet those challenges.

Course Overview
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Strategic Leader Attributes

As you move higher in rank and responsibility, performance requirements change.  Thinking skills become more critical.  You will rely less on mastery of procedure and detail and more on critical thinking, conceptual ability, innovation, and systems/integrative thinking.  Your tolerance for uncertainty and complexity must increase, as you are more likely to make decisions based on incomplete information.  Your decisions will be far reaching and have greater impact.

Temperament is more important than ever.  We have all known “screamers” who ridicule subordinates or lose their temper.  However, these leaders succeed in spite of such behavior, not because of it.  The senior leaders we most admire are the ones who coach, mentor, and build leaders at all levels of their organizations.  They have the interpersonal skills to inspire their people.  

Finally, as you become more senior, your perspective and focus will change radically.  Your time horizon increases; your frame of reference broadens.  You will increasingly study and take an interest in issues well outside your specialty.  You will be the one expected to see patterns others miss and make connections across disciplines.  To be successful, you must be able to step back and analyze your own performance and approach in a given situation, and if need be, change direction.  It will be more critical than ever that you have the ability to separate the important from the trivial. 

While all this may sound like common sense, the truth is, past success is no guarantee of future performance.  We have all seen rising leaders “derailed” for a myriad of reasons.  While the normal maturation process helps us develop greater wisdom and tolerance, other types of development may be more difficult.  For example, developing a tolerance for uncertainty is not automatic; neither is the capacity for divergent thinking, or the ability to get the best from everyone in a highly diverse executive team.  In these areas, development may take deliberate effort and hard work.  The Leadership and Ethics course provides you the opportunity to improve your skills in all these areas. 

Personal Development

The Myers-Briggs Type Indicator (MBTI) and the Leadership Mirror, a 360-feedback program, support the entire Leadership and Ethics course, your time at the War College, and most importantly the rest of your career.  We offer these two opportunities for your personal leadership development.  The MBTI will help you understand your personal preferences (and those of your classmates and family members).  This awareness will help you build relationships, avoid blind spots, and put together balanced teams.  The Leadership Mirror instrument, as developed by the Air Force Office of Force Development, incorporates feedback from your supervisor, peers, and subordinates.  It includes detailed, confidential feedback from a qualified counselor and will help you measure your development in a number of areas vital to success as a senior leader.  With this knowledge, you can focus your reading, refine your personal development program, and perhaps even take electives that will help you maximize strengths and minimize weaknesses.  

Course Themes

There are three blocks of instruction in the 16 lessons of this master's-level core course.  We will challenge you with complex material at a demanding pace.  By coming to the Air War College, you have accepted the challenge of preparing yourself to become a strategic leader.  As part of that "development" process, we expect you to use time outside of class to read, reflect, and build a professional development plan.  Our standards are high, as are the standards strategic leaders set for themselves.  

Strategic Leadership Framework
The Leadership and Ethics course begins with the Strategic Leadership Framework.  This block of four lessons frames the concept of strategic leadership environment and lays the foundation for the academic year with lessons on understanding the strategic leadership environment, vision, cultures, and self assessment.  Using the Myers-Briggs Type Indictor as a self-assessment resource, we will study how and why personality affects strategic leadership. 

Strategic Leader Values and Ethics
Just as leadership challenges increase as you move into more senior leadership positions, so too will the moral and ethical stakes.  In the second block, Strategic Leader Values and Ethics, we explore the moral and ethical climate of the strategic leader, especially with regard to the war on terrorism.  We also discuss leadership during conflict, strategic leader derailments, command responsibility and accountability, and the key ethical concepts involved with going to war and prosecuting war at the strategic level.  You will have the opportunity to analyze some of the challenges of leadership and command in case studies based on actual events involving senior leaders.

Leading the Institution--Strategic Leader Competencies
The final block of instruction, Leading the Institution—Strategic Leader Competencies.  Using Air Force doctrine of tactical, operational, and strategic leadership competencies, we explore in greater detail leading the institution.  Competencies required of strategic leaders of large, complex organizations include understanding organizational culture and dynamics, critical and creative thinking, strategic negotiating, and leading change.  The final lesson involves introspection into the entire strategic leader philosophy and developing a plan to improve your personal leadership abilities.  You will be asked to think about your studies in strategic leadership and how you will apply them to the remainder of the AWC curriculum.  

Course Requirements

Class Preparation

Prepare for each class by first reading the “scope sheet” in the reader, reviewing the Objectives, Desired Learning Outcomes, and Study Questions, and completing all assigned readings.  Additional background articles, readings, and information are available for every lesson.  In certain cases, you may feel the need to read some of this foundational, basic information on the topic.  The DFL hotlink in the “Scope Sheets” area of the “K” drive index and links enables you to access folders for each lesson (numbered 6201—6216) and a support area with case preparation reference material, articles, bibliographic citations, and/or electronic links.  The information can also be accessed on the common drive at M:\AY05 DFL Leadership & Ethics Info.  Occasionally your instructor may post updated or substitute articles for the lesson.  If this occurs, you will be instructed to check the web for the changes.  

