


THE CORE VALUES INITIATIVE:


AN INTRODUCTION


history of the initiative


Integrity(which includes full and accurate disclosure(is the keystone of military service.  Integrity in reporting, for example, is the link that connects each flight crew, each specialist, and each administrator to the commander in chief.  In any crisis, decisions and risks taken by the highest national authorities depend, in large part, on reported military capabilities and achievements.  In the same way, every commander depends on accurate reporting from his forces. Unless he is positive of the integrity of his people, a commander cannot have confidence in his forces.  Without integrity, the commander in chief cannot have confidence in us.


Therefore, we may not compromise our integrity(our truthfulness.  To do so is not only unlawful but also degrading.  False reporting is a clear example of a failure of integrity.  Any order to compromise integrity is not a lawful order.


Integrity is the most important responsibility of command.  Commanders are dependent on the integrity of those reporting to them in every decision they make.  Integrity can be ordered but it can only be achieved by encouragement and example.  			General John D. Ryan


	The Air Force Core Values initiative has a history—a history that goes back at least 25 years, and some people argue that it goes back to the late 1950's.  Although it was not until January of 1995 that the Air Force officially embraced the specific formulation we have today(Integrity first, Service before self, and Excellence in all we do(the Air Force has been wrestling with the Core Values and arguing about their significance for a very long time.


1972 (NOV):  Following the scandal involving General Lavelle and his alleged illegal air war over North Vietnam, then-Chief of Staff John D. Ryan sends his commanders a policy letter dealing with the importance of integrity (entire letter is in box at right).


1980/1:  During the very early 1980’s, the Academy’s Dean of the Faculty searches for a set of principles that would capture the personal standards he wished to enforce.  As a result, he arrives at an early expression of the Core Values involving integrity, service, and excellence.


Early 1990’s:  Then-Chief of Staff McPeak publishes six Air Force Core Values: integrity, courage, competence, tenacity, service, and patriotism.


1994:  In an effort to strengthen its character development efforts, the Academy rejuvenates the Core Values and refines them into Integrity first, Service before self, and Excellence in all we do.


1995 (JAN):  The Honorable Sheila E. Widnall, Secretary of the Air Force, delivers a speech to the opening session of the Joint Services Conference on Professional Ethics (JSCOPE) in which she announces she is contemplating streamlining the Air Force Core Values from the six identified by General McPeak to the three adopted by the Academy in 1994.





1995 (JAN):  Joint Publication 1 (Joint Warfare of the Armed Forces of the United States) is issued.  The second chapter is entitled "Values in Joint Warfare" (chapter excerpt, box at right).


Our military service is based on values—those standards that American military experience has proven to be the bedrock of combat success. These values are common to all the Services and represent the essence of our professionalism. This chapter discusses those values that have a special impact on joint matters.


First and always is integrity. In the case of joint action, as within a Service, integrity is the cornerstone for building trust. We know as members of the Armed Forces that whatever the issue at hand, we can count on each other to say what we mean and do what we say. This allows us to rely with confidence on others to carry out assigned tasks. This is an enormous advantage for building effective teams.


1995 (MAY):  Secretary Widnall and General Fogleman publish a policy letter identifying the Air Force Core Values as Integrity first, Service before self, and Excellence in all we do.  For the next year they give several speeches in which they identify the Core Values and emphasize their crucial importance to the Air Force and the American people.


1996 (APR):  General Fogleman directs AETC/CC, General Boles, and USAFA/CC, Lt Gen Stein, to form the Core Values Strategy Panel (CVSP) (box at left, below).  AETC/ED, members of the Air Staff, and several other competent authorities are invited to participate on the panel and its associated working group.


1996 (JUN):  CORONA Top receives an initial description of the proposed Core Values implementation plan.


25 April 1996


MEMORANDUM FOR AETC/CC  USAFA/CC


FROM: HQ USAF/CC


	PENTAGON


	Washington, DC  


SUBJ: Air Force Core Values


For the past several months the Secretary and I have emphasized Core Values as the cornerstone of who we are and what we do.  We’ve spread this word throughout the force among officers, enlisted, and civilians.


