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Foreword

If you want to learn about leadership, ask an experienced leader.
Gen Stephen R. Lorenz, who retired as commander of Air Education
and Training Command, has made the task accessible by giving us a
collection of articles he wrote on the subject. General Lorenz started
out like many graduates of the Air Force Academy with a heightened
sense of leadership, one gleaned from watching and learning from
leaders in classes, in the dorms, and on the parade grounds. Then, as
now, he also had the opportunity to learn from a wide variety of im-
portant civilian and military leaders who visited the Academy.

Even as a lieutenant, General Lorenz developed a habitual practice
of keeping a log of his activities in journals and scrapbooks. He
thought about the styles of different leaders and found it satisfying to
write about leadership at different points in his life, recognizing that
the concept of leadership had different faces. He found that some
practices are universally applicable, while some depend on the situa-
tion as well as the age and maturity of those being led. All this gave
him insights into his own leadership style and fed his knowledge
about the foundations of leadership.

As his writings on the subject grew into a sizeable collection over
the years, General Lorenz not only found audiences that appreciated
what he offered about leadership, but he began to see a set of standard
principles that had useful effect in a wide range of conditions. Some
examples that are well presented in this study include the point of
“Balancing Shortfalls” It is a recognized principle that leaders never
go to war with the resources they think they need—they must bal-
ance their shortfalls and show their staff and warriors that they can
go forward anyway.

General Lorenz recognized that one of the toughest jobs com-
manders face is preparing their people to accept a new tasking. They
have to find the resources to carry out the task, which means more
work for everyone. Thus, while it is difficult to accept a new tasking
because of the additional work involved, they find that people will
work harder if the importance of the job is shared with the workers.

Many audiences found General Lorenz an engaging speaker. He
commonly used popular subjects, even videos of Homer Simpson, to
carry the message. Leaders must recognize the need to communicate
to the sensitivities of their audience. He also reminds us to take our
jobs, but not ourselves, seriously.
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FOREWORD

Nothing speaks better to the subject of effective leadership than
the need to develop professionally. General Lorenz believes that lead-
ership is tied to a continuing study of the profession, thus the need for
leaders to read. He particularly advocates reading biographies of
great leaders. He found that learning from other’s experiences helped
keep him from wasting time reinventing the wheel. And reading, like
any other leadership development, is a lifetime experience because,
as he describes it, “Life is a marathon, not a 50-yard dash.”

QJM O < ke
J

hn A. Shaud, PhD
General, USAF, Retired
Director, Air Force Research Institute
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Preface

Studying history and leadership has been my hobby for most of my
life. I remember looking at illustrated histories of the American Civil
War when I was seven or eight years old. Later when I was just 10, my
father, who was an Air Force captain at the time, took me on a tour of
the World War 1 battlefield at Verdun, France. I cannot remember
when I was not reading or studying about all types of leaders—or
visiting historical sites with my family and friends. Even today, my
wife of 37 years, Leslie, jokes about all the battlefields she has visited
with me by saying, “If you have seen one cannon on a battlefield, you
have seen them all” Even our three children have walked the ground
at numerous battlefields, including Gettysburg, Little Big Horn, Nor-
mandy—and yes, I took them to Verdun, France.

I started writing about leadership when I was a cadet, but really got
started at Ellsworth AFB, South Dakota, in 1975. As a lieutenant
working on my master’s degree at the base education office, I was
frustrated with our squadron leadership, and, through the eyes of a
24-year-old, I knew that I had all the answers. Fortunately, my lieu-
tenant colonel squadron commander at the time was a wonderful
mentor and extremely patient leader who spent time with me ex-
plaining that running a 150-person squadron was just a little bit more
challenging than I might think.

Years later, when I was fortunate to command a similar Air Force
squadron I realized how right he was. Over the years, I have worked
for numerous great bosses who have continued to mentor me, and I
learned just as much from many great peers and subordinates, in-
cluding wonderful noncommissioned officers and civil servants. You
see leaders come in all shapes and sizes, ranks, and professions. Lead-
ers are everywhere if you know how and where to look.

Another hobby that I enjoy and that facilitates the study of leader-
ship is visiting libraries and book stores. Over the years, I have no-
ticed that very few Airmen take the time to write. There are normally
numerous books about Soldiers, Sailors, Marines, and Coast Guards-
men and their great deeds. If you are lucky, you might find on the
shelves a book full of airplane pictures. We do love our machines, but
Airmen are just as accomplished as leaders as any other group.

The first article I wrote that was actually published in a base news-
paper was “Lorenz on Leadership, Part 1" This article was printed in
the base paper at Castle AFB, California, in 1987. I do not know why
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PREFACE

I wrote it in the middle of the night during an operational readiness
inspection as we were generating aircraft to put on alert, but I did.
This small step led me to continue to study leadership and build a
briefing by the same name which I have given over 500 times in the
last 25 years.

I have had a lot of help and feedback over the years in writing ar-
ticles and building briefings. I want to thank my numerous executive
officers, aides, commander’s action group members, public affairs of-
ficers, judge advocate generals, and senior enlisted advisors for assist-
ing me. They all helped improve the product.

I hope you enjoy these articles on leadership, but what I really hope
is that as leaders you get inspired to write your own stories that will
help mentor future generations of leaders. If I can do it, so can you!
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Articles from Air and Space Power Journal






Lorenz on Leadership, Part I

In 1987 I was commander of the 93rd Air Refueling Squadron at
Castle AFB in Merced, California. Late one night, I sat down and
wrote out a list of leadership principles. There was nothing magical
about them—they were simply useful precepts I had learned over the
years. Today, especially after the terrorist attacks of 11 September
2001, our leaders need to reflect on the principles that guide them. I
do not seek to instill mine on the readers of this compilation. Rather,
I only ask that Air Force leaders reflect on what their principles are,
regardless of whether or not they have written them down. That said,
I offer the following for consideration.

Balancing Shortfalls

Shortfalls occur in our professional and personal lives. We never
seem to have enough time, money, or manpower. The essence of this
“scarcity principle” lies in accepting the reality of limited resources
and becoming adept at obtaining superior results in less-than-ideal
situations. Equally important, once people acknowledge the scarcity
of resources, they need not bemoan the situation any longer. In other
words, they should “deal with it” Leaders must carry out the mission
with the resources they have. They have to make it happen! This is
part of being a military commander and leader. Commanders never
go to war with all the resources they think they need—they balance
their shortfalls to accomplish the mission.

Keeping Our Eyes on the Ball

In order to prevail, leaders must always keep in mind what they
want to accomplish and not become distracted, regardless of the task.
They must articulate the mission to their people. During my tenure as
director of the Air Force budget, I didn’t consider the budget the mis-
sion so much as I considered it a means for our service to defend the
United States through the exploitation of air and space. In the Air

A version of this article was published as “Lorenz on Leadership,” Air and Space Power Journal
19, no. 2 (Summer 2005): 5-9.
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Force, this means that leaders must connect actions and troops to the
mission and never lose sight of this important relationship.

Leaders can assure their people’s well-being (a major ingredient of
mission accomplishment) by knowing how they feel and how they
are doing. They should look their people in the eye and ask how they
are. Eyes don't lie; they reflect happiness, sadness, or stress. To get an
honest answer, one should ask at least three times and do so more
emphatically each time: “How are you doing?”

The first response is always, “Fine.” The second, “I'm okay.” Finally,
when they realize that their leader is truly interested, they respond
honestly. By the way, the only difference between a younger person
and someone my age is the amount of scar tissue. Because I have lived
longer than most of my military colleagues on active duty and there-
fore have more scar tissue, I can probably disguise my feelings more
effectively. But the eyes are the true indicator. Again, leaders must
never lose sight of the primary objective: to focus on the mission and
take care of their people.

Those Who Do Their Homework Win

The equation for this principle is simple: knowledge = power. For
example, take the battle for scarce resources. The person who has the
most compelling story, backed by the strongest data, gets the most
resources. We have seen this principle, which applies universally to
all other undertakings, demonstrated repeatedly throughout his-
tory—especially military history!

The Toughest Word to Say in the English Language

According to an old adage, the most difficult word to say in Eng-
lish is no. But I have a contrarian’s view. Saying no finishes the situa-
tion; saying yes, however, carries with it additional tasks, commit-
ments, and responsibilities. For instance, when I agree to speak to a
group, I have taken a more difficult path than I would have by declin-
ing. If I say no to a request for funding an initiative, my job is finished.
If I say yes, then I must take on the task of finding resources. Leaders
should also consider the effects of a response on working relation-
ships. If a leader responds affirmatively 95 percent of the time, his or
her people will readily accept the fact that the leader has carefully
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considered their request before responding negatively. I never say no
until I research the issue and look into all of the alternatives. To this
day, it still amazes me that most of the time I can say yes if I do a little
work and make a personal commitment.

New Ideas Need Time
and Nurturing to Grow and Bear Fruit

In order to overcome some of the challenges we face today, we
need people to think and act out of the box. Furthermore, we must
have the patience and faith to stay the course. Things do not happen
overnight; people have to work very hard to make things happen.
They must sell their ideas and do their homework without concern
for who gets the credit. This principle is very important to remember
as new generations of Airmen enter the Air Force to help fight the
global war on terrorism.

Leaders Should Not Lose
Their Temper—Unless They Plan To

To navigate the necessary course of action and ensure mission ac-
complishment, a leader must be willing to use more than one ap-
proach. Earlier in my career, I saw my boss—a mild-mannered, con-
summately professional four-star general—storm into a meeting and
angrily bark out criticisms to his senior staff. When we left the room,
he looked at me, winked, and said that a person has to put across a
different face in order for people to take him or her seriously. My boss
had planned the whole incident. He had not lost his temper at all—he
did it for effect. If leaders cannot control themselves, how can they
control others? They must have self-discipline. They should never,
ever lose their temper—unless they plan to.

All Decisions Should
Pass the Sunshine Test

Because leaders must make difficult decisions every day, it’s im-
portant for people in the trenches to know that the process is fair and
above reproach. Toward that end, we must be as open and accessible
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as possible and always act as if our decisions were public knowl-
edge—as if they appeared in the newspaper, for example. If leaders
are forthright about why they made a decision, their people might
disagree, but they will understand the underlying logic and continue
to trust them. As Air Force leaders, we need only look to our service’s
core values—integrity first, service before self, and excellence in all
we do—to arrive at solid decisions that gain the public trust and in-
still faith in our processes.

Ego: Both a Facilitator and a Detriment

A unit’s success depends upon its members keeping their egos in
check. We cannot afford to let them run amuck. We need confident,
capable people who work together to enhance the organization rather
than individuals who pursue their own selfish agendas. As my father
taught me, leaders need people with ambition—not ambitious peo-
ple. Early in my career, I applied for a development program—the
predecessor of the current Air Force Intern Program. I had confi-
dence that I would be accepted, so not seeing my name on the list
came as a shock. To make matters worse, another officer in my squad-
ron did make the cut.

Inwardly, I withdrew from the organization and walked around
several days feeling hurt and angry. Eventually, though, I realized that
the Air Force only owed me the opportunity to compete. On the day
the board met, my records did not meet its standards. Whose fault
was that? Mine—no one else’s. I put the issue behind me and em-
braced my squadron mate. This experience taught me the negative
effect of allowing my ego to dominate my actions—specifically, my
failure to realize that the Air Force had not promised to select me for
the program. It did, however, guarantee me equitable consideration
and fair competition. I should have expected nothing else. An Air
Force person should compete only with himself or herself, striving
for improvement every day!

