


DOCTRINE


Doctrine consists of the fundamental principles by which military forces guide their actions in support of national objectives.  Doctrine is the linchpin of successful military operations.  Doctrine is meant to illuminate the judgment of airmen and govern the way we prepare for, plan, and conduct air and space warfare. Doctrine based on experience and technology advances reduces future uncertainties and provides a common set of understandings on which airmen base their decisions.   From a draft of AFDD-1, Basic Aerospace Doctrine


	Quite understandably, there are those who question whether or not the Core Values should be counted as part of Air Force doctrine.  After all, they point out, Secretary Widnall cut the total number of Core Values from six to three in one speech in 1995.  If we can so easily change the Core Values, then why should we consider them to be “fundamental principles?”  How can they be fundamental principles if the Army recognizes one set, the Navy recognizes a second set, the Air Force has yet a third set, and Joint Pub 1 identifies yet a fourth set.


But the persons who advance these objections miss the point entirely.  Although the words we use to describe the values may change from time to time, the substance they point to is fundamental and unchanging.  This substance is discovered in the collected experience of military leaders and warriors past.  Julius Caesar and Lao Tzu undoubtedly had different words for Integrity, Service, and Excellence, but it is hard to believe they were unfamiliar with the ideas(the substantial ideas(behind these words.  Suppose Genghis Khan caught one of his subordinates making a false official report; or suppose that Napoleon had reason to believe that a subordinate was shirking his duties; or suppose that General Sherman formed the impression that a subordinate had a “good enough” mentality(What would have been the consequence?


	One way to understand the difference between the words we use to signify the Core Values and the substance they pick out is by use of an analogy like the following.  To be sure, the analogy may be excessively descriptive, but it does help to understand these points.


Our oldest and grandest national park is Yellowstone.  It is a vast nature preserve that consumes 2.2 million acres in the northwestern corner of Wyoming.  It sits atop an ancient volcano that erupts every 100,000 years or so, and its last eruption was 100,000 years ago.  We still don't understand many of the phenomena found there.  Old Faithful is a geyser that erupts with predictable regularity, but its internal mechanisms are a mystery to us.


Early summer visitors discover that it is like no other place on earth: deep fields of snow lie adjacent to bubbling geysers, mud pots, and fumeroles; the smell of sulfur hangs heavy over pine forests; and tremendous water falls thunder into breathtaking gorges.  There is no doubt that the park has a majestic beauty, but it is also clear that the conditions for survival there are brutal and unforgiving.  To enter the park is to realize that the park is in charge: it makes the rules and those who cannot abide by them must leave or they will die.  Of course, a person could 'hole up' in a room in one of the central hotels, and refuse to come out to experience what the park has to offer, but the park is still in charge.  


If a hiker wants to take the time and risk the dangers, he or she will no doubt discover thousands of ways into the park.  But the Forest Service has thoughtfully provided four entrances, one at each of the cardinal points of the compass.  To enter by the north entrance is to initially experience a part of Yellowstone significantly different from the part one enters by taking the south, west, or east entrances.  But no matter where one starts, it is possible to explore the entire park.  The interior of the park contains two inner road loops forming a rough "8" of hundreds of miles of pavement.  It is possible to leave this beaten path, but the Forest Service has created the entrance system and the interior roadway specifically for the purpose of conducting visitors to the most important features and sights in the most direct way possible.  The entrances are pipelines to the what is most essential and famous about Yellowstone.


The leadership dimension of the profession of arms is very much like Yellowstone National Park.  It is a vast territory containing many wonderful and exotic features, some of which we are only beginning to understand.  Its conditions for survival can be harsh, even brutal, and while it is possible for a person to spend a career hiding from the leadership dimension, that person will achieve little and certainly will not flourish within the profession itself.  Indeed, it is hard to see how such a person might qualify as a professional in the strict sense.


Adventurous persons can enter the leadership dimension of the profession from many different directions.  Having crossed the outer boundary, they can wander about until, on their own, they fully discover all of its essential features and wonders.  Such persons will discover first-hand the survival conditions inside the dimension, and although some of them will perish in the effort, those who survive will never forget the lessons they have learned.


It is also the case that those who have gone before us—the trailblazers, bushwhackers, and pathfinders of old—have already built trails and charted many of the major features of the leadership dimension.  They report their findings in leadership manuals and personal memoirs, in which they distill the wisdom of their experience into handy action principles, rules of thumb, "do's and don'ts", and commandments.


