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The Army needs doctrine on organizational 
change, and it is a perfect time for that change. 
From brigades reorienting on new theaters 

of operation to squadrons and troops trying to im-
prove their maintenance culture, organizations in the 
Army are consistently striving to change for the better. 
Currently, the Army is refocusing from counterinsur-
gency to large-scale ground combat operations against 
near-peer adversaries, but we are doing so without the 
doctrinal framework to support such a transformation.1 
If we look at existing doctrine, we find very little about 
instituting organizational change. Army Doctrine 
Publication 6-22, Army Leadership and the Profession, 
and Army Techniques Publication 6-22.6, Army Team 
Building, offer the Army’s approach to organizational 
leadership, and the only substance on change is the 
Forming-Norming-Performing paradigm of team 
building.2 The 6th Squadron, 9th Cavalry Regiment 
(6-9 Cav), used both Kurt Lewin’s Three-Stage Model 
of Change and John Kotter’s Eight-Step Process for 
Leading Change to successfully change its maintenance 
program and win the Army Award for Maintenance 
Excellence (AAME) in 2020 while deployed to the 
Republic of Korea.3 Lewin and Kotter offer proven 
frameworks for organizational change that should be 
included in Army doctrine.

The Three Fundamental Stages 
of Organizational Change

The steps in Lewin’s Change Model are three distinct 
moments that occur in lasting organizational changes. 
Consider a blacksmith forging a piece of metal. The smith 
heats steel to make it malleable (unfreezing), strikes it 
with a hammer to change its form (moving), and then 
dunks it in water to harden its new form (refreezing) (see 
figure 1, page 64).4 Though there are many substeps to 
each of the three steps, the blacksmith must follow this 
general order to make a quality product.

Unfreezing. Unfreezing is the initial stage that 
identifies needed changes and then removes institutional 
barriers to lasting change. At the end state of this stage, 
the organization should clearly understand the desired 
outcome and be primed to make the change.5

Moving. Moving is the stage in which the organi-
zation takes action to achieve the desired change after 
setting the conditions. The changes are not yet solid-
ified, providing flexibility for adjustment. At the end 
state of this stage, the organization has instituted its 
changes and assessed their viability.6

Refreezing. Refreezing is the final stage in which all 
of the changes are solidified in the organization’s culture. 
This stage ensures that systems, structures, and stake-
holders mutually support maintaining the change. At the 
end state, the organization has galvanized the change with 
new structures to prevent reverting to the old way of 
doing things before the change was made.7

The Eight Steps of 
Organizational Change

The next framework is Kotter’s Eight-Step Process for 
Leading Change. When done in order and to completion, 
these steps create the unfreeze-move-refreeze cycle that 
generates successful change (see figure 2, page 64–65).8 
6-9 Cav used it to gain and maintain the necessary 
momentum to change its maintenance program while 
preventing the organization from reverting to its old ways 
of doing things before the change was made.

Establish a sense of urgency. A significant portion 
of an organization is actively involved in generating or-
ganizational change. It is difficult to motivate an organi-
zation that does not see the need for change. Individuals 
need to go beyond their normal duties to facilitate the 
change. Establishing a sense of urgency is the method 
for getting that extra investment of time and effort from 
individuals to accomplish the goal.9

Complacency motivates individuals to maintain 
the status quo since it is a comfortable trajectory. 
When complacency is high and urgency is low, it is 
difficult to gather a group with enough organizational 
influence to guide the effort and convince key individ-
uals to spend the extra time communicating a vision 
of change. Even if a small, motivated group exists in a 
generally complacent organization, the early momen-
tum will end before the change is complete.10

To increase urgency, leaders must identify the 
sources of complacency and then remove them or 