	Now we need to bring this together into a coherent, corporate Air Force strategy.  We need to do it by adding the themes of Integrity, Service, and Excellence to officer, enlisted, and civilian training and education programs across the Air Force.  This strategy must address Core Values in the accession stage and build upon this foundation in the training and education processes, tailoring the focus each step of the way.  Such a career-long approach to Core Values will help frame our strategic direction and bolster the professional and personal stature of our people by applying in real, meaningful, and practical terms Core Values concepts at every level.


	Please put together a conceptual plan suitable for CORONA TOP.  It should reinforce our Core Values at every stage of professional development and leverage the work already underway.  Following that presentation I anticipate a full court press with progress updates at subsequent CORONAs.


				(signed)


				RONALD R. FOGLEMAN


				General, USAF


				Chief of Staff


1996 (OCT):  CORONA Fall receives and approves the final conception of the Core Values implementation plan, including its three phases, web site, supporting publication, and oversight committee.  


1996 (NOV):  CSAF kicks off the Field portion of the initiative at General Officers calls held in the continental United States and overseas.


1996 (NOV): The Secretary and Chief of Staff unveil Global Engagement: A Vision For the 21st Century, which expresses where the Air Force is heading in the coming decades and how it will get there.  The Core Values are discussed at length in two different places in this document, and they are discussed in such a way as to leave no doubt about their continuing, critical importance to the Air Force mission as it is defined by the challenges of the next century.  Far from being empty slogans, the Core Values are deemed essential to mission accomplishment.


1996 (DEC):  Training of cadre begins.





((((


Several lessons can be taken from this history(lessons that have a direct bearing on the nature and purpose of the initiative itself. 


First, the Air Force Core Values dialogue has been going on for a very long time.  Sometimes (unfortunately) the dialogue has been fueled by the eruption of a sensational scandal in the press (for example, the Lavelle affair, the Fairchild B-52 crash, the Blackhawk shoot down, the Ramstein CT-43 accident), but more often than not, the quest for an adequate formulation of the Core Values has been driven by a desire to provide the force the vision and guidance it needs to accomplish the mission in the face of future challenges.  (The search for the right expression of the Core Values is similar to the search for the best instrument to navigate a ship: Do we use gyroscopes?  Do we use GPS receivers?  Both?  Something else?  And once we have identified the NAVAIDS that are best for us, how do we know they are being properly followed and maintained?)  In other words, what we learn from the efforts of the Academy, General McPeak, Secretary Widnall, and General Fogleman is that the search for the Core Values has an important, pro-active function for the senior leadership: the Core Values help to organize and steer our efforts in the direction the senior leaders deem to be best.


A FORCE GROUNDED IN CORE VALUES


The ideals embodied in the Air Force core values are: 


	Integrity first


	Service before self


	Excellence in all we do


They are universally prescriptive.  Despite the uncertainty of the future, the Air Force can say with certainty that today and tomorrow, it must live up to these ideals or it cannot live up to its responsibilities.  Our core values are fundamental and timeless in nature, and reach across the entire force.  Our core values are values for service, values for life, and must be reflected in everything that we do.   


A values-based Air Force is characterized by cohesive units, manned with people who exhibit loyalty, who want to belong, and who act in a manner consistent with Air Force core values, even under conditions of high stress.  To ensure this values-based Air Force, three elements—education, leadership and accountability—provide a framework to establish the strongest imprint of shared Air Force core values.  In the Air Force of tomorrow, as in the Air Force of today, these stated and practiced values must be identical.   


The Air Force will continue to reinforce its core values in all aspects of its education and training.  The goal is to provide one hundred percent of the Total Force with core values education and training continually throughout a career.  The Air and Space Basic Course will also ensure that the Air Force's future leaders, military and civilian, have a common, shared foundation in core values, doctrine, and operations. 


Second, the Core Values have been and remain a special interest item for the most senior leaders of the organization.  Three Chiefs of Staff and a Secretary have recognized their importance for the Air Force as a whole, and the importance placed on them at the most recent CORONA is ample testament to their importance to all of the current senior leaders of the Air Force.  


Third, the senior leadership of the Air Force and the Department of Defense have come to a consensus as to the nature of the Core Values and their essential importance in defining professionalism.  The Core Values are described as essential or indispensable and as playing a crucial role in our basic capacity to defend the Constitution of the United States.  Over and over again, the senior leadership has told us the Core Values point to something substantial, unchanging, timeless, fundamental, and foundational(something without which we will fail to do our jobs.  This point is made clearly by the excerpt from Global Engagement, which is found in the box above, right.  The information in the box at right appears in Global Engagement after that section in which we are told that "In the future, any military or civilian member who is experienced in the employment and doctrine of air and space power will be considered an operator."  In other words, the nature of the Air Force team will change in the near future.  Civilians, contractors, Guard, and Reserve members will be shouldering burdens now carried by the active, uniformed force.  As a result, we can no longer afford the old and somewhat obsolete concept that a professional can only be a commissioned officer.  The newer conception focuses on what you can do, and what you can do is a combination of how you have been trained and what character traits you possess.  That is, the newer conception is based on the Core Values.  If you possess integrity and place it first among your priorities; if you practice service before self in the genuine sense; and if you strive for excellence in all you do(then and only then are you a professional.


Finally, even though the Core Values dialogue stretches back over more than half of our independent history, we are entering a new, more dynamic phase in the relationship between the Core Values and the members of the force.  The dialogue about the Core Values and their meaning must continue, but we must also now take steps to ensure they are actively accepted and followed across the force.  Something far more important than individual reputations or careers is at stake.


snapshot of the initiative


PURPOSE


The purpose of the Core Values initiative is to take those prudent, common sense steps that will ensure we have (as Global Engagement puts it) “a values-based Air Force . . . characterized by cohesive units, manned with people who exhibit loyalty, who want to belong, and who act in a manner consistent with Air Force core values, even under conditions of high stress.” 


strategy


	The strategy of the Core Values initiative (as General Fogleman’s letter to AETC/CC and USAFA/CC puts it) “must address Core Values in the accession stage and build upon this foundation in the training and education processes, tailoring the focus each step of the way. … It should reinforce our Core Values at every stage of professional development and leverage the work already underway.” 


METHOD


	The method to be used by the strategy also is hinted at in the letter from General Fogleman to AETC/CC and USAFA/CC: such a career-long approach to Core Values will help frame our strategic direction and bolster the professional and personal stature of our people by applying in real, meaningful, and practical terms Core Values concepts at every level.  The four key words in this statement are ‘applying’; ‘real’; ‘meaningful’; and ‘practical’, which set the parameters for the method we employ.  


That method is active learning, which brings the Air Force Core Values initiative into complete alignment with the recommendations of the so-called “Cheney Report”, which is due to be released to Congress in early 1997.  Page 20 of the 12 July 1996 draft of that report contains an extended discussion that is found in the box at the top of the next page.  


. . . ethics instruction should be customized to correspond to the real-life demands of an officer’s next assignment and level of command.  


	At each plateau of ethical instruction, active learning models based on free-wheeling seminars and discussion should take precedence over more passive lecture courses.  As one instructor emphasized, “ethics are best caught, not taught.”  Officers need to refine how they think about important ethical issues, wrestling along with their fellow officers with the moral dilemmas presented by real-world case studies.


	The essential ingredient of each ethics course should be a commitment to pull officers out of “group think,” and to give them an opportunity to reflect on ethical questions free from the pressures and demands of an operational environment. In their PME experiences they should continue to be presented with moral controversies, exposed to other points of view, and engaged in reasoned argument about what is “right” and “wrong” in the context of modern military operations.


	As officers advance through the PME system, and climb the hierarchy of command, ethics instruction should emphasize the increased ethical and  moral responsibilities they assume.  (Professional Military Education (PME): An Asset For Peace and Progress (Draft), 12 July 1996, Center For Strategic and International Studies (The Cheney Report)


	The Air Force Core Values initiative goes beyond the Cheney Report's recommendations, however, in two critical respects.  First, active learning will be used to instruct all Air Force members in the Core Values.  Second, as Chapter VIII of this Guru’s Guide makes clear, our definition of active learning goes well beyond free-wheeling discussions.  In fact, the Air Force Core Values initiative recognizes seven different types, each of which has a special role to play.


RULES OF ENGAGEMENT


	From the very start of the Core Values Strategy Panel’s deliberations it was clear that certain important rules of engagement would have to be observed:


Another wrinkled-poster-on-the-wall program will not be successful.  Such programs have been unsuccessful in the past, and such a program could not meet the requirement that the initiative must “bolster the professional and personal stature of our people by applying in real, meaningful, and practical terms Core Values concepts at every level.”


Training and education programs alone cannot deliver “a values-based Air Force . . . characterized by cohesive units, manned with people who exhibit loyalty, who want to belong, and who act in a manner consistent with Air Force core values, even under conditions of high stress.”  Both the Schoolhouse and the Field must be involved in the initiative because the Field can undermine in 10 minutes what it took the Schoolhouse weeks to build.  Therefore, the strategy we develop must enlist the full and unreserved collaboration of the Field with the Schoolhouse.


If the Field and the Schoolhouse are both required for the success of the initiative, then the strategy we develop must address the special needs of each of those functional areas and closely coordinate their activities.  


Common Air Force Core Values doctrine must be universally available to our people, written in plain language, and easy to carry so it can be applied at a moment’s notice.  We must all read from the same sheet of music, and we must understand what we are reading.


The success or failure of the Core Values initiative will be determined by the behavior of Air Force leaders, from the Office of the Secretary of the Air Force to the flight level.  An Air Force leader can be anyone who steps forward with the courage to do the right thing.  An Air Force leader is anyone(officer, enlisted, civilian(with the gumption to take the lead.  Therefore, the Core Values strategy must encourage value-driven leadership from all directions and echelons.  If we all read from the same sheet of music, then the song sung by leaders must be the same as ours, and the voices of leaders must be the strongest, the purest, and most constantly on pitch.


We must not assume that we know in advance whether or not a unit or person is truly values-driven; past programs have failed because they pushed rigid solutions resting on false diagnoses.  We don’t want to be in the business if fixing what isn’t broken or correcting what isn’t the cause of a problem.  Thus, the initiative must carry with it the capacity to accurately diagnose and flexibly respond to the conditions discovered.  If we already have “a values-based Air Force . . . characterized by cohesive units, manned with people who exhibit loyalty, who want to belong, and who act in a manner consistent with Air Force core values, even under conditions of high stress” (and there are persons in the ranks who believe we do have such a force), then the initiative has very little to do beyond the diagnosis stage.


We must aggressively include all members of the Air Force team in this initiative.  No one is exempt from the ideals of excellence, selflessness, or integrity.  Civilians, enlisted personnel, officers, and contractors must be educated in the Core Values and expected to walk this talk.


If the Core Values are “the bedrock of military success” (as expressed by Joint Pub 1), then the Core Values initiative must be one that continues indefinitely into the future.  In the arena of national defense, we can never rest on our laurels or ever just assume that we can do the job.  We must be ever-vigilant that a values-driven Air Force, once achieved, is maintained into perpetuity.  Of course, given the fact that the care and feeding of the Core Values historically has been the prerogative of senior leadership, the perpetuation of the dialogue about the Core Values seems likely in any case, initiative or not.


Given that our people are outstanding in all other ways, we also must assume (until proven otherwise) that they are inclined to follow the Core Values; our first order of business is to ensure we have an environment for ethical success.  That is, we want first to create an environment in which good people can thrive and set the example for those who are unsure about their acceptance of the Core Values.


aRCHITECTURE


�


The initiative has three major architectural components.  The first of these components pertains specifically to the operational or field units of the Air Force.  The second component pertains specifically to the classroom or schoolhouse units of the Air Force.  And the third component is a mechanism that will (a) coordinate the efforts of the field and the schoolhouse and (b) ensure the perpetuation of the initiative.  The first component is called the “Field Weave”; the second component is called the “Schoolhouse Weave”; and the third component is the “Continuation Phase.”  As Global Engagement makes clear, "to ensure this values-based Air Force, three elements—education, leadership and accountability—provide a framework to establish the strongest imprint of shared Air Force core values."  The Schoolhouse Weave provides for most of the education element; the Field Weave covers most of the leadership element; and the Continuation Phase provides for the greatest amount of accountability element.   Nevertheless, all three of these elements are at work in all three of the architectural components of the Core Values initiative.


“Field Weave”


The purpose of the Field component of the initiative is to ensure that the Core Values are woven into the operations of the Air Force and that they are actively supported and applied by all of our personnel in the operational environment.  There are three basic parts of the Field component: the so-called top-down or “Command Cascade” portion, the so-called bottom-up or “Impediment Removal” portion, and the continuation plan.


The purpose of the command cascade is to get the word out to all persons in the force who are not presently enrolled in a formal training or education program.  Each commander at each echelon will teach a core values lesson to subordinates in which the commander’s personal commitment to the Core Values is underscored and the Core Values initiative itself is explained.  Commander’s may not delegate the teaching of this lesson.


The Impediment Removal phase will involve the creation of grass-roots, cross-functional teams to explore ways of ensuring that each wing and its subordinate units.  An impediment can be any policy, process, procedure, circumstance, or thing that is construed by the cross-functional team to contribute to the compromise of the Core Values in the unit.  An impediment is never a human being from the standpoint of a cross-functional team.  


The team elevates the recommendation to the wing level and the wing commander makes a decision as to the merits of the recommendation.  Because all such recommendations will include the identification of the impediment and a careful plan for its removal or fix, any recommendation deemed to have merit by the wing commander can be returned to the cross-functional team for action.


�


Each wing will establish a plan to ensure a continuation of the Core Values emphasis , to include the Impediment Removal process. 


“Schoolhouse Weave”


LEGEND


( = Selection/induction.  


( = Accession training


( = Initial technical training


( = First field assignment


( = First PME school


( = First field after 1st PME


( = Second PME school


( = First field after 2nd PME


( = Third PME school


( = First field after 3rd PME


	There are ten major professional development opportunities in the full career of the average uniformed military professional.  Nine of these opportunities sort themselves into two basic tracks: the Field track and the Schoolhouse track.  Each of the Field opportunities is defined as the first tour following an appropriate level of training or education.  Opportunity #4 follows accession and initial technical training, #6 follows the first level of PME, #8 follows the second level, and #10 follows the final level.


	If the Schoolhouse is to provide the student with the opportunity to apply Core Values concepts in “real, meaningful, and practical terms . . . at every level,” then the Schoolhouse must be sensitive to the first Field assignment following school; for, it is that first Field assignment that determines what is real, meaningful, and practical for the student.  Opportunities ##2 and 3 must prepare the student for opportunity #4; opportunity #5 must prepare the student for opportunity #6; and so on.  Likewise, each of the Field opportunities generates a set of experiences and lessons-learned that the student can bring to the next classroom opportunity.


	The Core Values must be woven into each course, but they must be woven in such a way as to build upon and contribute to the other opportunities in the career sequence, including the Field opportunities.


The “Continuation Phase”


	The Continuation Phase covers whatever it takes to support the initiative and to keep it running on a long-term basis.  In this regard, it includes the following:


The creation of the Air Force Core Values booklet (the Little Blue Book).


The creation, maintenance, and regular updating of the Air Force Core Values Web Site.


The management of the Air Force mentoring and performance feedback programs as prime mechanisms for the promulgation of a values-based Air Force.


The formation of a two-tiered body to oversee the implementation process and to ensure continuation of the Core Values initiative.  This body(called the Architectural Control Committee or “ArchConCom”(will do the following:


Review materials for inclusion on the Web Site.


Review Schoolhouse plans to ensure the initiative provides a true cradle-to-grave education and training strategy.


Review the Continuation plans of Field wings.


Create, train, and provide support to a cadre of Core Values “gurus” across the Air Force.


Make recommendations to the Chief of Staff, as necessary, on matters pertaining to the Core Values initiative.


responsibilities


commanders


	Commanders and other leaders at all echelons can make a profound difference in the success of the Core Values initiative, especially at their specific level of responsibility.  As such, commanders should be concerned with the following:


( Select their very best personnel to perform as Core Values Gurus.  These must be values-driven persons capable of working with a wide range of persons at all echelons of command.  Two years retainability is highly desired, but not required.


( If commanding a Schoolhouse unit, then the commander must be sure the Schoolhouse Weave is correctly and fully performed (see Chapter III).


( All commanders, whether they are responsible for Schoolhouse or Field units, must perform the Field Weave (see Chapter II).  


( All commanders must create a plan to continue the initiative at the local level, to include the regular and orderly selection and training of Gurus, the regular dissemination of information about the initiative, the creation of some standing mechanism for the identification and removal of impediments, and the regular reaffirmation by all leaders of their commitment to the initiative (see Chapter IV).


( Field and School Commanders may submit their local plans to the ArchConCom for review/feedback.  Schoolhouse commanders must submit a single plan containing a section devoted to the Schoolhouse Weave.


GURUs


	Gurus are persons selected by their local commands (wing and above) to do the following:  Gurus are to serve as advisors and resource managers, they cannot serve as surrogate commanders.  As a minimum, Gurus can be expected to do the following:


Serve as an authoritative, local source of information about the Core Values initiative, to include the regular tracking of developments as found on the Core Values web site.


Assist the commander with the development of a plan to carry out the Command Cascade, to include schedules, lesson plans, and other support as required.


Assist the commander with the application of those active learning techniques appropriate to the unit served (applies to both Schoolhouse and Field).


Assist the commander with the development of a plan to carry out Impediment Removal at the wing level.


Assist the commander with the development of a local Continuation plan, to include the recurring orientation of newly reported personnel, the promotion of a robust mentoring and performance feedback system, and the effective publication of the existence of the local program and its role in unit operations.


Assist the commander with the creation and administration of an ethical climate survey, to include the writing of questions; collection , analysis, and proper interpretation of data; and the formulation of ‘get well’ plans, if required.


Maintain a healthy liaison with the Guru at the next higher level of command, to include the relaying of possible impediments requiring the attention of the commander at the next higher level.


Maintain a healthy liaison with other Gurus across the Air Force by sharing information via the web site and other appropriate Air Force communication channels.


	The initiative recognizes two distinct kinds of Guru.  In the Field, Gurus are referred to as “Field Consultants,” and while their responsibilities are as described above, they are different from the other Guru type in that they must emphasize duties ##2 and 4, above.  In the Schoolhouse, Gurus are referred to as “Case Cadre,” and while they, too, are prepared to carry out all of the above duties, they must be especially expert with respect to duty #3.


all assigned personnel


	There can be no doubt that the Air Force Core Values initiative emphasizes the roles of leaders and commanders, but this does not mean the initiative cannot begin without the approval of local commanders and leaders.  Undoubtedly, there will be those rare commanders and leaders who will toss the Core Values initiative into the trash can or who will delegate its implementation to some minion stuck in some back office.  


	But the lack of enthusiasm from 'on high' should not deter you from implementing the Core Values initiative in your work center.  Your commander does not have to give you approval to pursue excellence, to hold yourself accountable, or to place service ahead of self.  Your commander, whether or not he or she is corrupt, incompetent, indifferent, or callously skeptical, cannot prevent you from treating your coworkers with respect and  giving them the benefit of the doubt.


	The Core Values initiative will not be successful all at once.  Our organization is a very large one, and it will take time to weed out the bad apples and to remove impediments to a culture of conscience.  In the interim, all of us would be well served to study the Little Blue Book, strive to structure our professional lives around it, and keep faith in the system that has produced and will continue to promote the Core Values initiative.
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