The Air Force Core Values are just such principles distilled from the experience of past leaders.  And they play the important role of serving as officially recognized entrances to the leadership dimension.  Each of them points the way to a distinct region within the dimension, and those regions ultimately are connected in the interior of the dimension.  Start with and explore one region and you will eventually end up exploring all of them.  And to survive and flourish in the leadership dimension of the profession of arms, a warrior must learn these regions, submit to their harsh conditions, and come to terms with them.


To be sure, there are other possible entrances to the leadership dimension.  One might, for example, choose the highly respectable values of "Duty, Honor, Country."  Each of these values will deliver a person to the interior of the dimension because each picks out and points the way to an important feature of the leadership landscape, and it also tells us that those who have gone before found these features to be especially important.


The Air Force Core Values are especially useful in this regard.  On the one hand, they are ours, and they link us to our leadership and to our heritage.  On the other hand, they are extremely efficient entrances to the leadership dimension of the profession of arms.  They pick out the key regions within the dimension, and they tell us which region is the most important of all.


For example, Integrity first is the Core Value that tells us that individual character is a critical feature of the leadership dimension.  Without integrity, it is impossible for a leader to be a good leader.  At the same time, this Core Value tells us that integrity is a central feature, something like a plateau, that rises up in the center of the leadership dimension.  From this high ground, it is possible to survey, understand, and control the other features and components of leadership terrain.  Unless one has achieved and fully explored that vantage point, one's efforts at leadership are at best haphazard or disorganized and, at worst, dangerous to the Air Force.


But this is not the only entrance to the leadership dimension recognized by our superiors.  Service before self is the Core Value that points to the region of discipline, rule following, and priorities.  From her vantage point, the person of integrity sees that military professionals must have the self-control and discipline to set aside personal fears and feelings so that the mission can be accomplished  She also clearly sees that rules exist for the sake of getting the job done and should be ignored only under the most extraordinary circumstances.  And from the plateau of integrity, the military professional sees and understands that his priorities must be defined, properly arranged, and conscientiously followed.  Persons of integrity understand that what they see from their vantage point are the real requirements of military service.  


These requirements can be and frequently are inconvenient and harsh, but history teaches that they change very slowly, if at all.  Hannibal, Montgomery, Sherman, and Schwarzkopf all placed a similar emphasis on the integrity of their subordinates and on their capacity to get straight and follow their priorities.


Similarly, no great leader has ever settled for mediocrity in the ranks, and that is why we have the third Core Value:.  Excellence in all we do.  It points to another critical region of the dimension and tells us that we must be deeply concerned with the results of our actions and policies.  All actions of interest to the military professional have consequences: they can affect the world around us, the other people with whom we work and associate, our organizations, and ourselves.  Yet, although the Core Values are followed personally, they are required professionally.  The Core Values are neither individual nor subjective.  The Core Values are organizational values(the values all professionals must hold if this organization is to do its part in defense of the Constitution and the United States of Americas.  Unless the members of the Air Force accept and follow these values, we have no chance of developing and delivering the core competencies to the joint force effort.  Our customers expect nothing less than a total commitment to Integrity first, Service before self, and Excellence in all we do.


As the Air Force evolves, we may discover that these three Core Values do not efficiently, completely, or clearly capture those regions of the leadership dimension that are most important to our people.  Indeed, it is our responsibility to regularly review the effectiveness of the Core Values, and we certainly may change them as we see fit.  In fact, it wasn't long ago that the Air Force recognized six Core Values(integrity, courage, competence, tenacity, service, and patriotism(but they proved to be a cumbersome set of entrances to the professional responsibility dimension of military service.  But although we may revise our views about the best way to enter and survey the leadership dimension, the dimension itself remains unchanged.  Its features and regions are, from the standpoint of our life-spans, immutable and unchanging.


If the Core Values point the way to fundamental principles, then those principles are fundamental for all of the services.  When we look beyond the labels we use for the Core Values and examine the definitions given those labels by the services and Joint Pub 1, then it becomes clear that we all are reading from the same fundamental sheet of music.  In fact, the Core Values are more fundamental than what we normally call “doctrine,” but we have no term for something so fundamental.  Perhaps we should call them “super doctrine” or “ultimate doctrine.”


This means that the contents of the Little Blue Book are frozen unless the Secretary and Chief of Staff direct otherwise.  The definitions of the Core Values it contains are not optional, just as the initiative it describes applies to every person employed by the United States Air Force.


integrity first


	Integrity first literally means what it says: given a choice between excellence and integrity, we choose integrity.  Integrity is ‘first among equals’ under the Air Force concept of the Core Values, and it is such for three important reasons.  First, Integrity holds together and is the foundation for the other Core Values.  Integrity includes the general concept of Responsibility, and it is our specific responsibility to place Service before self and to pursue Excellence in all we do.  


Second, without Integrity, it is impossible for us to establish and maintain the relationships of trust among ourselves or with civilian authority that are so essential to mission accomplishment.  Confirmed shirkers and liars don’t last long in positions of responsibility.
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Third, it has been observed that our three Core Values pertain to the three main parts of the moral domain: character, duties or rules, and consequences or outcomes.  Excellence in all we do tells us we must pay attention to consequences or outcomes;  Service before self tells us that selfish interests take a back seat to certain duties that we have, and Integrity first tells us that we must have certain character traits if we are to live up to the other Core Values.


	The box at right makes it clear the Air Force definition of Integrity includes much more than it normally is taken to involve.  Generally speaking, many persons tend to equate Integrity with Honesty, and there can be no doubt that Honesty is part of Integrity’s meaning.  But Integrity means much more than that.  In one sense, it means to integrate or bring things into unity(it is the ultimate character trait or the character trait that holds all other character traits together as a whole.  It also means to do what is right at the right time and in the right context(it is the disposition to be an ethical person.  It also means that a person understands who he/she is as a being having fundamental worth, but also as a professional facing a task much too large for any one person or unit to carry out.  A person of integrity also admits to being fallible and limited, not for the sake of self-pity, but for the sake of finding ways to overcome those limitations and to progress as a human being.  There is much more involved in the concept, which you may discover for yourself by reading and reflecting on what the Little Blue Book has to say on that matter.  


service before self


	In several respects, Service before self is the most difficult of the three Core Values, and there are two reasons for this.  On the one hand, Service before self is an idea out of style in the world outside the professions.  While it may be acceptable to work hard for the purpose of earning large sums of money, many people cannot grasp why anyone would sacrifice themselves for a cause other than self-enrichment.  Such persons would find the following quote from General Merrill A. McPeak, former Air Force Chief of Staff, completely absurd:


I suspect that many of us go through the same sort of process(a journey we take that has three milestones.  At the first milestone, you join up(the Air Force is a job.  So, you get some great training, you mature, you maintain high standards, you reach the second milestone(the Air Force as a profession.  Then you begin to gradually recognize your own personal obligation to your comrades-in-arms, the responsibility we all have for protecting our country.  This is the third milestone(when you see the Air Force as a calling, a vocation.  At this stage, you are the organization; the Air Force and you have become one thing.  (Order of the Sword Induction Speech, 20 August 1994)


	Nevertheless, however absurd it may sound outside the profession, there can be no doubt that defending the Constitution may once again require Americans to make the ultimate sacrifice, and no person can be part of the profession who refuses to place service ahead of self.  In this day and age, that is a hard (but necessary) pill to swallow.
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	On the other hand, Service before self is the hardest of the three values because the definition given it in the Little Blue Book doesn’t seem to jibe with what we normally think when we think of Service before self.  The box at right illustrates this.


	Frequently, when asked to give an example of Service before self, people will refer to some public service project to which they have contributed (such as a food drive, clothing drive, or effort to restore a local monument.)  All of these actions are desirable and highly commendable, but they are not, strictly speaking, examples of Service before self as it is defined by the Little Blue Book (such projects are more properly placed under Community Excellence, which is discussed in section “C”).


	Rather, Service before self asks us to subordinate our personal interests, attitudes, and aspirations to the greater cause and the demands it places on us.  It means that we follow the rules as our default position; that we view others as we view ourselves(as persons deserving fundamental respect; and that we control our impulses and appetites.  


Perhaps most importantly (and controversially), Service before self demands that we keep faith in the system.  This does not mean that we may not question what we are doing.  This does not mean that we must blindly follow our leaders without a second thought as to who, what, when, where, why, or how.  But it does mean that we should place our trust in the processes, procedures, and people of the Air Force to get the job done in the end and to do it in the right way.  The faith we are talking about is the same faith displayed by the pilot of a B-17 when he relinquished control of the aircraft to the bombardier for the purpose of making the final run on the target.  If we refuse to relinquish control to the leadership, then we will fail when the nation expects us to apply our unique core competencies.


The Little Blue Book treats Service before self much the same way it treats Integrity first, that is it gives some general definitions of the concept and its parts, but it does so for the purpose of asking the reader to explore the wider implications of those definitions.  The box on the preceding page  contains that portion of the Little Blue Book that defines Service before self. 


excellence in all we do


Perhaps the easiest Core Value to grasp is Excellence in all we do.  The reason for this is that much of the discussion about this Core Value contains concepts that sound very much like those from the quality movement.  But this fact is accidental.  Excellence was not first discovered by the Quality Movement.  The need for Excellence in warfare was apparent on the first battlefield, and it continues to be a fundamental requirement of professionalism.


�


Excellence also reminds us that our primary focus is to respond to the needs of our customers(the persons we are sworn to serve.  Our only reason for being is to unfailingly deliver on our oath to defend the Constitution of the United States under terms specified by civilian authorities acting on behalf of the American people.  No other justification for our existence can be given.  No other reason for our operations is justifiable.


	The need for Product or Service Excellence is perhaps the most obvious of all.  Those we serve and with whom we serve expect (and deserve) nothing less.  As members of this profession or vocation, to perform our jobs as well as we can as long as we can.  This is not just a matter of contract, it is a matter of duty.


	Personal Excellence is an equally strong professional obligation.  It is our duty to constantly refresh and enrich our professional knowledge, to study those general subjects(such as military history or political science(that are indispensable to military professionals.  Personal Excellence also requires a certain amount of self-regarding (not selfish) behavior(we are obliged to take care of our physical and emotional health so that we can maximize our level of performance.  Alcohol de-glamorization and smoking cessation programs, for example, are not just further intrusions in our lives by ‘Big Brother’.  Although both are legal substances, alcohol and tobacco can have profound and irreversible effects on personal health and professional performance.


	Perhaps even more important is Community Excellence.  If the mission requires a team effort, and if that team effort is impossible without an atmosphere of trust and mutual respect, then those who promote distrust and disrespect are jeopardizing the mission.  But beyond even these important functional considerations, we cannot avoid the fact that all human beings, as human beings, have a fundamental worth and dignity that we must recognize and respect.  This does not mean that we should not kill combatants in time of war, but it does mean there are limits to what we should do on the field of combat. The mutilation of corpses, for example, is a prohibited behavior under international law.


	Resources Excellence is the commitment to properly managing our resources, whether that management covers the research and development of new weapons or the utilization of resources in the field.  Resources Excellence is the primary goal of the Air Force Fraud, Waste, and Abuse Program.


	Operations Excellence has two branches.  The first pertains to Excellence of Internal Operations(operations internal to the Department of Defense and the Air Force itself.  Internal Excellence embraces joint operations, and it reminds us that the Air Force team extends well beyond the limits of our immediate unit or organization.  The second form of Excellence is External Excellence, and it covers our requirement to work with agencies outside the Defense establishment and to follow the rules and laws governing our operations in peacetime and in war.  In peacetime, this certainly includes environmental law, for example, and in war time, the applicable laws of war.


APPLYING THE CORE VALUES


	The Core Values are tools.  They exist to be applied and their value is determined by how well they guide us in correctly meeting our professional obligations.  It is crucial to note that the Core Values do not amount to a calculator or a checklist, and there are two important reasons why this is so. 


First, the definitions of the Core Values are incomplete in one crucial respect: they do not (because they cannot) list each and every behavior that could conceivably be associated with each of the values.  For example, in the very general sense given in the Little Blue Book, Honesty means for fuels personnel the very same thing it means for computer maintenance personnel.  But on the ‘nitty-gritty’ level of job performance, Honesty may mean one thing for a fuels specialist (Don’t pencil whip the vehicle inspection) and another thing for the computer maintenance specialist (Report damage done to a device while attempting to repair it).  On the most general level, the Core Values mean the same thing for all Air Force personnel; but at the level of a specific career field or shred-out, they may have very specific and unique meanings.  To list them all would be to turn the Little Blue Book into a telephone book.


	Second, as indicated at the beginning of this chapter, the Core Values initiative presupposes that professionals can and must exercise judgment.  It would be completely counter-value to publish a list of definitions that we are expected to follow in checklist fashion.  As sign posts pointing to what is essential in the profession of arms, the Core Values invite us to more fully explore, understand, and accept what it means to be a professional.  If we act on that invitation, then we will understand the Core Values well enough to write the checklists we ourselves no longer need.


	But so long as we understand that the Core Values are not dead items on a lifeless checklist; so long as we understand that the Core Values initiative demands that we explore and discover what is essential about professional service; and so long as we avoid the temptation of viewing the Little Blue Book as a kind of moral calculator; then we can apply the Core Values in meaningful and important ways.  In fact, there are three basic ways in which the Little Blue Book and Core Values doctrine can be used, and these three applications are conveniently referred to as (1) The Compass; (2) The Crystal Ball; and (3) The Bag of Marbles.  


The Compass


	To call the doctrine found in the Little Blue Book a “compass” is to call attention to our ability to use that doctrine as a professional navigation aid.  Whether the application is at the personal level, the unit level, the planning level, or the policy formulation level, the Little Blue Book can help guide us through the ethical shoals that can scuttle a professional enterprise.  


	An efficient way of taking advantage of the compass application is to transform the definitions of the Core Values into a set of behaviors, attitudes, and ideas that can be used in response to professional challenges.  Table C (Appendix 1) illustrates this point.  The person completing this worksheet does so from the standpoint of the specific challenges he or she faces during the normal workday.  Once those questions are answered, then they become a list of suggestions, reminders, cautionary notes, or even personal goals requiring constant attention.  The same sort of worksheet can be developed for the organizational level, the planning level, or the level of policy development.


The Crystal Ball


To call the doctrine found in the Little Blue Book a “crystal ball” is to call attention to our ability to use that doctrine as a very informal means of assessing the ethical climate of an organization.  To be sure, any attempt to do this can only produce a hazy, incomplete, and problematic result that should be taken with a large grain of salt and constantly re-evaluated.  In other words, it is possible to evaluate the ethical climate of an organization through the lens of Core Values doctrine, but that lens gives a distorted and cloudy view like that supposedly afforded by a crystal ball.  The lens is probably too distorted and cloudy to use as the basis for immediate action, but the view it affords may well be a gross indicator of how things stand at a particular time.


Table D (Appendix 1) contains a list of possible questions to use when making the Crystal Ball application of the Core Values doctrine.  It is not a checklist and must not be used as such!  It is merely a list of things to think about when attempting to size up the ethical climate of an organization.  If the complete list of answers to these questions produces a product that is distorted and cloudy, then it would be a gross mistake to conclude that the answer to any one of these questions produces a sharp, definite, or reliable image.


THE BAG OF MARBLES


	The final way to apply the Core Values is in decision making about contemplated courses of action, and in this regard it is best to view the Core Values as a collection of principles held together in that conceptual 'bag' we call "professionalism."  


	There are only two questions we need to answer when making a decision:


A.  Of the courses of action from which I may choose, which course of action is the one that will most likely promote a values-based Air Force? 


B.  Of the courses of action from which I may choose, which course of action is the one least likely to undermine a values-based Air Force?


To be sure, these are general questions, but we do have some specific ways of answering them because we know the following:


Integrity comes first.  In other words, if there is a conflict between Integrity and Service or Integrity and Excellence, Integrity takes precedence.  For example, if the only way to achieve Product Excellence is to submit a false or unjustified emergency requisition for some supply item, then we must refrain from carrying out that action.


No Core Value exists in isolation from the others.  In other words, decisions should not be based on the consideration of a single Core Value.  They all must be included in the decision.  For example, when considering whether or not to lie to the enemy, a person cannot just focus on Honesty.  One's Responsibility to defend the Constitution also must be considered.


Conflicts internal to Integrity are resolved by considering Service and Excellence.  For example, suppose that an airman observes smoke and flame coming from a building that is unoccupied, but which the airman cannot enter unaccompanied.  Further suppose that no one else is around and that the airman knows there is a large fire extinguisher just inside the building.  In this case, the airman has a responsibility to follow the rules covering who must be accompanied when entering the building.  But the airman also has a responsibility to further the mission by safeguarding property.  What should the airman do?  In either case, the airman will violate a responsibility.


	It is extremely important to note that a professional may face a circumstance in which he or she must choose between the Air Force Core Values and some other set of values derived from another source.  The Air Force Core Values initiative does not rest on the claim that the Air Force Core Values take precedence over all other values.  However, this does not change the fact that obeying the Core Values is the price of admission to the Air Force and is a condition of employment.


Chapter V: Doctrine
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