Leadership and Ethics Case Studies
Much of the learning you will experience in the leadership and ethics course comes from analyzing case studies.  Using cases is not a new phenomenon but it is one of the more effective ways to create a depth of understanding and challenge participants to think critically and creatively.  We think you will find these cases relevant and complex.  As a result, you must come prepared to discuss each one.   

Preparation.  In analyzing a case, each student will be required to read and study the case before coming to class.  Make notes on the scenario to help you analyze the issues and answer a number of questions.  First read the case quickly to get an impression of the contents, then begin your analysis.  What is the situation?  Conceptually, what is the case about?  Is there a dilemma?  Who are the major and minor actors?  Is there a problem?  If so, what is it and why is it important?  What are the basic issues involved or causes?  Are there any immediate issues?  What are the critical factors in the case and are they urgent?  Does the case include any inferences or assumptions?  What points of view are represented?  What about the information in the case—is it clear, accurate, precise, relevant, significant, fair, logical, and contain sufficient depth and breadth?  With reference to a decision, what are the alternatives and risks involved?  If you are asked for a decision, what is it?  Is your decision feasible, desirable, and acceptable?  Is your solution creative?  Is it creative enough?  Would unbounded constraints change your decision?  How would you implement the decision? 

Learning with cases can be very rewarding, but you must come prepared.  Thorough preparation will help you analyze, evaluate, and innovate solutions to complex cases.  More importantly, preparing for cases simulates the kinds of thinking and decision-making required of strategic leaders.  There are multiple sources for learning how to prepare cases and how to analyze cases.  For more information on how to prepare cases see the DFL web based support area on the “K” drive.
Leadership Exam Case Studies
As part of the leadership and ethics course, you will be given two written examinations consisting of leadership and ethics case studies.  Both exams will be a take home, individual effort, and no collaboration is allowed.  For each exam, you will be required to analyze and evaluate the scenario in the case and provide a typed, double-spaced response, not greater than 8 pages.  You will be graded on the depth of your analysis and thoroughness of your answer including supporting detail and synthesis of course material.  All previous class materials, notes, readings, and information can be consulted and used in formulating your answers.  All exams will be due at the times indicated by your instructor.  Please attach a cover sheet including your name, rank, seminar number, and due date.  Your evaluation will be returned on the eighth workday following the due date.  

Leadership and Ethics Reading Program
In his book American Generalship, Edgar Puryear devotes an entire chapter to the subject of books and the importance of reading.  Two of the underlying themes in this course are the importance of lifetime learning and the leader as teacher.  Both of these themes are directly related to the value of constant reading.  Most of our greatest leaders were voracious readers and with good reason.  Reading, especially in areas not familiar, helps broaden ones perspective and frame of reference.  Reading in new disciplines can increase conceptual capacity leading to greater mental flexibility.  All these effects are complimentary to strategic leadership.  Our objectives are to stimulate you to begin a professional reading program of your own, read two works that will stimulate your thoughts on leadership and ethics, and encourage you to start a professional reading list. 

The Leadership and Ethics Reading Program will require you to read and analyze two books:


Book 1:  Just War Against Terror: The Burden of American Power In a Violent World, by Jean Elshtain

Book 2:  Eyewitness to Power, by David Gergen

You will review and critically analyze each book as a seminar in a separate scheduled gathering during the course.  The key to benefiting from this program is preparing for the review session.  You must come ready to discuss and debate the arguments and propositions in each book.  We highly recommend you make notes as you read and annotate controversial or important points of view.    

Course Grades

You will be graded on your leadership mid-term exam case study, the leadership final exam case study, and the quality of your contributions to the seminars.  Participation in the leadership reading program is part of your seminar contribution grade as is your developmental plan for lesson 15.  Your contribution grade is based on the quality of your participation (not just quantity or the amount of “air time” you use in the seminar) and your level of preparation.  The weights assigned to the course activities are listed below.


Mid-Term Leadership Exam
35%


Leadership Final Exam
35%


Seminar Contributions
30%

Course Materials

Leadership and Ethics, Course Reader

AU-24, Concepts for Air Force Leadership

Eyewitness to Power, by David Gergen
Just War Against Terror: The Burden of American Power In a Violent World, by Jean Elshtain
Leadership Equation, by Lee & Norma Barr

Looking at Type: The Fundamentals by Charles R. Martin

Prodigal Soldiers, by James Kitfield

Rules and Tools for Leaders, by Perry Smith

The Extraordinary Leader: Turning Good Managers into Great Leaders, by John H. Zenger
The Leadership Engine, by Noel Tichy

What Leaders Really Do, by John Kotter
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