Work the Boss’s Boss’s Problems

This principle goes one step beyond the adage “work your boss’s
problems” Most people make a decision through a soda straw, but if
they would rise up two levels above themselves, they could open the
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aperture of that straw and get a strategic view of the decision. Taking
a “God’s-eye” view—looking through the eyes of their boss’s boss—
allows them to make a much better decision. That is, leaders must
become deeply committed to the organization and make their boss’s
challenges their own. If they can achieve this type of commitment—
regardless of who the boss is or which political party controls the
government—the only thing that matters is enhancing mission ac-
complishment by making the best decisions possible and doing the
right thing under the circumstances.

Self-Confidence and Motivation:
Keys to Any Great Endeavor

We can attribute most successful endeavors to persevering and
putting forth maximum effort. Whenever I speak about leadership, I
always begin with a quotation from Sir Winston Churchill: “To every
man there comes in his lifetime that special moment when he is figu-
ratively tapped on the shoulder and offered that chance to do a very
special thing, unique to him and fitted to his talents. What a tragedy
if that moment finds him unprepared or unqualified for that which
would be his finest hour”

I am particularly attracted to this statement because of the great
things Churchill accomplished, even though he faced failure and de-
feat many times. Regardless of the difficulty or hardship, he remained
committed and motivated and never gave up. Churchill’s words rep-
resent a call to action that has helped me overcome such challenges as
surviving engineering courses as a cadet as well as serving as a wing
commander, commandant of cadets at the Air Force Academy, and
budget director for the Air Force despite having no prior experience
in budgetary matters. Although I lacked in-depth knowledge of bud-
get and finance, perseverance got me through, as always. I never gave
up. My best advice? Never give up. Never, ever give up!

Apply Overwhelming Combat Power
to the Point That Will Have the Most Effect

I have a simple organizational method that has served me well for
many years. I like to approach issues, goals, and tasks—“big to small,
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top to bottom, or left to right” That is, I believe that one must be able
to see the entire forest before working on individual trees. We must
understand the big-picture issues before delving into smaller details.
From a broad point of view, I find it helpful to pursue goals by pro-
gressing from the short term through the midterm to the long term.
Leaders should make sure their subordinates have not only the “over-
all road map” they need for direction, but also the resources to plan
and complete tasks.

One of my favorite and most beneficial experiences involved an
aircraft-sanitation worker at McGuire AFB, New Jersey. During a
customer-focus class that I taught in an effort to counter what I per-
ceived as lackadaisical attitudes prevalent in the organization, I no-
ticed a lady in the audience whose body language was so agitated that
she was figuratively screaming at me. I stopped the class and asked her
what was wrong. Jeanie said she was frustrated because no one would
help her with a work problem. I told her that if she explained the situ-
ation to me, I would try to help.

According to Jeanie, the sanitation truck that she operated was de-
signed for servicing a KC-10, which sits high off the ground. Nor-
mally, she hooked the truck’s waste-removal hose to the aircraft,
flipped a switch, and gravity pulled the contents into her vehicle. At
that time, however, McGuire also had the C-141, which sits only
three feet off the ground. Consequently, when she attempted the same
procedure on the C-141, the hose bent because it was not fully ex-
tended, as with the KC-10, and became clogged with waste. She then
had to disconnect the hose, lift it over her head, and shake it to clear
the obstruction—clearly an unpleasant task that she had to repeat
multiple times if the aircraft’s lavatory was completely full.

Although such a problem might seem trivial, on a large aircraft
that makes extended flights, the lavatory is a mission-essential piece
of equipment. Armed with the knowledge of Jeanie’s problem, I orga-
nized a team to solve it, and the team members did so by engineering
and installing a 3.2-horsepower engine that proved more than capa-
ble of overcoming the clearance problem. But the greatest accom-
plishment in this case was neither the technical solution nor the
vastly improved sanitation procedure but the effect the process had
on Jeanie. It revived and energized her. Thereafter, each time I saw
Jeanie she proudly displayed her truck, which she had polished and
shined so highly that it would likely meet a hospital’s sanitation stan-
dards. This story drives home the point that leaders must look for
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both verbal and nonverbal messages from the people in their organi-
zation. If they can reach the person who operates the sanitation truck,
then they can reach anyone.

Study the Profession
and Read—Especially Biographies

During our Air Force careers, we have many opportunities to add
to our education and knowledge. America’s future depends upon our
maximizing and complementing these occasions with our own regi-
men of reading and development. As a lifetime student of leadership,
I have an insatiable appetite for learning and regularly read two or
three books at a time. I have dedicated myself to learning from other
people’s experiences so that I do not waste time trying to reinvent the
wheel. Studying and learning how other leaders overcame adversity
will build confidence in one’s own ability to make tough decisions. I
have found my study of Gen Colin Powell and Gen Henry “Hap” Ar-
nold especially rewarding.

Take Your Job
(Not Yourself) Seriously

To drive home the important concepts when I discuss leadership, I
include comical—sometimes outrageous—videos and pictures to ac-
company each principle. Audiences seem both surprised and re-
freshed to see a general officer use David Letterman-style “top-10
lists” and irreverent videos ranging from Homer Simpson to bizarre
advertisements as part of a serious presentation. However, I see these
methods as the ideal way of delivering my message. Leaders must real-
ize that because they communicate with a diverse, cross-generational
population, they need to speak in terms their audience will under-
stand.

A leader must create a common, shared vision that everyone can
comprehend and accept. I like to try to communicate my vision by
talking about an experience or using an analogy that everyone can
relate to, understand, and remember. It is critical that leaders deliver
their message in easily grasped terminology. They should employ a
type of universal device akin to the “Romulan translator” depicted in



10 | PART 1, ARTICLES FROM AIR AND SPACE POWER JOURNAL

the Star Trek television series. The medium used by the communicator
can take the form of an analogy, a video, or a story. However, the criti-
cal point is that the communicator packages and delivers the message
in a format that the varied groups we lead today will understand.

Today’s leaders were born primarily during the last half of the
twentieth century. They could have been born 100 years earlier or 100
years from now. Most, but not all, American leaders were born in the
United States. They could have been born in another country like
Iraq or Cambodia, but the majority was born in America. The United
States, whether it wants to be or not, is the world’s greatest power, and
air and space power is now the permanent instrument of that power.

Every one of the current leaders in our military at some time made
a conscious decision to become a defender, not a defended. Balancing
this all together, we see that our leaders have a heavy burden leading
others in the global war on terrorism. Every day they get up in the
morning to lead, and they have to give it their very best—not their
second best. Visiting the wounded Soldiers, Sailors, Marines, and
Airmen in our hospitals makes us realize that leaders owe their peo-
ple the very best. They cannot afford to have a bad day! They must
know who they are and how they lead; they must have their own list
of leadership principles.

As I said before, the most important point about these 13 personal
leadership principles that I have laid out is to encourage leaders to
define their own principles. I have sought to motivate and aid our
service’s leaders in identifying and clarifying their positions—not in
memorizing mine. In order for a leader’s set of principles to be effec-
tive, they should be based on a foundation—such as the ideals em-
bodied in the Air Force’s core values—and they must reflect who that
leader is! It is never too early or too late to write down a set of per-
sonal leadership principles. Future leaders in today’s Air Force should
start now—they will never regret it, and it will make them better
leaders for our nation.



Lorenz on Leadership, Part I1

In the summer of 2005, when I was director of financial manage-
ment and comptroller at the Pentagon, Air and Space Power Journal
published an article of mine titled “Lorenz on Leadership.” Later, as
the commander of Air University (AU), I sat down to proffer some
additional thoughts on my favorite subject: leadership. I hope that
you share my enthusiasm for the study of leadership!

Never, Ever Give Up

In my last article, I quoted Winston Churchill and briefly explained
why I find him so fascinating. One of his most famous quotations was
“never, ever, ever give up!” Churchill was a man who met failure face-
to-face many times in his life. He ran for parliament and lost, only to
be elected two years later. When he was the first sea lord of the Admi-
ralty (equivalent to the US secretary of the Navy), he planned the
Gallipoli campaign in Turkey, which turned out to be an abject fail-
ure, and was fired. During the early 1930s, he railed against Nazi tyr-
anny, but nobody listened to him. Then in 1940 he became the prime
minister who led England in the war against Hitler. After the defeat of
Germany but before the war against Japan ended, the people held an
election, throwing him and his party out of office! Five years later, in
1950 he became prime minister for a second time. Wow! Talk about
perseverance, tenacity, and strength of character! I admire Churchill
so much because the story of how he overcame his struggles in life is
an example for all of us to follow.

As a graduate of the Air Force Academy—and I can truly say that
those four years were tough—I could handle the physical, military,
and mental aspects without much difficulty; however, my struggles
were mostly academic. You see, I was on the dean’s “other” list six of
eight semesters. I enjoyed courses in aeronautical engineering, com-
puter science, and electrical engineering so much that I took them
twice. Although this may seem humorous today, it is not an aspect of
my history that I am particularly proud of; nevertheless, the lesson
here is that one must never, ever give up. While many of my friends

A version of this article was published as “Lorenz on Leadership: Part 2, Air and Space Power
Journal 22, no. 1 (Spring 2008): 9-13.
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were going out to enjoy themselves on the weekends, I forced myself
to concentrate on my studies, especially those math and science
courses that held little interest for me—the ones I had to work on
twice as hard just to pass. This particular aspect of character served me
well in the more than 37 years I served in the Air Force. As the com-
mander of AU, I was lucky enough to be responsible for most of the
education in the entire US Air Force. Isn't America a great country?

Life Is a Marathon, Not a 50-Yard Dash

We've all seen examples of athletes or teams that, in a moment of
almost certain glory, celebrated too early, only to see victory swept
from their grasp by an opponent who, not surprisingly, never, ever
gave up. In our lives, it is important to remember that we must pre-
pare to run a marathon—not a 50-yard dash. I'm sure that in your
careers, you've seen military members start a task in a sprint only to
find out it required marathon-like stamina. Their first inclination was
to give up because it was too hard. They didn’t do their homework, so
they spent all their energy in the early stages and couldn't complete
the task. You see, life is about training and being prepared for oppor-
tunities when they come—you don't train for a marathon in the same
way you train for a 50-yard dash! You must invest time and effort in
understanding your goals and then in charting a course to accom-
plish them. I used the short-, mid-, and long-term approach, and I
taught my people this as well. There’s a lot of truth to the cliché
“What’s the best way to eat an elephant? One bite at a time.” Under-
stand the mission; do your homework; and never, ever give up!

Never Develop a Sense of Entitlement

You will never get what you want when you think you deserve it.
Rewards always come later than we are typically willing to accept.
Since we are human, we frequently compare ourselves to our peers,
but we should really compete only with ourselves—not others. We see
others being rewarded, so we take an “I should have won that” or “I
deserved that” attitude. If you get the feeling that “you deserve” some-
thing or feel that the organization “owes you,” immediately stop what
you're doing, take a deep breath, and reevaluate yourself because once
you go down that path of “me, me, me,” it’s hard to turn around. Over
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the course of my career in the Air Force, I saw a number of people
develop an entitlement attitude, only to end up disappointed and bit-
ter. When this happens, the person loses, his or her family loses, and
ultimately the organization loses. The Air Force or any job owes you
only one thing—the opportunity to compete and serve!

As a Leader, You Must Reach the Acceptance Phase
of Grief Faster Than the People You Lead

There are five traditional stages of grief: denial, anger, bargaining,
depression, and acceptance. When a challenge arises in your organiza-
tion, it is important that, as a leader, you reach the final stage long
before your people do. In 1993 I took command of the 22nd Air Refu-
eling Wing at March AFB, California. A few weeks after taking com-
mand, we had an operational readiness inspection (ORI), and the Air-
men performed brilliantly! I was so proud. On the last day, we all
gathered in the base theater for the outbrief. Horns, bells, and whistles
were going off, and everyone was pumped about getting the ORI grade
because they had worked so hard to do a great job. The inspector gen-
eral (IG) took the stage, and in the first of four categories, we got a
“high satisfactory;” and in the second category, we got a “high satisfac-
tory.” As the briefing progressed, the noise level got lower and lower
because everyone knew what was coming. Thats right, an overall
“high satisfactory”—which really just means a “satisfactory””

The IG then got up and left, leaving me, the wing commander, in
this room with these tremendous people who had done a wonderful
job, but it felt like all the oxygen had been absolutely sucked out of the
place. You could have heard a pin drop. Now, as the leader, what was
I to do? I had five options: denial, anger, bargaining, depression, and
acceptance. I thought long and hard about what to say, and having
reached acceptance faster than the folks in the room, I came up with
the following: “The IG is a great group of individuals who have come
here with a difficult task, and we are all better off because of their
feedback. But I'll tell you what I think. I think that grade is the biggest
bunch of ‘BS’ I've ever heard of”

At first there was no reaction to my remarks, but then the entire
room erupted in shouts and cheers! All I had done was reach accep-
tance of our final grade and then put into words what everyone else
in the room was thinking. However, imagine my surprise when we all
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went to the club to celebrate the end of the ORI and saw that a video-
tape of me making my statement about the grade was on a permanent
television loop for everyone to see and hear, over and over again! As
a leader, you must get through all the stages of grief before your peo-
ple do, so you can lead them through the tough times.

It’s Not about You!

The sooner you can wrap your mind around this one, the sooner
you can focus on what’s right and get out of your own way. Leader-
ship is not about you; it’s about the organization and the people who
work in it. As a leader, you set the tone of the organization and give
your folks the tools to succeed; then you must get out of the way and
let them do their jobs! Let’s take a lesson from sports. Professional
football teams have coaches—folks who devise the strategies and the
plays. They look at the team’s talent and put the right players in the
right position for the best possible outcome, but they are not out
there running the ball—their players do that.

As aleader, it’s your job to put the right folks in the right places to
ensure mission success. I've seen too many leaders who were afraid to
trust in their subordinates and the organization; consequently, the
pride and attitude of the workers suffered. Leadership is not about:
“Hey, look at me. I'm the leader. Look at what my organization has
done” Those who pursue the awards, promotions, and accolades are
often the ones exposed in time and eventually fall by the wayside.
People see right through someone who has his or her own agenda,
and that persons ability to lead is immediately sacrificed. Leaders
have to understand that it is about the people, the organization, and
the mission.

A few years ago, my spouse reminded me that it is indeed not
about me. We were at a conference, and during the course of the
meeting, I was asked a certain question several times. I don't recall
the question, and it’s not important. But I do remember being asked
this question for what seemed like a dozen times, so to be quite hon-
est, I was tired of hearing and answering it. While we were seated at
dinner that night, a young cadet happened to ask the very same ques-
tion again, and without hesitation I gave him a halthearted, emotion-
less answer. My mannerisms reflected my frustration with the ques-
tion, and my answer simply vocalized it.
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Overhearing what I had said, my spouse squeezed my arm and said,
“Honey, I know you've heard that question a dozen times, but that’s
the first time that cadet has ever asked it.” She was absolutely right. The
cadet didn’'t know how many times I had been asked that question, nor
did he care. He only knew that he had asked it and wanted an answer.
I immediately sought him out and gave him the right answer with the
right attitude. Remember, it’s not about you! (Postscript: this also ap-
plies to every promotion ceremony, parade, and speech you will ever
attend or participate in. You must be enthusiastic and sincere, no mat-
ter how many times you have done it before!)

You Want People with Ambition Working
for You, Not Ambitious People

My father taught me this statement a long time ago. As a leader,
you want people with ambition working for you—those are the folks
who are goal oriented and possess a willingness to strive for excel-
lence. They are the ones who are willing to do what it takes to fulfill
the mission, whether it’s staying late or working harder to ensure that
the goals and mission of the organization are complete. On the other
hand, ambitious people often have an ulterior motive behind their
actions—motives shrouded in “what’s in it for me?” versus “what’s
good for the organization?” As a leader, you will have to know the
difference.

You Never Know When You Are Going
to Make a Difference

In 1996 I became commandant of cadets at the Air Force Acad-
emy. In my first two years, nine cadets died due to rock-climbing, car
and aircraft accidents, and one to pulmonary edema at high altitude.
She was a third-class cadet (a sophomore)—a 19-year-old who was as
sharp as a tack! At the memorial service in the Cadet Chapel, I steeled
myself to go talk to her mother and father.

What could I say? This family had given their national treasure to
the Air Force, and she dies during training. In this moment, how could
I attempt to assuage her parents’ grief? I walked up and introduced
myself to her mother. “Maam,” I said, “My name is Steve Lorenz.” She
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immediately stopped me and said, “I know who you are, General
Lorenz; my daughter told me about you. She had just earned her su-
perintendent’s pin for getting good grades, and you saw her on the
terrazzo where all the cadets formed up and congratulated her for
doing a great job. She immediately went back to her room and called
us to say, ‘The commandant of cadets told me how proud he was of
me for earning the superintendent’s pin.” This conversation with the
mother is especially poignant to me because I do not remember talk-
ing to this young cadet at all, but this is what the mother remem-
bered. In a few seconds, I had made a difference in someone’s life. You
truly never know when you are going to make a difference.

During my tenure on the Joint Staff, I worked several layers below
the man I consider one of the greatest military officers of our time,
Gen Colin Powell. Now, before the days of e-mail, we used to hand
carry correspondence into his office. I distinctly remember going to
his executive officer’s desk one day to deliver a staff package. As I
turned to leave, a major entered the room with his grandmother and
said, “Grandmother, there is General Powell’s office” At that precise
moment, General Powell came out of his office to retrieve a package.
Seeing the major wearing his Joint Staff badge and his guest, he asked,
“Major, is this your grandmother?” The major said, “Yes,” and then I
saw General Powell gingerly take this lady’s hand and for the next
couple of minutes tell the grandmother what a great job her grandson
was doing and how without his support he would be unable to do his
job. General Powell then reached into a desk drawer, presented the
grandmother with a Joint Staff pin, and said he was off to a meeting,
but he thanked her again for allowing her grandson to serve. As soon
as his door closed, I turned to look at the grandmother, and you could
certainly see that her heart was aflutter—and so was mine. You see, in
less than a minute, General Powell had made a difference in her life,
the major’s life, and my life. It takes only a moment to make a differ-
ence, and you may never know when that moment will present itself.

Being in Our Profession Is
All about Service to Others

I am reminded of the photograph of the chief master sergeant sta-
tioned in Iraq who, after working a full 12-hour shift, would go to the
inpatient ward and hold a wounded Iraqi child who had lost her
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entire family. To me, this is what being in the military is all about—
service. Harking back to the days when civilians referred to someone
who joined the military, oftentimes they didn’t say that “he joined the
Air Force,” or “he joined the Army”” Instead they said, “He joined the
service” Why? Because that’s what we're all about—service to others.
I imagine that after his long shift, the good chief just wanted to go
back to his tent and unwind, but he had made a commitment to make
a difference and was prepared to execute that duty, no matter the cost.
This is a lesson we can all use. When we raise our right hands to take
the oath or when we put on our uniforms, we are saying “I want to
serve” and “send me, I'll go” There is no distinction between being in
the military and serving—they are one and the same.

What Will Your Leadership Legacy Be?

In my office, I have a quotation framed and positioned on my desk
where I can see it every day. It says, “My biggest fear is that I will look
back on my life and wonder what I did with it” Sooner or later, it will
be time for all of us to hang up our uniforms and find something else
to do. As I look back over my career, I continually wonder if I did
enough—if I did all that I could to make a difference and be a positive
influence on others. Hopefully I did.

I was lucky enough to travel with the chief of staff to Balad, Iraq.
We visited the hospital there, and one of the many individuals I talked
to was an Army lieutenant colonel—a tall, thin, lean, and gaunt man
with dark circles under his eyes. He was very tired! He was a battalion
commander who had been in the country for 11 months and was
visiting one of his wounded troops. After chatting for a few minutes,
I backed away from him to the other side of the tent, and people be-
gan to flow between us. As I stood there watching him, I said to my-
self, “You know, Lorenz, you've been a commander several times in
the last 35 years. I just hope you are a good-enough leader to lead
someone like that” You see, you must never, ever stop trying to be the
best leader you can be.






Lorenz on Leadership, Part 111

In 1987 I first wrote out my thoughts on leadership. The compila-
tion included 13 principles that AU published in the summer of 2005
as part I in what became the “Lorenz on Leadership” series. Later, in
the spring of 2008, AU published part II, which included an addi-
tional eight leadership principles. Over the last few years, various ex-
periences have highlighted yet another group of principles that I
present for your consideration.

When I first wrote down these principles, I certainly didn’t intend
to prescribe an approved way to think or lead. After all, none of these
principles is unique. I took them from other leaders who influenced
me through the years, hoping that readers would develop their own
set of principles.

This Is a Family Business

Families are important—this goes without saying. When I say that
this is a “family business,” realize that the term family encompasses
more than just your immediate loved ones. In this case, it also in-
cludes our extended Air Force family. I can’t tell you the countless
times I've heard people thank their “brothers and sisters in the Air
Force family” Sometimes they do so at promotion or retirement cer-
emonies, but I've also heard the phrase at going-away parties and in
daily conversations.

When we take time to reflect, we recognize the bond we share with
others in the Air Force is stronger than that for most coworkers in the
business world. This is especially true when we factor in the ties we
create after remote tours, overseas assignments, and long combat de-
ployments. You see, the term brothers and sisters in arms is no acci-
dent. As we live, train, sweat, and bleed together, these bonds grow so
strong that the only language we have to describe our feelings for
each other is the language of family—the Air Force family.

Building a strong Air Force family means that all of us share a com-
mitment to our fellow Airmen, treating them in ways that reflect our
commitment. We should all live in a way that maximizes our ability to

A version of this article was published as “Lorenz on Leadership: Part 3, Air and Space Power
Journal 24, no. 3 (Fall 2010): 5-12.
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touch the lives of others. This means that we should have a healthy
focus on others, not on ourselves. Paraphrasing a wise person, we
should not think less of ourselves; we should think of ourselves less.

Now, I would most certainly be remiss if I didn’t specifically men-
tion our spouses—our foundation. These are the men and women
who keep us strong, help us through the tears, and enable each of us
to serve in the world’s greatest Air Force. Our lives need balance, and
our spouses help provide that stability. I like to use the analogy that
such balance is similar to the spokes of a bicycle wheel. You see, a
bicycle needs balanced spokes in order to provide a smooth ride. Our
lives are no different. I think of the spokes as the different priorities in
our lives. If one of the spokes—Ilike the relationship with your spouse,
the needs of your children, or the responsibilities at work—gets
slighted, the wheel no longer rolls the way it should. It might even
stop rolling all together.

We must balance the spokes in our lives very deliberately and care-
fully. When we are balancing shortfalls and managing a limited
amount of time, money, and manpower, our spouses are often short-
changed. We can't afford to let that happen; we must always make
time to tell our spouses how much we appreciate them. It only takes
a minute to let them know how much we care. Maintaining the
friendship, trust, and energy in a relationship is a full-time job. It's up
to you to make it a fun job—for both you and your spouse.

Successful Teams Are Built on Trust

Although the Air Force family helps support and steer us through
our service, trust is the foundation of our existence. This trust is a
two-way street—both within our service and with the American pub-
lic. When an Airman from security forces tells me that the base is
secure, I know without a doubt that all is safe. Before flying, I always
review the forms documenting maintenance actions on that aircraft.
The aircraft maintainer’s signature at the bottom of the forms is all I
need to see to have complete confidence in the safety of that airplane.
I liken it to the cell phone commercial many of you have probably
seen. Although there may be a single man or woman in front, he or
she speaks with the voice of thousands standing behind. A successful
team is one that works together, enabled and empowered by trust.
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On our Air Force team, everyone’s ability to perform his or her
function is what builds trust and makes the machine run so smoothly.
Ultimately, we all share the same goal—the defense of our nation and
its ideals. That's the common denominator, regardless of rank, where
trust and mutual respect are paramount. At every base, in every shop
and office, Air Force leadership (officer, enlisted, and civilian) consis-
tently sets the example. We are all role models and always on the job.
Our Airmen live up to these expectations every day.

The trust and faith we share with the American public are a differ-
ent story. There are constantly under scrutiny—and for good reason.
Members of the American public “trust” us with their sons and
daughters—and billions of dollars of their hard-earned money. That
trust is built upon a foundation of accountability. To be accountable
is to be subject to the consequences of our choices. Whether we
choose to do the right thing—to act with integrity, service, and excel-
lence—or not, we have to be prepared to accept the consequences.

We are accountable for the choices we make in our personal lives.
The vast majority of choices that get people in trouble involve alco-
hol, sex, drugs, and/or money. Each year, some of us make wrong
choices in these areas and are held accountable. If you know Airmen
who are headed down a wrong path, help them before they make a
bad choice.

We are also accountable for the choices we make as military pro-
fessionals. We must adhere to the standards we learned from our first
days in uniform. When Airmen cut corners by failing to follow tech
order guidance or by violating a flying directive, we must hold them
accountable. We must police each other because if we don’t, small
lapses will lead to bigger ones, and the entire Air Force family will
eventually suffer. Overlooking a lapse is the same as condoning it.

When you assume responsibility for others as a supervisor or com-
mander, it is important to realize that you've taken a big leap in ac-
countability. Simply put, you are accountable for the choices your
people make. That is why you must lead by example. Your people
need to see that you set high standards and live according to those
standards. You must also enforce standards within your unit. You
should correct deficiencies at the lowest level before they grow into
something bigger. Remember this—units with high standards have
high morale. It’s been that way throughout military history.
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Feedback Fuels Change

Trust and accountability rely on feedback for success. We all have
blind spots—areas where we think things are better than they are. To
correct these, we need to be aware of them. This means that we need
to encourage dissenting opinions and negative feedback. We should
ask open-ended questions: What are we missing? How can we do this
better? What's the downside? What will other people say?

When our people answer, we must welcome their inputs, even
when those inputs don’t cast our leadership in the best light. In the
end, our time as leaders will be judged by the quality of our decisions
and the accomplishments of our people. The personal price we pay in
the short term for creating candor in our organizations is well worth
the long-term professional and institutional benefits of hearing the
best ideas and eradicating our blind spots.

In order to encourage our people to voice their alternative ideas
and criticisms, we have to be confident enough in our people to listen
to negative feedback and dissenting opinions, find the best way for-
ward, and then lead in a positive direction. We all like the “warm
fuzzies” we get when people agree with our ideas and give us positive
feedback. We naturally dislike the “cold pricklies” that come when
people disagree with us and point out our shortcomings. As leaders,
we have to be mature enough to deal with negative feedback without
punishing the source; the best leaders encourage frank feedback, es-
pecially when it is negative.

As followers, we must work at creating candor as well. While the
leader must set the tone for open communication, it is important that
those of us who voice dissenting opinions or give negative feedback
do so in a way that it can have the most effect. We can’t expect our
leaders to be superhuman—this means we should speak in a way that
doesn’t turn them off immediately.

We should also remember that the leader is ultimately responsible
for the direction of the organization. If he or she decides to do some-
thing that you disagree with, voice your opinion—but be ready to
accept the leader’s decision. As long as the boss’s decision isn't illegal
or immoral, you should carry it out as though the idea was your own.
That’s the mark of a professional Airman.
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All Visions Require Resourcing

As leaders, we must be prepared to face many kinds of potential
challenges, both anticipated and unexpected. While working on the
challenge, as a leader, you will be faced with balancing a limited
amount of time, money, and manpower. In order to optimally allo-
cate these critical resources, leaders must develop visions for their
organization.

To realize a vision, several things need to happen. First, you must
align the vision with one of our core service functions. The closer to
the core, the easier it will be to gain support and, eventually, resourc-
ing. Next, take the vision and develop a strategy. Depending on your
vision, the strategy may involve acquisition, implementation, execu-
tion, modification, or one of many other aspects. Let your strategy
start at the 40 percent solution, then evolve to 80 percent, and finally
to 98 percent. Realize the process is continual and that you will never
get to 100 percent.

With the strategy in place, you can start socializing the vision. So-
cialization will also help your vision progress and grow roots through
increased organizational support and understanding. The support will
help you champion the concept for resourcing. After all, your vision
must have resourcing in order to come true. Those resources will go to
winners, not to losers, so invest the time and energy to be a winner.

In life, and especially in the Air Force, priorities and personnel are
always changing. Over time, your vision will need to adapt to the re-
alities of change. It will require even greater persistence and objectiv-
ity. Giving your vision roots and aligning it with core functions will
create something that can be handed off and sustained through
change. The best ideas, sustained by hard work, can be carried for-
ward by any leader.

You may also find yourself joining an organization and accepting
someone else’s vision. In this situation, evaluate their vision against
current realities and resourcing priorities. If they've done their home-
work, the project will be easy to move forward. If they haven', assess
the vision to determine if it should move ahead or if its time has passed.
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Objective Leaders Are Effective Leaders

In essence, a leader develops a vision to help guide decision mak-
ing. Most decisions are made without much thought—almost instinc-
tively based on years of experience. Other decisions, however, involve
time and thought, and they can impact other people. These are the
decisions where the process is an art; it defines who we are as leaders.

Saying this isn’t a stretch. As leaders, we do things in order to cre-
ate a desired effect. Making the “best” decision hits at the core of cre-
ating that effect and, in turn, is an essential aspect of being an effec-
tive leader. Now, these aren’t decisions that involve “right versus
wrong”—or lying, cheating, or stealing—we must never compromise
our integrity. In fact, most of these decisions involve “right versus
right,” and the decision may be different today than it was yesterday.
This is what can make them so challenging. Let’s take a moment to
look at the elements involved in making the “best” decision.

Effective decisions require objectivity. The old adage “the more ob-
jective you are, the more effective you are” has never been more ac-
curate or applicable than it is today. It can be tempting to look at deci-
sions through the lens of a small straw. Effective leaders must step
back and gain a much broader view; they must open their aperture.
I've always advocated looking at issues and decisions from the view-
point of your boss’s boss. This approach helps to open the aperture
and maintain objectivity.

In order to gain the broad, objective view, leaders must work to
gather a complete picture of the situation. Some call this situational
awareness; others call it a 360-degree view of the issue. In either case,
that awareness involves considering all of the variables that weigh
into the decision, the interests involved in the decision, and the po-
tential consequences of the decision. The potential consequences
must include possible second- and third-order consequences. Tough
calls like these can involve individuals, organizations, and issues be-
yond those initially considered. Weigh the consequences against unit
missions and organizational goals. Investigate how the decision will
move things forward in the near, mid, and long term. This will pro-
vide the context for the decision and, although it will involve a lot of
work, will result in the broadest view of the entire process.

Tough decisions can be very emotional. Don’t let emotion play into
the decision-making process. Emotion only serves to cloud the issue;
it can potentially result in a decision where near-term happiness fades
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quickly into mid- and long-term unintended challenges. Leaders
must look at decisions from the outside, unattached to the emotional
influence from within. They must rise above such distractions in or-
der to maintain their objectivity and keep their organizations headed
in the “best” direction.

Train Wrecks—How Can
We Prepare for Impending Crisis?

Unfortunately, it is the unanticipated crisis that often derails orga-
nizations headed in a positive direction. I like to call those unantici-
pated challenges “train whistles in the distance.” In reality, it’s pretty
easy to know when trains are coming down the tracks. They are big,
make lots of noise, and are accompanied by warning lights and bells.
Trains typically run on a schedule, making it even easier to know
when to either step to the side or hop onboard.

We rarely get the same notification from an impending crisis in the
workplace. More often, it appears, seemingly from out of thin air, and
immediately consumes more time than we have to give. Through
frustrated, tired eyes, we wonder where the crisis came from in the
first place. Even though we vow never to let it happen again, deep
down we know that it’s only a matter of time before the next one hits
our organization by surprise.

Such an outlook is what helped create an entire school of thought
called “crisis management” We have crisis action teams and emer-
gency response checklists—we even build entire plans describing
how to effectively deal with the train that we never saw coming. These
impacts can be hard to absorb and usually leave “casualties” behind.
Wouldn't it be better to prepare for specific contingencies and not rely
on generic crisis-response checklists? Wouldn't it be better for the
organization if a leader knew about the train long before it arrived?

So, how does a leader get the schedule for inbound trains? In many
cases, just getting out of the office and talking to members of an orga-
nization can help a leader identify potential issues and areas of risk.
By the same token, if you are a member of an organization and know
of an upcoming challenge, it is your responsibility to research and
report it.

Candor and objectivity alone will probably help catch 90 percent
of the issues before they impact an organization. In order to achieve
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100 percent, a leader must work hard to avoid complacency. When
things get “quiet” within an organization, it doesn’t necessarily mean
that everything is being handled successfully. In fact, the hair on the
back of every leader’s neck should start to stand up when things get
quiet. After all, it probably means that the leader isn’t involved enough
in the daily operation of the unit and that the first two elements, can-
dor and objectivity, are being overlooked. This is the time to be even
more aggressive about candor, information flow, and objectivity.

Leaders who work hard to enable candor, remain objective, and
discourage complacency have a unique opportunity to steer their or-
ganizations in the best direction when challenges or crises loom. As
they identify the inbound trains, leaders can decide whether to ma-
neuver clear or to hop onboard. You see, each inbound train is an
opportunity. It is a chance to fight for new resources—money and/or
manpower—and to unify their team toward a common objective.
Leaders should anticipate inbound trains as a means to improve their
organizations.

So then, what is the best way for a leader to guide people through
change? There are certainly many methods to do so, and each one
depends on the type of change expected. In all cases, however, the
principles that underlie the preparation for change are the same.
Preparation builds confidence, helps a leader’s organization be less
fearful of approaching uncertainty, and ensures that the organization
is much more effective once change arrives.

This is where education and training come into play. We educate
in order to prepare for uncertainty. Education helps us understand
why the change is necessary. It also helps us objectively assess the
environment and rationale necessitating the change. With objectivity,
we can unemotionally assess the benefits and drawbacks of the dif-
ferent potential courses of action. Education is a never-ending self-
improvement process. The different levels occur at specific spots in
our careers—opening doors and creating opportunities. Because the
Air Force lines up education programs with future levels of respon-
sibility, it can be difficult to adequately catch up on education. Never
pass up the opportunity to further your education.

While education helps us prepare for uncertainty, training pro-
grams are designed to prepare for certainty. After all, it’s those things
we expect that fill our syllabi and lesson books. We train for them
over and over until recognizing and reacting to them are second



PART 1, ARTICLES FROM AIR AND SPACE POWER JOURNAL | 27

nature. This is one reason why we use checklists so much in the Air
Force. They help lead us accurately through challenging times.

Through experience, our collective list of “certainty” grows. It
shapes the evolution of our training programs. You see, when we re-
act to a challenge, we create a certain result. Positive results reinforce
the action and make us more confident. Although the positive result
“trains” us to use the same response next time, it typically doesn’t
teach us to handle anything other than the exact same challenge.
When we make mistakes or experience negative results, we have an
opportunity to learn. Even though it may not be as much fun to in-
vestigate our failures, we are more apt to critically assess the challenge
and develop other, more successful, potential courses of action.

As a leader, you must ensure your people have the education nec-
essary to prepare them for uncertainty and the training to guide them
through certainty. As an individual, you must aggressively pursue
these opportunities to further develop yourself as well. Such prepara-
tion will instill the confidence necessary to embrace change.

In the End, People Are Still People

Although leadership will always be about the people we lead, tech-
nology has changed the way we do our jobs. Beyond the most notice-
able and tangible aspects like e-mail, PowerPoint, and cell phones,
technology has transformed the workplace in three main areas: col-
laboration, automation, and personal accessibility. Collaboration in-
cludes our ability to network, collect, and share information. Getting
the right information to the right people when they need it isn't always
as easy as it sounds. After all, accurate information is a key element in
making objective decisions, and objectivity is what keeps our organi-
zations headed in the best direction. Today’s challenge, however, is
managing the sheer volume of available information. Technological
advancements will only make this challenge greater in years to come.

By automation, I'm talking about technology’s impact on the tasks
we do each and every day. Historically, automation has been one of
the enablers for doing “more with less” Our most expensive asset is
our people. Technology gives us the ability to energize certain efhi-
ciencies by replacing manpower with technology. Maintaining the
balance of technology and manpower will continue to be a daily lead-
ership challenge.
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Lastly, accessibility applies to our ability to contact anyone, any-
where, and anytime through voice and data communication. There
are two key aspects of accessibility: how leaders make themselves
available to others and how you, as a leader, take advantage of the
availability of others. It is important that commanders, while mak-
ing themselves available at all hours of the day, don’t foster an envi-
ronment where subordinates are afraid to get decisions from any-
where but the top. At the same time, leaders must guard against
exploiting the availability of others, especially subordinates. Such
exploitation will only reinforce to subordinates that decisions can
only come from the top.

Accessibility has also changed how we make ourselves available to
others. Many commanders like to say that they have an “open door
policy” Don't fool yourself into thinking that issues will always walk
through the open door. Leaders still need to escape the electronic ac-
cessibility, namely e-mail, and seek human interaction. New Airmen
in the squadron aren’t going to raise a concern by walking into a com-
mander’s office, but they might if the commander is able to interact in
their work environment. Leadership by walking around will always
be a positive leadership principle.

Each of us has reacted differently to the impact technology has had
on the workplace. I like to think that there are three kinds of people
when dealing with technology: pessimists, optimists, and realists. The
technology pessimists are those people who resist any change due to
improved technologies. Technology optimists jump at the earliest op-
portunity to implement any technological advancement. Technology
realists, who make up the lion’s share of us all, accept that change is
necessary and work to integrate improvements, but they don’t con-
tinually search for and implement emerging technology.

Our organizations need all three technology types in order to run
smoothly. It is incumbent upon each of us to understand what kind
of technologist we—and those whom we work around—are. This is
simply another medium where one size won't fit all. Leaders must
adapt their style, depending on whom they deal with and the nature
of the task to be performed. The pessimist might not “hear” the things
communicated electronically. By the same token, resist the tempta-
tion to always communicate electronically with the optimist. Instead,
push for the personal touch and realize that your approach must be
different for each person.
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In essence, leadership is the challenge of inspiring the people in an
organization on a goal-oriented journey. Technology enables that
journey, and we, as leaders, must successfully manage both the ben-
efits and detriments of that evolution. Ultimately, leaders are still re-
sponsible for themselves, their people, and the results of their units.
It's how they can make a difference, both in the lives of their people
and in the unit’s mission.

It’s Your Turn

In the end, a leader’s true mission is to achieve a desired effect. As
a result, I always approach each new assignment or responsibility
with two main goals: to leave the campground better than I found it
and to make a positive difference in people’s lives. Working toward
these goals—in concert with the Air Force’s core values—helps us all
to be servant leaders, focusing on others ahead of ourselves while ac-
complishing the mission.

Once again, let me emphasize that these principles, like the others
I've written about through the years, are merely my observations. They
are—in no way—the single best way to lead nor are any of them unique
or earth-shattering. These leadership principles are merely things I've
noticed from other leaders who influenced me. I encourage each of
you to develop your own set of leadership principles and share them
with others. Not only will it help you become a more effective leader,
it will also make our Air Force even stronger than it is today.
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Articles for Senior Leaders

The following articles for senior leaders were written
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Transforming Air Force Education
for the Long War and Beyond

Air University (AU) is currently in the process of transforming for
the “long war” and beyond. The idea of a university reorganizing for
war may seem odd, but in the Western way of war, warriors and aca-
demics have always enjoyed a close relationship. The Wests first great
general, Alexander, was tutored by Aristotle; when he went to war, he
did so with academics in his train. According to noted military histo-
rian Victor Davis Hanson, the close relationship between warriors
and scholars in the Western way of war is one of the main reasons for
its success across the millennia.'

In the US military, the connection between thinkers and fighters
has become closer than ever, and exploiting this relationship to the
tullest is vital to winning the current war. Doing so, however, will
require (1) understanding how military education differs from the
traditional civilian model and (2) reorganizing our present system of
military education to meet the emerging challenge.

The Unique Nature of Military Education

At its core, the US system of military education does not signifi-
cantly differ from the civilian system. Both are based on the univer-
sity model of research and teaching that has dominated Western edu-
cation for centuries. In this model, professors conduct research to
push their fields forward. They produce books and articles that they
subsequently teach to their students and, in the process, become bet-
ter educators themselves. This procedure, which systematically turns
out better students, faculty, and ideas, has played a significant role in
the explosion of knowledge in the West and is largely responsible for
the lightning pace of innovation in science and technology today.

Military education, however, differs from most academic fields in
a number of ways. First, although hundreds or thousands of schools
offer instruction in most fields of study, in the United States only a
handful of joint/service schools teach military art and science. Further

A version of this article was published as “Transforming Air Force Education for the Long War
and Beyond,” Air and Space Power Journal 21, no. 2 (Summer 2007): 5-9.



34 | PART 2, ARTICLES FOR SENIOR LEADERS

restricting the breadth of the field, for the most part only those
schools associated with certain service sponsors have faculties knowl-
edgeable about particular domains of war. Thus, for instance, we have
only one air war college, one land war college, and one naval war
college—a situation that places an enormous burden on service-
school faculties to research and publish work related to the type of
war for which their service is responsible. In most fields of study;, if
professors do not publish, they can fall back on books and articles
published elsewhere to stay current and educate their students. At
service schools, however, they are often the only game in town.

A second difference between military schools and the majority of
civilian schools involves pure versus applied research. In most fields
of study, professors write for academic audiences. Promotion, tenure,
and other benefits come from moving academic debates forward. In
the civilian world, outside of business, law, and engineering schools,
writing for policy makers and practitioners may even have negative
connotations since it might appear to sully an instructor’s credentials
as an unbiased observer. However, in military education this rela-
tionship is reversed, with practitioners constituting our most impor-
tant audiences. Military schools conduct, or should conduct, their
most highly regarded research for policy makers in Washington, gen-
erals in the field, and students in the classroom. Though important,
purely academic work does not have the pride of place it enjoys at
civilian schools.

A third difference involves urgency. The ideas that we in a military
university explore through research and the lessons we teach often
pay oft—for good or ill—much faster than in other fields of study. For
instance, a school’s decision about whether to drop classes on con-
ventional war and add lessons on insurgency this semester or to wait
for another year can mean the difference between life and death; its
results will show up on the battlefield with the next graduating class.
This fact can place more pressure on our schools to change curricula
and on military professors to develop new areas of knowledge and
expertise than is the norm at civilian schools.

A fourth difference concerns the need to educate a larger portion
of our workforce. Both civilian and military sectors desire more edu-
cated workers, but we have a stronger impetus. In modern warfare,
particularly during times of rapid change, education acts as a mas-
sive power multiplier. Today the US military needs flexible and in-
novative thinkers almost as much as it needs bombs and bullets. Yet
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realistically, until fairly recently we have had enough resources to
educate only a small fraction of the force. The issue of increasing the
size of the educated force carries high stakes.

The Need for Change

Currently the United States finds itself in the midst of geopolitical
changes that tax the flexibility of our system of military education.
After 9/11, the nation’s military schools worked to integrate lessons
on terrorism into their curricula. As the war in Iraq heated up, they
added seminars on insurgency. Yet today our schools face an under-
lying problem vastly greater than updating curricula and changing
lessons. Essentially, we confront adaptable enemies who sometimes
innovate faster than our own capacity to do so. Stateless organiza-
tional structures, ongoing cyber wars, and remote-controlled impro-
vised explosive devices are only the most recent outputs of our ene-
mies’ idea-generating systems. Using innovations produced by these
systems, they have found ways to circumvent our ponderous Cold
War military apparatus and have pinned down our forces across the
globe. Their flexibility at times trumps our material advantages. All
too often our enemies appear to be winning this war of innovation.

To answer our opponents, we must improve our system’s ability to
produce and disseminate new ideas. This new system must have two
parts: it must systematically generate relevant new ideas, injecting
them into national debates, and it must develop adaptive, innovative
students who can continue the process after they leave our military
schools.

AU has begun to play a role in this war of ideas, but doing so re-
quires significant changes. The core of our strategy at Maxwell AFB,
Alabama, calls for reenergizing the university model of research and
teaching that so effectively propels innovation in the civilian sector.
This approach is not new to the Air Force. Throughout the1930s, the
Air Corps Tactical School employed it in an effort to confront the
specter of a rising Germany and Japan and to develop new uses for
emerging airpower technology. Using a combination of theory, his-
tory, and field research, instructors at the school wrote the plan em-
ployed by the United States in World War II and educated Airmen
who developed strategies used by the Air Force for the next half cen-
tury. Unfortunately at some point during the Cold War, AU reduced
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its emphasis on this spirit of innovation and outreach to national
policy makers. For the most part, the Air Force outsourced service-
related research on military strategy to independent think tanks, and
the university became mainly a teaching school.

This neglect of innovation has proved costly to the nation as well
as to our faculty and students. Although the Air Force remains the
world leader in developing military technology, it lags behind the
Army in its ability to produce and disseminate thoughts about how to
use its new technology and ideas. By one count, for every book pub-
lished on airpower today, five appear on ground-centered military
solutions. In 2006 the Strategic Studies Institute—the Army War Col-
lege’s in-house think tank—produced 53 monographs, but during the
same period, AU’s tiny think tank produced only two.

When it comes to injecting ideas into national debates, we find
ourselves similarly behind. For example, of the military experts regu-
larly featured on Fox News and CNN, Soldiers outnumber Airmen
five to one, and the vast majority of newspaper articles on airpower
derive from interviews with ground-power experts. This lack of re-
search production also has secondary consequences. Today the per-
centage of AU professors with a strong grasp of air, space, and cyber-
space theory and history is small compared to the percentage of
land-power experts at Army or Marine schools. At times this dearth
of experience shows up in the classroom. I firmly believe that each
military school has a duty to develop and disseminate new ideas about
the ways its service can assist the nation and contribute to the joint
fight in the long war. AU has not done as well as it could in this area.

Transforming Air University for War

To bring us back into the war of ideas, AU has begun changing the
way it does business. We are treating this endeavor as part of the war
effort. Success will require an integrated campaign involving numer-
ous approaches.

First, we are reorganizing our command structure. Although the
Air Force originally collocated its schools at Maxwell AFB specifically
to develop synergies, at present little overlap exists among the schools.
Primarily, a command structure with too large a span of control drives
this lack of lateral communication. By centralizing stafts and decreas-
ing such spans, we hope to increase synergy among the schools and
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enhance their accountability to our Air Force, the joint community,
and the nation.

The second set of changes involves providing our instructors with
greater resources and incentives to publish on topics related to air,
space, and cyberspace. To do this, we are building a new university
research institute—an initiative taken by the other services decades
ago with good results. We believe that this institute will go a long way
toward generating and disseminating ideas about ways the Air Force
can contribute to national security. In line with the university model
of research and teaching, the institute will have a second purpose:
giving AU professors with innovative air-, space-, and cyberspace-
oriented research agendas time away from the classroom to conduct
their work. Doing so will not only increase our pool of researchers,
but also will improve our faculty—and hence the education we offer
our students.

On a similar note, we are taking significant steps to give our pro-
fessors incentives to conduct research on Air Force-related topics.
Ironically, in the system that has evolved (partially because of the
small audience for air-related publications), instructors often have
greater incentives to research topics unrelated to the Air Force than
to examine questions pertaining to air, space, and cyberspace.

Similarly, publications aimed solely at academic readers often re-
ceive more credit than work intended for policy audiences. Beyond
this, the knowledge and expertise that active duty students and in-
structors bring back fresh from the field often go unheeded because
these warriors do not possess academic-level writing skills. To cor-
rect these problems, we are asking the schools to reconsider how they
reward research and promote professors. Research specifically per-
taining to ways that air, space, and cyberspace can contribute to the
joint fight will receive the highest honors. Applied research—white
papers, group endeavors, and similar projects—will receive as much
credit as purely academic work. Skilled writers who coauthor with
instructors and students possessing practical experience will receive
as much credit as do those who prefer to work alone. These changes
should help vector research toward the war effort.

Producing ideas, however, is not enough. To be effective, they
must be disseminated to the nation’s intellectual centers, so we have
launched a number of initiatives to facilitate this process. Every year
our students and faculty write hundreds of papers—most of which
either appear in forums read solely by academics or disappear onto



38 | PART 2, ARTICLES FOR SENIOR LEADERS

library shelves. To correct this problem, we have begun to guide stu-
dent research in directions that answer current questions related to
the Department of Defense (DOD), the Air Force, and the joint com-
munity and to catalogue as well as track papers produced at AU so
that relevant audiences can locate them online. We have also created
a requirement that students and faculty summarize their work in
“blue darts”—short op-eds or influence articles—that we can forward
to the DOD, joint service, or media audiences, as appropriate. Be-
yond this, we have begun to stand up special research teams that can
rapidly respond to high-level research taskings, ensuring that DOD,
joint, and Air Force policy makers can reach back to AU for informa-
tion and expert opinions.

On a more academic front, we have recently launched a new jour-
nal, Strategic Studies Quarterly, to help promote debate on high-level
policy issues and have created a new online e-mail publication, The
Wright Stuff, to quickly disseminate research and ideas to the Air
Force audience and beyond. We are also experimenting with a num-
ber of other initiatives. We have begun to commission studies on im-
portant topics from well-known authors. In addition, we are once
again sponsoring symposia that bring policy makers and academics
together to discuss important issues and are partnering with civilian
and military universities as well as think tanks to help stimulate re-
search and debate on Air Force-related issues. Taken together, these
steps and others like them should increase the flow of ideas dealing
with air, space, and cyberspace to audiences that can use them. Over
time these changes will substantially increase the number and quality
of relevant new ideas flowing out of AU. They will also help develop
our faculty and improve the education we offer students.

The third approach aims directly at our student body. As the United
States begins to understand the nature of the long war, the need for
training in language and regional cultures has become even more ap-
parent. Accordingly, over the last year, we have substantially increased
our offerings in these areas. To support the Air Force’s new cyber mis-
sion, the Air Force Institute of Technology will soon supplement its
current graduate curriculum in cyber operations with a 12-month
program in cyber warfare. Much like the Air Corps Tactical School’s
efforts to pioneer air war in the 1930s, this hands-on initiative engages
faculty and students in a combined effort to develop technology and
doctrine for fighting in cyberspace. We have also added to the number
of courses in other relevant fields such as counterterrorism, counter-
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insurgency, space, and cyber warfare. Finally, we are currently in the
process of revamping our Air and Space Basic Course to do a better
job of building the confidence and a warrior ethos that will serve our
junior officers for the rest of their careers.

Lastly, we are taking steps to add dramatically to the number of
students we educate. Through partnerships with civilian schools, we
have been able to exponentially increase the educational opportuni-
ties for enlisted Airmen. By 2008 we will begin to offer them the
opportunity to pursue a bachelor’s degree. Our new distance-learning
program will soon allow us to give all officers a chance to pursue an
AU master’s degree by the 12th year of their careers. We are also
attempting to create a new AU PhD in strategic studies—the first of
its kind in the US military—that will greatly increase the pool of
doctorate-holding officers from which the Air Force will draw its fu-
ture senior leaders. Beyond this, we are making major changes in our
education of junior officers and in our noncommissioned officer acad-
emies as well as taking advantage of new cyber technology to develop
communities of practice for squadron commanders. Our goal in all of
this is to increase vastly the number of flexible and innovative thinkers
in the Air Force.

Conclusion

In sum, the United States has only now begun to come to grips
with the nature of the long war and what lies beyond. Winning this
war will require us to leverage our existing strengths. It will require
new equipment, new tactics, and, from time to time, even new strat-
egy. But it also requires something more. Our best hope for succeed-
ing in this struggle lies in developing a system that institutionalizes
innovation. More than anything else, we need new ideas as well as
men and women who, understanding the problems we face, can in-
novate and adapt to overcome them. The system of military education
we continue to pioneer at AU will take a significant step toward devel-
oping this system and, over the long run, defeating our opponents.

Notes

1. Victor Davis Hanson, Carnage and Culture: Landmark Battles in the Rise of
Western Power (New York: Doubleday, 2001), chap. 5.






Accountability in Public Life

It is cruel, this accountability of good and well-intentioned men.

—“On the Collision of Wasp and Hobson”
Wall Street Journal

December 2008— “Accountability” is a loaded word in public life. It
is usually associated with failures and firings (and, some might add,
“scapegoating”). Given this negative connotation, if we were asked if
we wanted to be “held accountable” for something, we would proba-
bly not volunteer.

Yet, that is exactly what we do when those of us who are appointed
to senior offices accept the responsibility for leadership of a public
institution. For us, it’s imperative to understand that holding people
accountable can seem cruel, yet it is essential for maintaining the
public trust. Let me explain why.

I've learned that there are three levels of accountability in public
life. The first level is that of the individual in public service. To be
individually accountable is to be subject to the consequences of our
own choices. If we choose to do the right thing, we typically receive
positive consequences. In fact, it is important to understand that
holding people accountable must include rewarding good behavior
and performance. When we choose not to do the right thing, how-
ever, we can expect negative consequences. This is often what we as-
sociate with the word accountability. For most of us, making the right
personal and professional choices is simply a matter of living accord-
ing to the established institutional standards. These standards are
usually written down and are clearly stated. There is little guesswork
involved. We simply have to choose to adhere to the standards.

When we are assigned responsibility for others as a supervisor or
commander, we assume a higher level of accountability—the second
level. We become accountable for the choices of our people. Most of
us learn rather quickly that we must set the right example for our
people. We must also enforce the standards—preferably at the lowest
level before minor discrepancies grow into major ones. As leaders, we
also get some room to adjust the standards higher than the mini-
mum. For example, I've always found that when my units had high
standards, they had high morale, so I intentionally adjusted our
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expectations higher. Nevertheless, the minimum standards were
clear, and we all knew what they were.

There is a third level of accountability for those who rise to be se-
nior leaders in a public organization like the US Air Force. This level is
fundamentally different. We are still accountable for our own choices
and those of our people, but we are also accountable for outcomes.

In our business, results matter; senior leaders are accountable for
results. We can have the right intentions and work hard, but results
speak for themselves. Furthermore, when things go terribly wrong,
senior leaders are accountable, whether or not they had any direct
personal involvement. If this seems cold and cruel, that's because
sometimes it is.

Perhaps the best explanation of this level of accountability is a
1952 Wall Street Journal editorial written after the USS Hobson and
the USS Wasp collided. The commanding officer of the Hobson had
gone to sleep, leaving his subordinates to run the bridge. He was
awoken as the two ships approached each other; in his disorienta-
tion, he gave a steering command that, in retrospect, was fatal. His
last command took the ship right in front of the Wasp. When the
ships ran together, the Hobson was cut in two and sank within four
minutes. The captain, and 176 of her crew, drowned as a result. The
Navy convened a board of inquiry to assign accountability for the
incident. Many believed that it was unfair to assign blame to an ex-
emplary officer whose intentions could not have included such ter-
rible consequences.

In response, the Wall Street Journal editorial staff wrote, “This ac-
countability is not for intention, but for the deed. The captain of a
ship, like the captain of a state, is given honor and privileges and trust
beyond other men. But let him steer the wrong course, let him touch
ground, let him bring disaster to his ship or to his men, and he must
answer for what he has done. No matter what, he cannot escape. It is
cruel, this accountability of good and well-intentioned men.!

Like the captain of a ship or the pilot of an aircraft, senior leaders
are responsible for setting the right course for their institutions in a
dangerous, uncertain world. Unlike lower-level supervisors and ju-
nior commanders, they often have little written guidance on how to
do this.

These leaders are responsible for charting the course for their in-
stitutions, and they are accountable for the results, although they
cannot possibly predict the future with certainty. For many years to
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come, people will second-guess their decisions with the benefit of
hindsight. Suffering this second-guessing is part of being a senior
leader, and it is something all strategic leaders must come to grips
with.

We have chosen to assign this level of accountability to our senior
leaders. It is a tough choice, but, as the Wall Street Journal article ex-
plains, “The choice is that or an end to responsibility and, finally . . .
an end to the confidence and trust in the men who lead, for men will
not long trust leaders who feel themselves beyond accountability for
what they do™

This is the reason for assigning such a high level of accountability
for senior leaders of public institutions. Accountability is essential for
trust. We risk losing the trust of the American people if we do not
hold ourselves accountable. When things go wrong, the American
people need to see that we take action to correct the problems. But we
must also evaluate the situation and, as appropriate, assign account-
ability for those responsible. Sometimes, accountability should be as-
signed to senior leaders. This is especially true when we find prob-
lems that are “systemic” in nature. Only our senior leaders have the
ability to find and fix systemic problems, even if they were not per-
sonally involved in the incidents that brought these problems to light.
Our leaders are responsible and accountable for charting the right
course for the institution. When the institution strays, senior leaders
must be held accountable.

This can be cruel, but we are dealing with a Hobson’s choice, which
is really no choice at all. We either accept this level of accountability
or risk losing trust. Accountability, especially for our senior leaders,
is the price we pay to establish and maintain trust.

Given current events, the time may have come for private institu-
tions to learn this important lesson. Indeed, it is becoming increas-
ingly apparent that decisions made by business institutions such as
those in the financial sector affect the public welfare for good or ill.
This development is reinforced by the investment that Americans,
acting through their elected representatives, are willing to make in
private corporations. As these “private” institutions are increasingly
expected to act in the public interest, they will have to build public
trust. If they want to do this in a lasting way, they will have to grap-
ple with the subject of accountability. Perhaps they should look to
the wisdom of an old Wall Street Journal editorial as they do so.
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Notes

1. “On the Collision of Wasp and Hobson,” Wall Street Journal, 14 May 1952.
2. Ibid.



Leadership Principles for Senior Leaders

August 2009—In 1987 I was commander of the 93rd Air Refueling
Squadron at Castle AFB, California. Late one night, I sat down and
wrote out a list of leadership principles. There was nothing magical
about them—they were simply useful precepts I had learned over the
years. I added to those principles in the summer of 2005 as the direc-
tor of financial management and comptroller at the Pentagon and
again, in the spring of 2008, as the commander of AU. As the com-
mander of AETC, I published monthly articles, short vignettes, de-
tailing the application of the leadership principles that have guided
me through the years.

I have never sought to instill my leadership principles on others.
Rather, I've tried to motivate others to reflect on the leadership prin-
ciples that have guided them, to write them down, and to develop
them. I've tried to help them use their principles to develop those
within their command and to push their organizations towards
greater success.

That said, I offer the following for consideration.

Never Develop a Sense of Entitlement

As senior leaders in the Air Force, you are entitled to certain priv-
ileges. Those privileges exceed what most Air Force personnel are
authorized. Although the privileges come with increased responsibil-
ity, others won't always see it that way. A large dose of humility can go
a long way. After all, an organization’s success depends on all of its
members keeping their egos in check.

A leader must be able to connect with subordinates and communi-
cate from a shared common vision that everyone can comprehend
and accept. It is always easier to communicate your vision by talking
about an experience or using an analogy that everyone can relate to,
understand, and remember. It is critical that leaders deliver their
message in easily grasped terminology.

If you ever get the feeling that “you deserve” something or that the
organization “owes you,” immediately stop what youre doing, take a

A version of this article was delivered to the Senior Leader Orientation Course.
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deep breath, and reevaluate the situation. The “me” path is a danger-
ous one, and once you start heading in that direction, it can be hard
to turn around. Over the course of my career in the Air Force, I've
seen a number of people develop an entitlement attitude, only to end
up disappointed and bitter. When this happens, the person loses; his
or her family loses; and, ultimately, the organization loses.

Creating Candor

It is essential that candor be a part of every organization. Candor
helps us to identify our blind spots. Everyone has them—areas where
we think things are better than they are, areas where we're a little too
confident. To find the blind spots, we must encourage dissenting
opinions and negative feedback. We should ask our organizations
open-ended questions: “What are we missing?” “How can we do this
better?” “What’s the downside?” “What will other people say?” When
our people answer, we must welcome their inputs, even when those
inputs don’t cast our leadership in the best light.

As followers, we must work at creating candor as well. While the
leader must set the tone for open communication, it is important that
those who voice dissenting opinions or give negative feedback do so
in a way that it can have the most effect. When voicing your disagree-
ment, propose a solution or alternative path. If you are pointing out a
blind spot for one of your leaders, strongly consider doing it in pri-
vate. This is especially true if the issue is more personal in nature. It’s
much easier for a leader to listen to a criticism made in private.

In the end, our time as leaders will be judged by the quality of our
decisions and the accomplishments of our people. The personal price
we pay in the short term for creating candor in our organizations is
well worth the long-term professional and institutional benefits of
hearing the best ideas and illuminating our blind spots.

Accountability

If we were asked if we wanted to be “held accountable” for some-
thing, we would probably not want to volunteer. Yet that is exactly
what we do when those of us appointed to senior offices accept the
responsibility for leadership of a public institution. For us, it is impera-
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tive to understand that holding people accountable can seem cruel but
is an essential ingredient toward maintaining the public trust.

When we are assigned responsibility for others as a commander, we
assume a higher level of accountability. We become accountable for
the choices of our people. Most of us learn rather quickly that we must
set the right example for our people. We must also enforce the stan-
dards, at all levels, before minor discrepancies grow into major ones.
I've always found that units with high standards also have high morale.

In addition to being responsible for the choices of others, senior
leaders are accountable for the outcomes and results of those choices
whether or not they had any direct personal involvement. In our busi-
ness, results matter, and even the best intentions cannot erase poor
results. If this seems cold and cruel, that’s because sometimes it is.

Accountability is essential for trust. We risk losing the trust of the
American public if we do not hold ourselves and our people account-
able. When things go wrong, the public needs to see that we took
action to correct the problem. Many times, accountability is assigned
directly to senior leaders. This is especially true when we find prob-
lems that are “systemic” in nature. Only our senior leaders have the
ability to find and fix systemic problems, even if they were not per-
sonally involved in the incidents that brought these problems to light.
We either accept this level of accountability or risk losing trust. Ac-
countability, especially for our senior leaders, is the price we pay to
establish and maintain the public trust.

Objective Decision Making

Making decisions is something leaders do each and every day.
Most decisions are made without much thought, almost uncon-
sciously and, in many cases, automatically. Others, however, are deci-
sions that involve time and thought and can impact more than just
ourselves. These are the decisions where the process is an art, and it
defines who we are as leaders.

First, and foremost, effective decisions require objectivity. The old
adage, “the more objective you are, the more effective you are,” has
never been more accurate or applicable than it is today. It can be tempt-
ing to look at decisions through the lens of a small straw. Effective
leaders must step back and gain a much broader view; they must open
their aperture. I've always advocated looking at issues and decisions
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from the viewpoint of your boss’s boss. This approach helps to open
the aperture and maintain objectivity. After all, if your boss’s boss is
happy with your boss, then your boss will be happy with you.

In order to gain the broad objective view, leaders must work to
gather a complete picture of the situation. That awareness involves
considering all the variables weighing into the decision, competing
interests involved in the decision, and determining the potential con-
sequences. The potential consequences must include possible second-
and third-order consequences. Tough calls like these can involve in-
dividuals, organizations, and issues beyond those initially thought.
Weigh the consequences against unit missions and organizational
goals. Investigate how the decision will move things forward in the
near, mid, and long term. This will provide the context for the deci-
sion and, although it will involve a lot of work, will result in the
broadest view of the entire process.

Lastly, tough decisions can be very emotional. Don’t let emotion
play into the decision-making process. Emotion only serves to cloud
the issue and, potentially, can result in a decision where near-term
happiness fades quickly into mid- and long-term unintended chal-
lenges. Leaders must look at decisions from the outside, unattached
to the emotional influence from within. Leaders must rise above such
distractions in order to maintain their objectivity.

Leaders use decision making to define reality. Decisions made
within context and with the benefit of situational awareness will po-
sition future issues for success and establish tomorrow’s realities for
our subordinates, our boss, and, ultimately, our boss’s boss. In the
end, objectivity will ensure that decisions will result in the desired
effect and will keep you and your organization headed in the “best”
direction.

Lean Times

You don’t need to pick up a newspaper to know that our nation and
our Air Force face challenging economic times in the months and
years ahead. Leading in lean times requires making tough choices, but
this is what leaders do. If you've ever heard me discuss leadership, then
you have heard me say that leaders must learn the art of balancing
shortfalls. We never have enough time, money, or manpower. This is
true in our personal lives as well as our professional positions.
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We often use tools to help us. One tool I have found to be indis-
pensible is the “unfunded requirements list” This list includes all of
the projects and upgrades for your organization that are not in the
budget. This list must be comprehensive and part of a multiyear plan
for improvement. Most importantly, it must be a priority order. In
order to accurately prioritize the requirements, tie each of them to
either core, sustainable, or enhanced tasks. The core tasks are things
you have to do to accomplish your mission and are the most essential.
Your goal is to work down the items on the list one at a time—focus
on the top priority until you get the resources required and then go to
the next item. You should be ready to execute the top priority at any
moment; you never know when the resources will be available.

In lean times, we must protect the core tasks. This means being
ruthless in cutting the enhanced items first, and then figuring out
workarounds when sustainable items have to go. Sometimes we may
have to implement a workaround that is uncomfortable, but we must
in order to protect the mission and core tasks.

Develop Your Vision

Our job, as leaders, is to make people’s dreams come true each and
every day. I know you all have dreams, visions that could benefit our
Airmen both today and tomorrow. Such visions must be pursued—
you should never, ever, ever give up.

In order to realize a vision, several things need to happen. First,
you must align the vision with one of the core functions I mentioned
earlier. The closer to the core, the easier it will be to gain support and,
eventually, resourcing. Next, take the vision and develop a strategy.
Depending on your vision, the strategy may involve acquisition, im-
plementation, execution, modification, or one of many other aspects.
Let your strategy start at the 40 percent solution, evolve to 80 percent,
and remain at 98 percent. Realize that the process is continual—you
will never get to 100 percent.

With the strategy in place, you can start socializing the vision. So-
cialization will also help your vision progress and grow roots through
increased organizational support and understanding. The support will
help you champion the concept for resourcing. After all, your vision
must have resourcing in order to come true. Those resources will go to
winners, not to losers—invest the time and energy to be a winner.
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In life, and especially in the Air Force, priorities and personnel are
always changing. Over time, your vision will need to adapt to the re-
alities of change. It will require even greater persistence and objectiv-
ity. Giving your vision roots and aligning it with core functions will
create something that can be handed off and sustained through
change. The best ideas, sustained by hard work, can be carried for-
ward by any leader.

You may also find yourself joining an organization and accepting
other people’s visions. In this situation, evaluate their vision against
current realities and resourcing priorities. If they’ve done their home-
work, the project will be easy to move forward. If they haven', assess
the vision to determine if it should move ahead or if its time has passed.

Our Air Force needs you to champion your visions, to develop
them along our service core functions, and to socialize them—let
them grow roots and evolve. Do your homework and the resources
will follow. After all, it is your initiatives that fuel the positive change
that makes our Air Force the finest in the world.

What Will Your Leadership Legacy Be?

As I said before, the most important point about these leadership
principles that I have laid out is to encourage others to define their
own principles. I hope to motivate and aid our service’s leaders in
identifying and clarifying their positions, not in memorizing mine.
In order for a leader’s set of principles to be effective, they should be
based on a foundation—such as the ideals embodied in the Air Force’s
core values—and they must reflect who that leader is. As senior lead-
ers in today’s Air Force, continue to develop and articulate your prin-
ciples; you will never regret it, and it will make you better leaders for
our nation.
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Never, Ever Give Up:
A Story of Educational Perseverance

Winter 2009—In order to succeed at the US Air Force Academy,
cadets must excel at academic, athletic, and military challenges.
One of the toughest lessons all cadets learn during the four years is
how to balance their natural strengths—the things they enjoy being
good at—with everything else. In essence, this balancing act paves
the way for success in service to the nation after graduation. Resting
only on our strengths makes us one-dimensional leaders. Our
country needs leaders who are able to engage in many dimensions.
For me, I learned very quickly that I was going to have to work
hardest in the “academic dimension.” It ended up being one of my
greatest struggles.

The journey actually began in the summer of 1960 when I was
only nine years old. My father was a captain in the Air Force, sta-
tioned at Lowry AFB in Denver, Colorado. One Saturday, he drove
my entire family down to Colorado Springs, and we visited the Air
Force Academy for the very first time. I remember it like it was yes-
terday because that was the day I fell in love with the Academy. Con-
struction on Cadet Chapel had yet to begin, and Sijan Hall was still
years in the future. I remember standing there, under the bright blue
mountain sky, and pledging to myself that one day this was the place
I would go to school. As a fourth grader, I did not know how I was
going to get there, but I knew right then and there that I was going
to devote all my energy to becoming a cadet at the most beautiful
school I had ever seen.

During the next nine years, through eight moves and eight differ-
ent schools (including four high schools), I followed my father across
the country and around the world. During that entire time, I kept my
goal in sight to become a cadet at the Air Force Academy. I joined
every high school club. I tried out for every sport I could participate
in. I took every course the Academy required. I even ran for every
high school office that was available. This was particularly tough be-
cause we were moving almost every year. I took the ACT and then the

A version of this article was published as “Never, Ever Give Up,” Checkpoints, December 2009,
21-22.
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SAT—five times! If there was anything that I thought would improve
my chances to get into the Academy, I did it!

When it finally came time to get an appointment to the Academy,
I immediately applied to Illinois, my home state. My congressman
wrote back that even with all my hard work, I was fourth in line for
an appointment and that I should try again next year. I was disap-
pointed and somewhat discouraged but vowed not to give up. I talked
to the Academy group, which was then in Washington, DC, and they
told me that some congressional districts did not have qualified can-
didates. They recommended that I should also apply to those dis-
tricts. My dad was stationed in Washington at the time, so I literally
started walking the halls of Congress until I came upon the office of
Cong. Tim Lee Carter of Kentucky’s 5th Congressional District. He
had no qualified candidate that year and, after I had a face-to-face
meeting with the congressman, nominated me to the Academy to be
a member of the class of 1973. I was on top of the world! On 23 June
1969, on a bright, shiny day, I reported to the base of the ramp with
1,403 of my new classmates.

Basic Cadet Training was a blur. We ran everywhere, from dawn
until dusk. Upper classmen yelled at us all day long. It seemed we
were in constant motion 24 hours a day. However, I was happy. I had
achieved my life’s goal and was a cadet at the US Air Force Academy.
It had been a challenge to get into the Academy, but I was now a cadet,
and I thought the hardest part was over. Boy was I wrong! Little did I
know that the hard part was just beginning.

It started when we took the battery of aptitude tests that seemed to
go on forever. I did well in the social sciences and ended up validating
the entire fourth class year of history, and my political science scores
were well up there. However, in the math and science areas of the core
curriculum, I was at the bottom of the heap. My math scores entitled
me to be placed in all the “peoples” courses. Anything that had a
“101” attached to it and was a “bucket” section was where they sent
me. I slugged my way through one math and science course after an-
other. I had more extra instruction sessions in physics than actual
classroom sessions and still ended up with a “D”” I think they did not
give me an “F” because they felt sorry for me.

I survived my fourth class year, but the “bucket” sections were get-
ting smaller as many of our classmates resigned or were “academi-
cally” asked to leave. Third class academic year began, and for the
first time, I really understood what challenging academics were. The
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11 semester hours of the “peoples” Math 201 were pure drudgery. I
just barely survived that onslaught, when Computer Science 200
snuck up on me, and I met my first academic board with a big fat “F”
It was quite a humbling experience to stand at attention in front of 13
captains, majors, and colonels justifying why I should stay at the
academy. Since I had validated fourth class history and it appeared
that my military order of merit was adequate, they voted to keep me
for one more semester to see how I would do. I passed Computer Sci-
ence 200 on my second try and slid into second class summer. It had
gotten to the point that I was living semester to semester and looking
forward to summer training because I knew I could make it through
the military training without too much trouble.

Second class academics began, and I was finally getting into some
history and political science courses that were actually enjoyable. In
fact, political science classes were so enjoyable that I declared interna-
tional affairs as my major. However, two gigantic math and science
hurdles remained. A solid year of electrical engineering (EE) and aero-
nautical engineering stood like the Rocky Mountains between me and
graduation. Two other things that were about to affect my future time
as a cadet were also out there, but being 19 years old, I did not see them
coming. The first was that I was now truly at the bottom of my class in
the math and science areas. All the other cadets who had, for two years,
cushioned my grades at the bottom of the bell curve were gone. The
second was that I had finally met a young lady. Yes, now when I needed
to be truly focused on studying to make it to the end, I started dating.
During the middle of the week when I should have been studying, I
was now talking on the telephone. Every weekend, I was faced with the
choice of studying for courses I truly disliked or going downtown to
date this young lady. Being 19, I found that the choice was, of course,
obvious! As the fall semester started slipping by and I prepared for fi-
nals and Christmas leave, I had a very uneasy feeling.

On 23 December 1971, I arrived at McConnell AFB, Kansas, on
Christmas leave to visit my parents. I told my dad that I was “con-
cerned” about my grades. This turned out to be an understatement.
Early on Christmas Eve, he called my academic advisor and asked him
to find out what my grades were. My advisor checked and called my
dad back immediately. He said I had done well in history and political
science and had earned a 2.0 grade point average for the semester, but
I had flunked both EE and aeronautical engineering! He also said that



56 | PART 3, ARTICLES FROM CHECKPOINTS

the academic board would be meeting to decide my fate the day after
Christmas. He told my dad that things did not look good.

Needless to say, this was not a very happy Christmas for me and
my parents. I spent all day praying that I would be allowed to stay at
the Academy to redeem myself and to earn those golden lieutenant
bars. The hours passed by so very slowly. On the afternoon of the
26th, my advisor called my dad and said that because of my Military
Order of Merit, the academic board had voted to let me stay. How-
ever, Il would be restricted to the cadet area for six months and would
have to take R-Flight (summer school) my first class summer to grad-
uate with my class. The Academy board had given me another chance.
I was so thankful, but I was about to learn some very valuable lessons
during the next six months.

When I got back to the “z00,” I found out that 17 of my classmates
had flunked out that semester; I was still at the Academy by the grace
of God and the dean. I also found out that I was assigned six (the
maximum number) weekend academic call to quarters (WACQ).
Each WACQ was two and a half hours long, which meant in addition
to all the military duties that occurred each weekend, I also had to be
at my desk studying a minimum of 18 hours from Friday night until
the Sunday evening call to quarters. This was easier said than done,
especially during the dark ages. I remember sitting at my desk study-
ing EE (for the second time) and watching my classmates leave the
squadron area to go on dates downtown. After about a month of this,
my initial euphoria of getting to stay at the academy passed, and I
started to get depressed. I began to ask myself, “Is all this pain worth
it?” I hated EE and aeronautical engineering; I was never going to
use these “worthless” classes. I told myself that the core curriculum
was a waste of time. I was on the verge of resigning, but a group of
people and a piece of precious metal changed my mind.

That group of people included my family, air officer commanding
(AOC), professors, and classmates who helped and encouraged me
during this challenging time. They assisted me in studying for my
classes and motivated me when I was down. They all made a real dif-
ference in focusing and improving my spirits. However, I will never
forget the day my squadron ordered class rings. I remember trying
on that piece of precious metal for the first time. It was so big, heavy,
and beautiful. They gave me an order form with a picture of the 73
class crest. I thought it was magnificent. I took the order form and
taped it to the wall in front of my desk. From then on, when I started
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to feel sorry for myself, I would look at the picture of that beautiful
ring and remind myself why I came to the Academy in the first place.
I started to count down the days until the ring dance: 100 days, 98,
50, 25, and so on. Finally the great day arrived. That night when I put
the ring on for the first time, I knew all the hard work had been
worth it and that the Academy had shaped my life forever.

The semester that I had been “locked” in my room for six months,
I achieved my highest grades. That summer “R-Flight” went well,
even though I did not get any leave. My firstie (senior) year was still
challenging, but there was nothing that could get in the way of those
gold bars. On 6 June 1973, 564 of my classmates preceded me in get-
ting their diplomas handed to them by Sen. Barry Goldwater of Ari-
zona, with a total of 844 of us getting to walk across the stage. After
four long, hard years, I had finally made it, earning an Academy de-
gree and the coveted golden lieutenant bars.

I have had a lot of time over the 36 years since graduation to reflect
on how the entire Academy experience affected me and shaped my
life. Like everyone else, I have faced personal and professional chal-
lenges. But even on the darkest of days, I looked back and remem-
bered the WACQs, EE, and aeronautical engineering. If I could make
it through the Academy’s academic challenges, then I could make it
through anything.

Like most graduates, I internalized the honor code as a daily “code
of conduct” However, I left the Academy with other major life lessons
as well. The first was that you must “never, ever, ever give up.” If you
are willing to work hard and stay focused, tenacity and perseverance
will help you prevail. The second was that the pursuit of learning
through education, even during the dreaded core curriculum, is a
major building block for success in life. You see, taking courses is not
about the grades; it is about what you learn and how you use that
learning in your everyday life. We all must never stop learning and
growing. To this day, I am always reading and studying. Finally,
achieving any great endeavor is all about teamwork. If it were not for
my parents, family, professors, advisors, and classmates that helped
me graduate from the academy, I would not have been able to serve
our nation in the world’s greatest air force.

As I said at the beginning of this article, one of the toughest les-
sons to learn at the Academy is to balance one’s natural strengths
across the academic, athletic, and military dimensions. I used to
think my challenges were unique, but as the years have passed, I
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have observed that many, if not most, cadets had similar challenges
in one or more of these three dimensions. Our graduates and the
nation are all the better for it.



We Win as a Wing, We Lose as a Wing:
A Story of Spirit as a Force Multiplier

On the fields of friendly strife are sown the seeds that on other
days and other fields will bear the fruits of victory.

—Gen Douglas MacArthur

Summer 2010—1 will never forget the night of 9 November 1996.
A well-coached Air Force Academy football team with a phenomenal
quarterback solemnly walked off the field at West Point’s Michie Sta-
dium. An average Army football team had just soundly defeated
them 23-7. As Ilooked across the field, I saw the reason why. A sea of
4,000 screaming West Point cadets decked out in Army black and
gold jerseys danced in the stands, cheering as one. You see, the Army
football team wasn’t made up only of those wearing helmets and
shoulder pads—it also included a highly organized group of cadets,
cheerleaders, and its band. