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According to a report by the National 
Defense University of the United States 
(Rowell & Singer, 1999), during the World 
War II, the destruction of a target, occup-
ying an area of 600 x 1000 Feet required 
the use of 9000 aviation bombs of 2000 
pounds and at least 1500 bomber ou-
tputs B-17.

In 1970, during the Vietnam War, the 
destruction of that same objective would 
have required only 176 of those bombs 
and 88 departures of F-4 aircraft. Twen-
ty years later, during the Gulf War in 
1991, its destruction would have requi-
red only one or two laser-guided aviation 
bombs dropped from an F-117 bomber.

Today, the attack on the target could be 
achieved using a single Joint Direct At-
tack Munition (JDAM) launched from a 
remotely manned platform.

The cost of the resources to carry out 
the attack to which we are referring has 
also been drastically reduced. However, 
the economic cost and complexity of 
the technology employed has increased 
exponentially. In addition, this extensive 
use of technology is amplified by the in-
cidence within modern societies of what 
is known as the Fourth Industrial Revo-
lution.

A revolution characterized by the ex-
change of information thanks to the abi-
lity to connect all systems, including ma-
chines and tools, and not just computer 
ones; and whose three flagships are ar-
tificial intelligence, robots and big data.

The applications of this revolution in the 
field of defense in areas such as the use 
of augmented reality, 3D printing, cloud 
computing, the Internet of things and 
especially the use of big data and data 
science represent a broad set of techno-
logies of a disruptive nature for the pro-
cesses. Products and business models 
of the traditional industry whose conse-
quences we cannot yet assess accura-
tely but which will surely bring about a 
systemic change.

Equally, consequences are also star-
ting to be glimpsed in the relationship 
between society and the armed forces. 
The reduction of human costs in the ope-
rations and the lack of visibility of these 
to civil society, together with the profes-
sionalization of the armies, is provoking 
a growing distancing from these with 
respect to societies that lack not only 
their own military experience, they also 
do not know the consequences of armed 
conflicts on it.

This example of transformation has not 
been exclusive of the Armed Forces, but 
in recent years has occurred in a general 
way within modern societies. These pro-
cesses of innovation and transformation 
are even more relevant nowadays due to 
the effects of the Fourth Industrial Re-
volution.

The inevitable processes 
of transformation 
within organizations

It is evident that the immediate future, if 
not already the present, gives us an era 
in which the environment will undergo a 
drastic and revolutionary change, which 
will generate great uncertainty as well 
as will force us to assume higher risks. 
A change that will take place at great 
speed, which in many cases will be 
unexpected, inconceivable, and some-
times unpleasant. A revolution in which 
the changes will be unpredictable and 
will force us to react to the surprise.

Victor Hugo called it opportunity. Howe-
ver, to make the future becomes an 
opportunity, it must evolve and has to be 
transformed. An organization can be 

Today, there is a consensus among security 
analysts that the current international 
scenario is based on great complexity. 

The dizzying change in actors and 
relations, volatility and uncertainty
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conceived as the social place where a 
group of people shares beliefs, values 
and assumptions that encourage them 
to have mutual interpretations, which 
reinforce their actions and those of other 
actors. However, not all organizations 
have the same essence, although they 
are all a space for social construction.

There is a great difference between 
them, given by the purposes for which 
they exist, that is, the function to be ful-
filled, the members that integrate it and 
the interests that they serve.

Despite these differences, it is easy to 
identify points of convergence, which 
include: being guided by a strategic di-
rection, having a culture of their own, 
forming hierarchical structures, orien-
ting oneself towards the attainment of 
objectives. The relationships between its 
members obey to formal and informal 
elements.

According to Jose Vargas Hernandez, one 
of the most important points of conver-
gence is the address. Every organization, 
lucrative or not, has a leader who thinks 
on the mission of the organization. The 
strategic direction must formulate the 
mission, the objectives, the strategy, the 
action plans and the decision-making 
(Vargas Hernandez & Guillen Mondragon, 2005). 
This wide range of responsibilities means 
that strategic leadership has influence 
over the members of the organization 
at three different levels: in the systemic 
structure, in the behavior patterns and in 
the processes.

It should also be considered that the 
formulation of any strategy goes toge-
ther with the evolution of the organiza-
tion and its services. It is the strategist 
who determines the strategies that will 
be implemented to achieve the desired 
end-state. Thus, it is easy to assume 
that the transformation of organizations, 
from a traditional model to a modern 
one, also requires a new style of leader-
ship.

Under the context of what really an orga-
nization means, it is necessary to know 
that a true transformation has two as-
pects. The internal one, that not only has 
to deal with the institutional changes and 
the way it affects the institution, but also 
with the perception from its member 
about the process, which is related with 
the personnel and their values. The ex-
ternal aspect, related to the impact of this 
transformation process, that are produ-
ced in the political, security, technologi-
cal, economic and social environment.

Unfortunately, it’s so hard to deal with 
any change; the only constant of these 
processes is evolution. An evolution that 
must be led by people of action, since 
only the action produces results.

In addition, it is necessary to consider 
that the true transformation occurs 
when the momentum goes in the same 
direction with the two mentioned ten-
dencies, internal and external change. 
This need for synchronization forces us 
to observe carefully the environment 
in order to evolve the institutions in the 
same direction as it does.

Among the different constitutive ele-
ments of any transformation process, 
it is necessary to influence in the tech-
nological, social and human aspects. In 
the first place, technology, because it is 
a good starting point, and we must not 
forget that the transformation has to go 
further.

Second, the agility of institutions, un-
derstood as the ability to reconfigure 
structure, processes and technologies, 
which creates opportunities of value 
while protecting the institutional cultu-
re, its values and human capital, aspects 
that have to remain   always at the cen-
ter of priorities.

Third, the commitment of all the mem-
bers of the organization, because they 
are agents of change. A commitment 
that requires processes of collaboration, 
co-creation and talent management. 
This is the reason why any transforma-
tion process must penetrate from above 
through commitment and vision, which 
involves the whole institution to articulate 
the change in an uncertain environment.

This new revolution offers challenges 
and opportunities of a disruptive nature, 
to countries, institutions, companies and 
the citizens themselves. This will gene-
rate a great level of uncertainty and will 
require the obligation to assume higher 
levels of risk, which make it inevitable 
that errors are commented on.

The important thing is to make a quick 
and transparent mistake to make the 
right mistakes, always maintaining the 
achievement orientation established by 
a clear vision, to fix what’s wrong and to 
turn them on the right course, despite of 
the difficulties.

True leadership is the ability to turn a 
vision into reality. For this, it is neces-
sary to take advantage of opportunities, 
as well as to adapt strategies, plans and 
measures, and to provide resources; 
everything, striving to avoid the resis-

The factors that 
determine this 
revolution and 
whose convergence 
contribute to the 
true success of 
this process are 
the technological 
changes, the 
changes in the 
organization and the 
doctrinal changes
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tance to change and the lack of confi-
dence, produced by other interests. 

However, the main challenge which face 
all this transformation, concerns to peo-
ple, since technology goes faster than 
humans, so the main effort will lie upon 
them. Only a true transformation will be 
achieved if people changes their pre-
vious attitudes and behaviors facing the 
new technologies.

This challenge must be faced from two 
interrelated elements. The first is re-
lated to what each person is willing to 
transform, leaving behind created iner-
tias after years of operation and stron-
gly rooted work processes. The second 
is directly related to train the most pre-
cious capital: the personnel.

It is necessary to understand the ability 
of people to take risks and to adapt the 
old tools to new tasks; but at the same 
time, also avoid the flight of talent throu-
gh constant innovation, retention pro-
cesses and the promotion of new ideas.

How to approach a 
transformation process?

The ideal time to initiate a change is 
when things go well, an anticipative 
change which prepares the organization 
to a different future.  That’s when you 
usually has sufficient resources, tangi-
ble and intangible, to think and act.

On the other hand, in critical moments, it 
is usually much easier to initiate the pro-
cess of change, but the cost is very high, 
because the organization has already 
suffered and lost resources, especially 
intangibles represented by internal and 
external credibility.

In that way, the decision to face a trans-
formation process, constitutes the first 
obstacle directly related to the percep-
tions of the organization members. For 
the heads of the organizations the main 
challenge is the difficulty of generating 
the perception of the need to change and 
adapt themselves to a new environment. 
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Figure 1 : Methodology for Transformation- 

(José Manuel, 2017)

Transformation processes require the adaptation of the organizational structure, the 
incentive system, the dedication indicators, the leadership team and even some as-
pects of the organization's culture.

It is feasible to consider that one of the factors that highly influence the resistance to 
change is the lack of tangible and visible results. The members of the organization 
are only able to observe a small part of the whole and it is so necessary to generate 
partial successes and also to maintain an active and transparent internal information 
policy.

Donella Meadows in her book thinking in Systems states: "A system is not a mere 
collection of elements. A system is a set of interconnected elements coherently or-
ganized to achieve an objective”. It is easy to deduce that a system is composed of 
three fundamental elements: its function or purpose, the constituent elements and 
the interconnections.

On the other hand, as Jay Forrester states: "All social systems tend to have sensitive 
points of influence through which the behavior of the system can be changed".

Under this approach, we must consider that it is not necessary to modify all the com-
ponents of a system to achieve a significant change. Some components have more 
influence than others do, so the effort should be focused on those components. In 
addition, it is necessary to consider that, sometimes, small modifications in the basic 
structure of a system can motivate profound changes in its global behavior.

In synthesis, a transformation is not an isolated event, but a process, a gradual and 
progressive succession of events that, following fundamental principles and rules, 
lead to an objective.

In any case, in order to face a process of a successful transformation, it is necessary 
to know the causes of its possible failure. The main ones are:
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One of the most efficient way to conso-
lidate changes is to ensure that the lea-
ders of the new organization have the 
required knowledge, skills and attitudes. 
They should be a true reflection of what 
is needed in the future.

The importance of 
strategic communication in 
transformation processes

Surprisingly, many transformation pro-
cesses fail due to lack of communication 
and lack of motivation. Not only at the 
beginning, but also during the process 
and even at the end. 

Communication must always be transpa-
rent and real. Its management, in appro-
priate periods, is a privilege as well as a 
tool to mobilize organizations and take 
people out of their comfort zone. 

Direct, face-to-face communication is 
more effective than indirect communi-
cation. However, in large and dispersed 
organizations, it is not possible to have 
conversations with all members. Ne-
vertheless, looking for efficiency in the 
selection of the channels to be used, it ś 
necessary to consider that the closer 
they can come choosing those, the bet-
ter they will be. 

The best trained 
armed forces that 
adapt to the needs 
of any moment, 
will be those that 
manage to combine 
and integrate the 
advances produced 
in each of these 
three areas

• Lack of commitment on the part of 
the management bodies of the pro-
cess.

• The resistance of people to change.

• The culture of the organization.

In addition, it is important to consider 
that an organization that wants to carry 
out a transformation process success-
fully will have to create the need for 
change and manage the resistance that 
always arises.

Another reason why the processes of 
transformation are frustrated is the di-
fficulty of changing the culture of the 
organization, which means, that people 
has to change their routines. The experts 
in change management have a premise: 
“nothing changes if people's behaviors 
do not change”. In addition, the change 
is a door that opens from within each 
member of the organization and each in-
dividual who decides to open it or leave 
it closed.

Culture is a concept that comes from an-
thropology and merges into a set of nor-
ms and values within each organization 
that are manifested through behaviors. 
It is always the most important variable 
of success in any transformation, becau-
se they can act in two ways: as a catalyst 
or as an obstacle.

According to Kurt Lewin and his model 
of the three steps, every culture is the 
result of a balance between the forces 
that drive and those that have a restricti-
ve nature. The three stages proposed by 
Lewin can be stated, in a simplified way, 
as follows:

• Unfreeze. It is the understanding of 
the fact of creating awareness and 
eliminate or reduce any resistance 
to change.

• Change. It consists of altering the 
situation of the organization. In this 
phase new values, attitudes and be-

haviors are fostered, trying to get 
the members of the organization to 
identify them and internalize them.

• Re-booking. In this last stage, the 
organization must be stabilized af-
ter the change has been operated.

When the magnitude of the change is 
high, but its complexity is low, it will be 
enough with the exercise of a high lea-
dership. On the contrary, when the chan-
ge is not very big, but has certain com-
plexity, it will need more management 
efforts. However, when the change is 
too complex, the promoter must be fu-
lly aware that he will need high doses 
of leadership and management at the 
same time.

The leadership in the 
transformation processes

The depth and width of the transforma-
tion processes, make necessary to put 
aside a management of all the proces-
ses developed by an organization and 
oblige the organizations to deal with 
a true transformation process. Today, 
more than ever, it is necessary to imple-
ment a leadership characterized by the 
exercise of a direction aimed towards 
trust and also to delegate the right exe-
cution of the processes involved.

The leader of these organizations needs 
to admit that these are formed by com-
munities of individuals and not by sets of 
human resources, in order to transform 
the heavy bureaucratic organizations into 
intelligent organizations, so the manage-
ment must design the strategic change.

it will be essential to have a shared vision 
and long-term objectives, clearly articu-
lated, in the formulation in order to be 
able to exercise this type of leadership. It 
is necessary to remember that, if the vi-
sion is not shared, it is not useful. It must 
be a vision initiated by the team that leads 
the change, but known and shared by the 
rest of the organization through the invol-
vement of all its members.
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Finally, it must be ensured that com-
munication is conscious and consistent, 
regardless of the number of methods 
and channels used. The communication 
needs to be simple and has to involve 
both the rational and emotional part of 
the members of the organization.

The Evolution of the 
Paradigm in Armed Conflicts 

The difficulty of dealing with a changing 
environment has also been evident, as de-
monstrated in the introductory example, 
in the area of defense. In the last three de-
cades, innumerable attempts have been 
made to delimit the: “new wars". 

Without intending to show an exhaus-
tive list, the most representative lists 
are those presented by Rupert Smith 
(War amongst the people), Martin Libic-
ki (Non-obvious warfare). Mary Crannell 
and Ben Shepard (Narrative warfare), 
Frank Hoffman (Hybrid warfare), Char-
les Dunlap (Lawfare), Qiao Liang and 
Wang Xiangsui (Unrestricted warfare), 
Edward Luttwak (Post-heroic warfare), 
William Lind (4th Generation warfare) or 
John Boyd and Frans Osinga (Decision 
Cycle Dominance). 

There is no doubt that the way of dealing 
with conflicts has evolved and, conse-
quently, the type of force required and its 
use. 

This evolution has been influenced not 
only by factors directly linked to force 
and threats but also by the evolution of 
world geopolitics from the bipolar world 
defined by the Cold War. The eruption 
of a new historical wave of exacerba-
ted nationalisms. The threat of global 
terrorism of a Jihadist-Salafist nature 
and the financial crisis that flourished in 
2008 has conditioned the distribution of 
budgets and the acceptance by the po-
pulation of certain budget items, which 
inevitably include those for defense, to 
the benefit of others associated with 
maintaining the welfare state achieved 
in recent decades.

increase in the years to come and that 
determine the prediction and decision 
making needed to define the model of 
armed forces, which poses a permanent 
challenge to those responsible for de-
fense planning. 

In this environment, conventional clas-
hes between large military units, al-
though not entirely ruled out in future 
conflicts, seem to have given way to two 
new forms of confrontation, asymmetric 
conflict and hybrid warfare, in which vio-
lent non-state actors are gaining, increa-
sing preponderance. 

The way of dealing with conflicts with of 
“no boots on the ground” mindset has 
favored the greater presence of these 
actors. Due to the implementation of in-
terventions with local forces, regular or 
not, known as Proxy Forces, all with the 
intention of minimizing their own casual-
ties and the duration of interventions af-
ter the length in the operations in Afgha-
nistan and Iraq. 

The rise of these actors and their ability 
to surprise repeatedly national and in-
ternational security systems is largely 
due to their flexibility and adaptability to 
the dynamic and fluid environment. 

The concept of 
mission command 
should not be 
understood as a 
doctrinal approach 
to the leadership of 
organizations, nor as 
a form of command 
and control, nor 
as an approach to 
the management of 
the technological 
revolution that 
faces a society

Today, there is a consensus among se-
curity analysts that the current interna-
tional scenario is based on great com-
plexity. The dizzying change in actors 
and relations, volatility and uncertainty; 
factors that will probably continue to 

Photo: Army Photo Archive
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Thus, a large number of these new ac-
tors share two common elements, even 
though their motivations, beliefs, ideo-
logies and objectives are different. First, 
they repeatedly take action, often indis-
criminately, against non-combatants 
with justifications of all kinds. Secondly, 
despite having taken the many preventi-
ve measures, they have a surprise effect 
that influences the public's perception of 
security. 

Its effectiveness is largely based on the 
unpredictability of its actions, the surpri-
se effect they achieve and the exploita-
tion of everyday aspects and situations. 
Moreover, they are constantly develo-
ping new and innovative methods for ca-
rrying out their activities, adapting their 
procedures to use the means at their 
disposal effectively, in order to exploit 
the weaknesses of our complex and in-
terconnected system of life. 

Nor should the increasingly common 
connections between organized crime 
and terrorist organizations or insur-
gent groups be ignored. This symbiotic 
relationship between the two criminal 
models presents a challenge, the conse-
quences of which are difficult to assess 
in a general way, and therefore requires 
a specific case-by-case study. 

The above-mentioned relationship may 
cause military units to be involved in 
operations to support police forces wi-
thin the State itself following the raising 
of alert levels, fundamentally anti-terro-

rist, or in the application of contingency 
plans established for the protection of 
critical infrastructures.

In this context, rigid hierarchical struc-
tures, distorted when based on an erro-
neous idea of the concept of “centrali-
zed decision"; in favor of the deviated 
notion of “personalized decision"; offer 
an adequate level of response in the fra-
mework of the confrontation between 
conventional forces. However, as early 
as 2004 in Iraq, they proved ineffective 
in dealing with violent non-state actors. 

Despite the reluctance of some sectors 
of military organizations to the evolution 
of outdated concepts of command and 
control, a rapid analysis of organizatio-
nal theories shows the impossibility of 
developing an organizational model that 
responds effectively to such differentia-
ted environments. 

Thus, in the military sphere, an evolution 
is being observed from the traditional 
hierarchical structures towards others 
based on distributed control systems, 
which, protected by adequate leaders-
hip, information systems and procedu-
res, increase their capabilities in com-
plex and multidisciplinary environments. 

These trends are geared towards sma-
ller operational organizations, characte-
rized by high readiness, rapid projection 
capacity and a design towards inter-
ventions of a limited nature, capable of 
acting in various domains through the 

integration of the capabilities provided, 
among other means, by remotely man-
ned vehicles or cyber war. 

The decisive advantage during confron-
tation, today as in the past, is based on 
using the type of force required on the 
right target at the right time, thanking 
to a clear understanding of the environ-
mental characteristics where operations 
take place, as well as their potential evo-
lution.

This decisive advantage cannot be 
achieved by confronting a hierarchical 
system, governed exclusively by crite-
ria of efficiency, with a network structu-
re governed by criteria of survival and 
adaptability. The new paradigm shift in 
the planning and conduct of operations 
is not so much based on carrying out 
tactical actions efficiently as on execu-
ting the right actions in each situation. 

This new model of organization requires 
a renewed style of leadership, orien-
ted to its exercise through the influen-
ce. The unit commander must develop 
a leadership that fosters the initiative 
of subordinate commanders, as well as 
decision-making at those same levels, 
which facilitates coordination among 
them and even with other agencies in 
the area, without resorting to the micro-
management of the commander or the 
micromanagement of its Staff. 

A style of command that relates to un-
derstanding the operational environ-
ment and the concept of mission com-
mand or Auftragstaktik, as Robert M. 
Citino (Robert M, 2015) states, this concept 
allows lower-ranking commanders to 
take the initiative to act as the situation 
dictates even if it means ignoring higher 
orders. 

For all this, it is shown as a requirement 
to not only have an agile decision-ma-
king system, but also with a commander 
who exercises leadership through his 
personal vision of the environment, so 
that it really facilitates and guides action 
at all levels when changes occur in the 
environment.

There is a broad consensus among 
security analysts that the current 

international scenario is based, both 
nationally and internationally, on great 
complexity, rapid changes in actors and 

relations, volatility and uncertainty
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This leadership model should encourage 
initiative, freedom of action and invol-
vement of all subordinates. Rather than 
indicating the “what"; for subordinate 
units to develop the “how"; at present we 
should tend to establish the “why and for 
what"; leaving subordinate units to sur-
prise us with the “what"; and the “how";. 
This requires a system based on effec-
tive professionals, committed, proactive 
and responsible for their field of work.

The Constant Revolution 
in Military Affairs 

The evolution of the environment that we 
have described has subjected the armed 
forces to a constant process of trans-
formation that may begin after the end 
of the 1991 Gulf War. After that conflict, 
the need to form units capable not only 
of facing the traditional combat between 
conventional units, but also of respon-
ding quickly and effectively to less inten-
se crises began to emerge. 

These units had to be easily projected 
and sustainable while maintaining the 
lethal capacity of their predecessors 
and adding versatility and adaptability to 
meet a wide range of challenges ranging 
from irregular to conventional warfare. 
In addition, these organic changes ne-
cessarily had to be accompanied by doc-
trinal changes. 

In order to carry out the tasks assigned 
effectively, these new units also had to 
be organized, equipped and trained from 
a joint perspective that has also been 
transformed into an integrated one. This 
necessary evolution has led to a cons-
tant process of transformation to main-
tain the effectiveness of military units in 
a highly dynamic environment. 

The concept of transformation within the 
armed forces is linked to what was ca-
lled Revolution in Military Affairs (RMA. 
This military thought was imposed as an 
official tendency of the US Department 
of Defense in the mid-nineties of the last 
century to develop new ways to use the 

military forces. The revolution in military 
affairs rests on technological superiority 
and, more specifically, on the concept of 
network-centric warfare.

The factors that determine this revolu-
tion and whose convergence contribute 
to the true success of this process are 
the technological changes, the changes 
in the organization and the doctrinal 
changes. 

The best trained armed forces that 
adapt to the needs of any moment, will 
be those that manage to combine and in-
tegrate the advances produced in each 
of these three areas.

The implementation of the transforma-
tion received a great impulse at the be-
ginning of the first Bush’s administration 
and then went to the NATO. Later, the 
Prague Summit in 2002 marked the be-
ginning of a remodeling of this alliance’s 
structure and the creation of the Supre-
me Command of Transformation in the 
American city of Norfolk. 

This transformation process was judged 
to face the highly complex strategic en-
vironment of change. So, its permanent 
strategic purpose is to achieve opera-
tional advantage over a hypothetical ad-
versary by overcoming their capabilities. 
Permanent transformation or innovation 
implies an alteration in the culture of any 
military institution which, while preser-
ving its essential values, adopts innova-
tive forms of action.

At the beginning of the twenty-first cen-
tury, everything related to transforma-
tion was new for most armed forces be-
cause it meant putting into practice an 
integral modality of activity that acted 
simultaneously on the organization, pro-
cesses, technology and personnel, espe-
cially in the aspect of training, in order to 
achieve the effectiveness of the military 
institution.

The concept of mission command: pa-
radigm of military transformation or 
example of unbeatable challenges? 

Perhaps the best example of transfor-
mation action in the military field in re-
cent decades was the change in philoso-
phy advocated by the concept of mission 
command (Auftragstaktik)1. A concept 
that not only represents the highest 

1 Captain Adolf von Schell, a German exchange officer 
at the Fort Benning Infantry School during the 1930s, 
explained this concept in the following way: Orders are 
not written providing the slightest detail of execution, 
only the mission is stated to the commander who 
is to carry it out. The reason for this is that only the 
field commander has the ability to accurately assess 
and adapt to the environment. Based on the evolving 
operational environment and a clear understanding of 
the higher purpose, the field commander could vary 
his duties.

In order to carry out the tasks assigned 
effectively, these new units also had to 
be organized, equipped and trained from 
a joint perspective that has also been 
transformed into an integrated one
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dge, an independent character and a 
tendency to assume responsibilities in 
decision-making. 

An organizational culture that was exe-
cuted by men of action and that encou-
raged the making of a good decision in 
a timely manner as opposed to a better 
but extemporaneous decision. 

This organizational culture is necessary 
in the armed forces if they are to stand 
against the permanent process of trans-
formation successfully. Especially, as it 
is made in the Armed Forces of Colom-
bia, in which they plan and deliberate, in 
order to face this process

Conclusions 

Modern societies face a process of chan-
ge known as the Fourth Industrial Revo-
lution. A revolution characterized by the 
exchange of information thanks to the 
ability to connect all systems, including 
machines and tools, and not just compu-
ter systems; and whose three flagships 
are artificial intelligence and big data. 

This process of systemic change, the 
scope and consequences of which are 
difficult to anticipate, is also having an 

impact on national and international se-
curity systems. There is no doubt that 
the way of dealing with conflicts has 
evolved and consequently the type of 
force required and its use in the conflict 
scenario. 

Therefore, there is a broad consensus 
among security analysts that the current 
international scenario is based, both 
nationally and internationally, on great 
complexity, rapid changes in actors and 
relations, volatility and uncertainty. For 
this reason, decision-making to define 
the necessary model of armed forces 
pretends to be a permanent challenge to 
those responsible for defense planning. 

The armed forces, like any other sector 
of society, will be forced to face a cons-
tant process of transformation in the 
coming years, in order to continue to be 
an effective tool for their governments in 
managing crisis situations. Despite the 
reluctance of some sectors of military 
organizations to the evolution of outda-
ted concepts of command and control, a 
cursory analysis of organizational theo-
ries shows the impossibility of develo-
ping an organizational model that res-
ponds effectively to such differentiated 
environments.

form of military professionalism, but 
also a real transformation of the military 
organization. 

However, despite the years since its for-
mulation, it has only been partially im-
planted in most armies, possibly due to 
the difficulty of coping with such a deep 
and far-reaching cultural change. 

The concept of mission command 
should not be understood as a doctrinal 
approach to the leadership of organi-
zations, nor as a form of command and 
control, nor as an approach to the ma-
nagement of the technological revolution 
that faces a society.

On the contrary, it must be understood 
as a cultural philosophy of the whole 
organization in all the activities that it 
develops. The organizational culture is 
much more important for the effective 
application of a concept of transforma-
tion than the involvement of people in its 
development. 

However, the German success in its 
application was also based on the selec-
tion of leaders at all levels of the orga-
nization, who possessed three common 
characteristics: a solid doctrinal knowle-

Photo: Army Photo Archive

 130   |   EXPERTICIA MILITAR   |   DECEMBER 2018- MARCH 2019



Unfortunately, there is no a clearly defi-
ned model on how to deal with change; 
the only constant feature of these pro-
cesses is precisely evolution. Although 
there is one element in common to all of 
them, the end of any transformation pro-
cess is always the same: whether mem-
bers of an organization do other things 
or do them in another way to increase 
effectiveness and efficiency. 

We have to be fully aware that a trans-
formation is not an isolated event, but a 
process, a gradual and progressive suc-
cession of events which, following fun-
damental principles and rules, lead to an 
objective. 

In addition, it is important to bear in 
mind that a real change has two sides. 
One internal, which affects the institu-
tion itself and not only has to deal with 
the changes within it but also with the 
perception from its member to the pro-
cess. A perception that is directly related 
to people and values; and another exter-
nal, related to the impact of the changes 
that take place in our political, security, 
technological, economic and social en-
vironment. True transformation occurs 
when the impulse generated by these 
two tendencies in the same direction is 
accompanied. 

Likewise, in transformation processes, 
one of the main aspects to consider is 
the direction of the process and the com-
mitment of this direction to the desired 
end situation. An evolution that must be 
led by people of action, since only action 
produces results. The real difficulty lies 
not in the formulation of the change’s 
strategy, but in its implementation, and 
experience shows that the lack of com-
mitment on the part of the governing 
bodies of the process is one of the main 
challenges that will have to be faced.

For this reason, the direction of a trans-
formation process requires a renewed 
style of leadership, oriented more than to 
the exercise through the command, to its 
exercise through the influence. A model 
that encourages initiative, freedom of ac-

tion and involvement of all subordinates. 
This requires a system based on effective 
professionals, committed, proactive and 
responsible for their field of work. 

Thereby, this must be supported by an 
institutional model based on influence, 
on the promotion of initiative and on 
freedom of action, so that when units in 
the field face the adversary, they know 
how to neutralize their advantages, get-
ting a higher rate of decision. 

Transformation is a long-term process 
that requires building trust and without 
credibility there is usually no trust. 
Change management, like process im-
provement, requires knowledge, capaci-
ty and methodology. This makes it easy 
to see that one of the most efficient ways 
to consolidate change is to ensure that 
the leaders of the new organization have 
the required knowledge, skills and at-
titudes. They must reflect reflection of 
what is needed in the future. 

There’s no doubt that the main challen-
ge facing any transformation process is 
people. This challenge can be approa-
ched from three different perspectives, 
always bearing in mind that all members 
of an organization are agents of change. 

The first is related to what each person 
is willing to transform, leaving behind 
inertias created after years of operation 
and work processes strongly rooted. 
The second is directly related to the in-
vestment which we are able to make tra-

ining the personnel. And the third one, it 
is oriented towards the degree of com-
mitment of the members of the organi-
zation to the transformation process and 
to ensure their commitment.

References 

José Manuel, C. G. (septiembre de 2017). 
Harvard Deusto Review. Retrieved from 
www.harvard-deusto.com/el-rol-del-li-
der-en-la-transformacion-digital

Palomo, E. (s.f.). Citalogía. Editorial Punto 
Rojo.

Robert M, C. (2015). De la Blitzkrieg a 
Tormenta del Desierto. La evolución de 
la guerra a nivel operacional. Málaga: 
Ediciones Salamina.

Rowell, A., & Singer, S. (1999). Informa-
tion warfare: An old operational concept 
with new implications. Retrieved from 
http://www.dtic.mil/dtic/tr/fulltext/u2/
a394161.pdf

Vargas Hernández, J. G., & Guillén 
Mondragón, I. (2005). Los procesos 
de transformación estratégica en 
relación con la evolución de las or-
ganizaciones Estudios gerenciales. 
Retrieved from www://www.scielo.
org.co/scielo.php?script=sci_arttex-
t&pid=S0123-9232005000100004&In-
g=en&nrm=iso

The armed forces, like any other sector of 
society, will be forced to face a constant 
process of transformation in the coming 
years, in order to continue to be an 
effective tool for their governments 
in managing crisis situations
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