Previous page: Sgt. Cody Fillinger (left) and Pfc. Matthew Chick, both of 6th Squadron, 9th Cavalry Regiment, 3rd Armored Brigade Combat 
Team, 1st Cavalry Division, work to repair the engine of an M1A2 Abrams 8 October 2019 at Rodriguez Live Fire Range, Republic of Korea. 
(Photo by Staff Sgt. Jacob Kohrs, U.S. Army)
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mitigate their impact (see figure 3, page 66). Doing this 
requires bold action rather than a tepid approach; bold 
and potentially risky action creates a sense of urgen-
cy. Bold action makes individuals perceive the change 
as unavoidable and failure to change as catastrophic. 
Risk is unavoidable, and in the case of organizational 
change, prudent risk is required.11 In 6-9 Cav, urgency 
was created when the brigade commander required all 
combat vehicles drive onto the boat to the Republic of 
Korea under their own power. He also required every 
vehicle shipped to have a “10/20 Book” (operator- and 
unit-level maintenance) that included the 5988E (the 
Equipment Maintenance and Inspection Worksheet, 
a digital record of vehicle faults), Army Oil Analysis 
Program report, and the full equipment status report 
(the report of all faults paired with order status and 
fault date) for the vehicle. This requirement set a tough 
but very visible standard. The 10/20 books provided 
the brigade commander’s inspectors with the official 
record of current faults, so they had a record to assess 
why the vehicle did not meet his standard. Achieving a 
100 percent operational readiness (OR) rate in a short 
time is an incredible task that constrained resources. 
This left little room for dishonesty and prevented units 
from generating false OR rates by loading faults onto a 
single vehicle.12

One of the most 
important aspects of 
successfully creating 
urgency is instilling it 
in the correct individ-
uals.13 If the target of 
change is a squadron, 
troop, or platoon, then 
the key players will be 
the middle- and low-
er-level leaders at that 
echelon. For example, 
for a squadron-level 
change, it would be the 
troop commanders/first 
sergeants (middle level) 
and the platoon lead-
ers/platoon sergeants 
(lower level), but urgen-
cy at even lower levels 
is always helpful. They 

make up the core of the organization with direct influ-
ence on the most soldiers. Leaders who have enough 
autonomy can succeed regardless of what is happening 
in the rest of the organization. These levels can usually 
circumvent resistance from higher echelons, but Army 
structure requires approval, even if tacit, from higher 
leaders. Urgency can either be initiated from the top 
or can be demonstrated to higher-level leaders in a way 
that convinces them to buy-in.

Unfreeze
· Identify the issue or ine�ciency
· Create a goal
· Communicate the goal
· Remove barriers to the goal

Movement
· Implement the changes
· Reinforce progress
· Assess progress
· Maintain change momentum

Refreeze
· Consolidate gains
· Communicate success
· Solidify change
· Restructure to maintain changes

Figure 1. The Fundamentals of Organizational Change 

(Figure by author)
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6-9 Cav nested the urgency from the brigade by 
tying the vehicle standard to all personnel evaluations 
down the entire chain of command. The squadron ex-
ecutive officer (SXO) made it clear that he would hold 
troop commanders and platoon leaders responsible if 
their vehicles did not drive onto the boat under their 
own power. It was now important to them. The squad-
ron could not maintain the old laissez-faire approach to 
maintenance. Leaders were now accountable for their 
real OR rate since it would be obvious if a vehicle could 
not move under its own power.

Create the guiding coalition. Major change is diffi-
cult to initiate and sustain. On his or her own, no single 
leader can develop the right vision, communicate it to a 
large formation effectively, eliminate all the key obsta-
cles, manage numerous change projects, and anchor the 
new approach deep in the organization’s culture. A weak 
coalition is even worse; it is ineffective and is unable to 
influence the organization in the correct way. An organi-
zation needs a strong guiding coalition with the correct 
organizational influencers, trust, and a shared objective.14

Major transformations are frequently associated 
with a single highly visible individual. For example, 

the SXO for 6-9 Cav changed the unit’s maintenance 
program and led the unit to win the AAME in the large 
modification table of organization and equipment cate-
gory, the first time in the award’s history an active duty 
armored formation had won it. He knew a successful 
squadron maintenance program involved a large share 
of stakeholders and built a guiding coalition represen-
tative of the maintenance enterprise. He sold them on 
his vision and created a team that produced the Army’s 
best large modification table of organization and equip-
ment category maintenance program during a rotation 
to the Republic of Korea.

The second reason for a guiding coalition is that most 
senior leaders had their formative years during a differ-
ent time focused on counterinsurgency, and they may 
not completely understand the current systems or the 
motivations of younger soldiers. The SXO was the first 
to admit he did not understand Global Combat Support 
System-Army (the Army’s logistics and maintenance 
system) or the intricacies of armored brigade combat 
team maintenance requirements because he was raised 
with the legacy Property Book Unit Supply Enhanced 
(PBUSE) system in infantry and Stryker brigade combat 
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Figure 2. The Steps of Organizational Change 
(Figure by author)
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teams. He took three steps with his guiding coalition to 
mitigate his knowledge gap. First, he required the coali-
tion to do all briefings off reports generated by the Army 
systems of record (equipment status report; ZPROSTAT; 
Army Oil Analysis Program reports; and test, measure-
ment, and diagnostic equipment reports) so the entire co-
alition had access to the same records. Second, he brought 
outside experts to teach these systems to the coalition, 
empowering the coalition with knowledge and making 
it independent of his knowledge gap. Last, he asked for 
guidance from the rest of the coalition whenever he did 
not understand the systems. He displayed his strength 
of character through humility. He was a major asking 
lieutenants and sergeants how things worked and to solve 
problems at their level. It was effective at mitigating his 
knowledge gap by leveraging the coalition’s collective 
expertise and by fostering cohesion through teamwork.

The guiding coalition requires the right mix of leaders 
and managers. Managers sustain processes and leaders 
create an organizational vision and inspire others. In 
change management, the managers keep the process 
under control while the leaders drive the change. They 
must work in tandem to drive and maintain the change 
process. A manager-heavy coalition will develop plans but 
lack vision, while a leadership-heavy coalition will have a 
lofty vision but lack the ability to take action to achieve it. 
It is also important to identify and avoid, or very carefully 
manage, those who have large egos and those who sow 
mistrust in the team. These individuals may be highly mo-
tivated, intelligent, and productive. However, they may 
use membership selfishly while degrading the credibility 
and trust within the team.15

6-9 Cav found the proper mix by building a coali-
tion that included officers, a chief warrant officer, and 

The absence of a major and 
visible crisis

Low overall performance standards,
low expectations

Perception of not having enough 
rank/position to be taken seriously, a 

top-down only organization

Internal measurement systems
that focus on the wrong performance 

indexes or that present misleading/false 
representations

Organizational structures that focus
soldiers on narrow functional goals, 

“shallow goals”

Too many visible resources

A lack of su�cient external feedback or 
rejection of negative feedback

A kill-the-messenger-of-bad-news, 
low-candor, low-confrontation 

environment

Unwillingness to report a problem for 
fear of negatively a�ecting an 

noncommissioned o�cer evaluation 
report/o�cer evaluation report of one’s 

own, a peer, or superior

Human nature, with its capacity for 
denial, especially if soldiers and leaders 

are already busy or stressed

Too much “happy talk” from senior 
leadership/commanders

Complacency

Figure 3. Sources of Complacency

(Figure by author; adapted from John P. Kotter, Leading Change [Boston: Harvard Business Review Press, 2012], 42)
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noncommissioned officers (NCOs). They had the officers 
with the vision and maintenance chief and mechanic 
sergeants who would manage the maintenance on the 
ground. The experience of the NCOs who managed the 
execution tempered the lofty ideas of officers. The war-
rant officer was the bridge between the two that ensured 
leadership and management.

Develop a vision and strategy. Vision is a picture of 
the future with some implicit and explicit commentary 
on why people should strive to create that future. A good 
vision is one of three alternatives to breaking the status 
quo. The other two are authoritarianism—“Do it because 
I outrank you”—and micromanagement—“Do it like 
this and take these exact steps exactly how I prescribe 
them; it’s the only way to do it right.”16

The vision clarifies the direction of change by 
providing the end goal in a clear and concise man-
ner. Clarifying the direction of change is important 
because soldiers cannot put in extra effort when 
uncertain of the direction. With a clear vision, 
understanding is easily transferred and decisions are 
simplified to one question: Is this in line with the 
vision? If not, inappropriate projects are identified 
and terminated.17

An effective vision helps coordinate various parts of 
the organization, supporting parallel planning and action. 
Without a shared sense of direction, interdependent 
people end up in constant conflict, and nonstop meetings 
consume motivation and resources. With the shared 
vision, interdependent people can work with some degree 
of autonomy and not impede each other.18 An effective 
vision has six characteristics:
•  Imaginable: it conveys a picture of what the future 

will look like;
•  Desirable: appeals to the long-term interests of 

soldiers, leaders, unit mission, higher leadership, and 
other stakeholders in an enterprise;

•  Feasible: comprises realistic and attainable goals;
•  Focused: is clear enough to guide in decision-making;
•  Flexible: is general enough to allow individual initia-

tive and alternative responses in light of changing 
conditions; and

•  Communicable: is easy to communicate and can 
be successfully explained in minutes with little 
added explanation.19

6-9 Cav created a strong and concise vision that di-
rectly addressed its desire to improve the maintenance 

program nested with the brigade’s vision for success. Its 
maintenance vision was that

6-9 Cav will be the best in the Brigade at sus-
tainment. We will flatten communication by 
eliminating unnecessary bureaucracy, using 
only Army systems of record for sustain-
ment reporting, and empowering Soldiers 
to own their maintenance. We will build 
combat power and leave the Korea Enduring 
Equipment Set (KEES) above a 90% OR rate. 
We will continually learn better ways to do 
things and win the AAME.20

This vision was born from the original requirement 
from the brigade commander and evolved once the unit 
inherited equipment in the Republic of Korea. The vision 
was very clear and provided concise guidance on where 
the squadron should be at the end state.

Communicate the change vision. A vision becomes 
effective when it is communicated to the lowest levels 
and the enterprise develops a common understanding. 
Common understanding shares the sense of desirable 
change to motivate and coordinate the actions that 
generate change. Gaining this type of understanding and 
commitment drives the change at the lowest levels.21

Effective communication incorporates the vision in 
everything the organization does and says as an inte-
grated marketing strategy. 
There can be no inconsis-
tencies between the ac-
tions of senior leaders and 
the direction of the vision. 
Subordinates perceive all 
actions as a communica-
tion of the change’s seri-
ousness to leaders. If sol-
diers see action contrary to 
the desired direction, they 
will lose their motivation 
to pursue the vision. A 
brigade cannot declare its 
vision is to reach the best 
maintenance standards in 
the Army if the finance 
officer rejects orders for 
deadlining parts because 
those parts are expensive, 
nor can the squadron 
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maintenance team move all faults onto a single vehicle 
to hide the actual state of the fleet.22 Soldiers see through 
this and will perceive the vision as futile. Leaders must 
also take the effort to be seen in the motor pool working 
on their vehicles, which communicates to subordinates 
that leaders are serious about change.

Communication must often happen and in mean-
ingful volumes. Simply mentioning a change to main-
tenance culture during Monday formation does not 
cut it. Soldiers and subordinate leaders are flooded 
with routine information daily; the change vision can-
not be a casual inclusion or it will be lost. It needs to 
be addressed daily. Discuss the vision at troop mainte-
nance and training meetings. Post the vision in mainte-
nance bays and in troop headquarters. The command 
sergeant major should ask about the vision during 
leader professional development and interactions with 
junior NCOs. Troop executive officers need to teach 
their platoon leaders about it during physical training. 
Leaders also need to tailor the vision’s delivery to be 
received by its audience. All soldiers do not use the 
same jargon, so the vision must be communicated in a 
transferable way across all ranks and specialties.

If there are unavoidable inconsistencies between the 
vision and the actions of leaders, the leadership must 
acknowledge them, own them, and explain why to 
subordinates. Soldiers will always spot these inconsisten-
cies, despite leaders’ best efforts. Likewise, soldiers can 
see through a poor excuse if they hear one. This requires 
leaders to be honest when they cannot overcome in-
consistency and to give a good-faith effort to overcome 
them. 6-9 Cav’s SXO demonstrated this with his lack of 
experience in Global Combat Support System-Army and 
armored brigade combat team maintenance.

Empower subordinates for broad-based actions. 
Major internal transformation rarely succeeds unless 
many soldiers contribute, and soldiers cannot contrib-
ute if they feel powerless. Although steps one through 
four empower subordinates, step five is specifically de-
signed to remove barriers to implementing the change 
vision. The four obstacles that step five attempts to 
remove are structures, skills, systems, and supervisors 
(see figure 4, page 69).23

Organizational structure can be an incredible impedi-
ment to change if not adjusted to facilitate the new vision. 
The vision of a new maintenance program is hindered if 
the squadron does not adjust the organization’s structure 

to facilitate it. 6-9 Cav developed a new maintenance 
meeting that decreased bureaucracy with representatives 
from each branch in the maintenance enterprise to sup-
port the new system. It instituted a new training program 
to teach end users how to function in the program. The 
training taught stakeholders the process and introduced 
them to the technicians, so processes were executed at 
the lowest level. Reporting requirements were adjusted 
for the new inflow of maintenance requests and their 
completion status. The coalition facilitated crosstalk 
between stakeholders to shorten the time between a fault 
identified and the repair completed. Subordinate action 
was facilitated by the structural changes.

Skills in the organization varied greatly among 
individual soldiers. Soldiers who did not understand 
the maintenance flow slowed it down when they tried 
to participate in the process. Leaders fixed this problem 
through training. Whenever a knowledge gap was iden-
tified, 6-9 Cav brought civilian field service represen-
tatives or soldiers with expertise to teach lower-level 
leaders who then taught their soldiers. The guiding 
coalition took time at the squadron maintenance meet-
ing to discuss lessons learned and share best practices 
throughout the organization. This ensured a lack of 
knowledge never caused repeated failures.

Organizational systems can encourage or discour-
age the change vision depending on the adjustments 
made after the vision is created. These include systems 
peripheral to the change. 6-9 Cav aligned its awards 
and evaluation systems to complement the change 
vision. When soldiers acted in line with the change 
vision, their leaders recommended them for awards for 
their effort. When they resisted change, it was reflect-
ed in their evaluations. They adjusted this peripheral 
system to support the vision and visibly demonstrate 
that the change was serious.

Lastly, supervisors can adjust to the change or resist 
it. Senior leadership took action to change their mind-
set to align with the vision. Refusal led to formal coun-
seling, and evaluations reflected any inability to join the 
team. In the most severe cases, those who refused were 
reassigned to positions where they could not contradict 
the pursuit of the vision.

6-9 Cav’s best example of an empowered subordi-
nate was a mechanic sergeant who created the “Saber 
Scan” program. He identified that one of his biggest 
problems was that the squadron did not have enough 
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technical manuals (TMs) for each vehicle to have one. 
Empowered by the unit and leveraging his skill with 
technology, he created an online repository of the TMs’ 
preventive maintenance checks and services portion for 
every squadron vehicle. The squadron military intelli-
gence officer ensured TM portions complied with oper-
ational security guidance before they were added to the 
database. The sergeant then created a QR code sticker 
placed directly on the end item so soldiers had access at 
the point of use. This program is expanding to include 
other nonrolling stock.

Generate short-term wins. Change efforts must 
produce favorable results to proceed. An organization 
might charge ahead with a vision and a plan to remake 
itself but not produce any tangible results in a time-
ly manner. Without such results, change dissidents 
make the case against change and kill the momentum 
of change. If a unit can produce small tangible wins 

regularly, it has evidence to quiet dissidents. Each win 
maintains the momentum or increases it.24

Major change takes time. The major change drivers 
will carry on regardless of the current status. Soldiers 
and leaders expect to see convincing evidence of success 
along the way. Dissidents require indisputable evidence 
to justify the costs of change. Engaging in a change effort 
without specific attention to short-term results is a risky 
strategy. Wins sometimes produce themselves, but often 
they require deliberate planning.25

Short-term wins are both visible and unambiguous; 
subtle wins and close calls are explained away as such 
by dissidents. A short-term win is a result of action in 
general, not the action itself (see figure 5, page 70).26 
When 6-9 Cav fixed a majority of its vehicle faults, 
it was not a short-term win because it didn’t have 
high visibility. When it drove 97 percent of its entire 
fleet seventy kilometers to the Rodriguez Live Fire 

Soldiers understand the vision
and want to make it a reality, but 
institutional barriers stop them

Formal structures make it 
di�cult to act

Personnel and 
information systems 
make it di�cult to act

Supervisors discourage actions 
aimed at implementing the 
new vision

A lack of needed 
skills undermine 
action

Figure 4. Barriers to Empowerment  

(Figure by author; adapted from John P. Kotter, Leading Change [Boston: Harvard Business Review Press, 2012], 106)
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Complex with only one breakdown instead of only 
bringing shooting vehicles and shipping them by truck, 
it achieved a short-term win because of how visible and 
unambiguous the accomplishment was.

To achieve these benefits from short-term wins, they 
need to be planned and cultivated. Achieving a win 
should not be a surprise but rather an affirmation of 
diligent preparation and execution. Leaders and manag-
ers need to work together to plan, execute, and highlight 
these wins en masse. They need to seamlessly plan them 
into their strategies in line with the visions.

Consolidate gains and produce more gains. 
Resistance to change will never fully dissipate. Even 
when there is success early in the transformation process, 
dissidents resist change. As the change momentum grows, 
they become silent objectors waiting for their opportu-
nity to make a comeback. They look for a momentary 
lapse in progress or motivation and attempt to hinder 
change efforts. Dissidents may attempt this when wins 
are celebrated, exclaiming that the effort was a success 
and is now complete or that the organization can slow 
down. Slowing down effort kills urgency and momentum. 

They hope to end the effort before actual completion. 
Whenever rest is taken before a completed effort, critical 
momentum can be lost and regression follows shortly 
after. Once regression takes place, it is difficult to regain 
momentum as dissidents now have credibility and those 
who have bought into the vision find it hard to reinvest.27

Instead of giving an air of culmination through 
celebration, organizations should acknowledge prog-
ress and keep the vision in mind (see figure 6, page 
71). When significant tangible progress is made, the 
guiding coalition should meet to assess the situation 
for adjustments and new opportunities. A new project 
can be launched with the momentum from the success 
as the driver. It lends credibility to the effort and pro-
vides evidence that the transformation can continue 
successfully. Use a big success as a driver for more and 
new success, driving the process of change.28

After moving the entire fleet to Rodriguez Live Fire 
Complex, 6-9 Cav capitalized on the success to attempt 
another change. Rather than functioning like garrison 
gunnery where the only training is for the firing crews, 
the squadron used the opportunity to train expeditionary 
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Figure 5. A Visual Example of Short-Term Wins  

(Figure by author; adapted from John Kotter’s Leading Change [Boston: Harvard Business Review Press, 2012], 124)
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sustainment and command nodes. 6-9 Cav set up all of 
the combat trains and ran logistical convoys to and from 
the range for a month. Maintenance was done on-site at 
the unit maintenance collection point and the squadron 
main command post tracked progress. The combat trains 
command post coordinated all convoys and collected 
yellow reports through radio and joint capabilities release 
(JCR). Supply teams ordered supplies through very small 
aperture terminal (VSAT) and combat service support 
automated information systems interface (CAISI) systems. 
This forced the squadron to identify maintenance issues 
with ancillary equipment rarely used except in a field 
environment. They then used the expertise gained through 
vehicle maintenance to add ancillary equipment to the 
maintenance program. Using the opportunity to train field 
sustainment and command at the squadron level was a win 
in itself since units rarely take the time to do it.

Anchor new approaches in the 
culture. Most would consider the 
transformation complete with no need 
to expend more effort after achieving 
the vision. This is true for creating the 
change, but it fails to build staying pow-
er for change. At this point, the change 
is superficial and requires constant 
upkeep from the guiding coalition to 
maintain it. But if the guiding coalition 
stops, either because members change 
positions or permanent change of 
station, the change cannot sustain itself. 
It regresses to the old norm that creeps 
back in. Though it happens slowly, it 
brings the organization back to the old 
status quo. To stop this regression and 
build staying power, the guiding coali-
tion must anchor the changes into the 
organization’s culture.29

Anchoring the change into the orga-
nization’s culture is a difficult task and is 
usually overlooked. It leads to more focus 
on structure and systems, while culture 
and vision are overlooked.30 There are 
three important definitions (see figure 7, 
page 72) this step relies on:
•  Culture: the sum of the norms of 

behavior and shared values among a 
group of soldiers,

•  Norms of behavior: common and pervasive ways of 
acting found in a group that persist because group 
members tend to behave in ways that teach these 
practices to new members, and

•  Shared values: important concerns and goals shared 
by the majority of a group that tend to shape group 
behavior and persist over time even when group 
membership changes.31

Culture exists throughout a hierarchy.32 A brigade 
sets the overall culture, but it varies at each echelon 
below because lower echelons have specific roles that 
breed subcultures.33 Subcultures, in the best case, align 
with the higher culture with variance due to its specific 
mission; at worst, the subcultures exist to spite the high-
er headquarters culture and are the result of arrogance 
or apathy. Regardless of the culture’s level or location, 
it is important as it influences human behavior and 

M
om

en
tu

m Premature celebration

We’re done, it’s a successI’m not interested anymore
There isn’t any 
more we can 
accomplish

Isn’t this good 
enough?

Change
completion

Figure 6. The Effect of Early Culmination on 
Momentum  

(Figure by author)



July-August 2021 MILITARY REVIEW72

decision-making, it can be difficult to change, and it is 
hard to address directly.34 The shared values, which are 
less apparent but drive norms of behavior, are the most 
difficult to change.35

New practices that are not compatible with the 
organization’s culture can lead to regression. Efforts 
to change a brigade, battalion, company, platoon, or 
team that took significant investment to execute come 
undone when new approaches are not rooted in group 
norms and shared values. To counter this regression, 
leaders must diligently link the change into the orga-
nization’s culture.36

Cultural change should always come last in a 
transformation effort. This is because culture changes 
only after people’s actions have successfully altered. 
The new behaviors produce some group benefit for a 

period of time, and people see the connection between 
the new actions and performance improvement. This 
does not imply a leader should not monitor the cul-
ture during the other stages. Leaders who understand 
the old culture easily figure out how to influence the 
urgency level, create a guiding coalition with the cor-
rect people, and shape the vision to make it appealing. 
Subtle alterations in the culture start as soon as the 
transformation process begins, and these serve as a 
gauge for the progress of the change and the buy-in of 
subordinates who feed that culture.37

6-9 Cav took three actions to ingrain its new ap-
proach into the organizational culture. First, it created 
a mandatory certification program for all incoming 
leaders and managers. These key individuals took posi-
tion only after they were taught about the maintenance 
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flow and the basics of the Army’s various maintenance 
reporting systems of record. These soldiers were eval-
uated on their knowledge and their ability to turn that 
knowledge into results. Second, 6-9 Cav included logis-
tical knowledge requirements to their “Spur Ride” entry 
qualifications. Spur Rides are a historical rite of passage 
in the cavalry in which troopers demonstrate their 
skills in a series of tests. To qualify to participate in the 
event, troopers demonstrated the logistical knowledge 
commensurate with their rank in the unit’s system. 
Last, 6-9 Cav held a large ceremony for the AAME 
and individual awards for maintenance achievements. 
They broadcasted this ceremony on Facebook Live and 
made attendance mandatory. Key leaders across the 
1st Cavalry Division attended the ceremony to high-
light the award’s importance. The AAME ceremony 

galvanized the accomplishment and dedicated the unit 
to maintaining its new program.

Conclusion
To effectively implement its organizational vision, the 

Army should adopt the Lewin and Kotter change man-
agement frameworks into doctrine. Lewin and Kotter 
have spent their careers researching how to institute 
effective organizational change, and their writings are eas-
ily transferable to Army organizations. 6-9 Cav demon-
strated that these processes are effective by changing its 
maintenance program to win the first armored formation 
to win the Army Award for Maintenance Excellence. The 
squadron’s success could be recreated across the Army 
if it adopted change management as a core competency 
using proven methods to create change doctrine.   
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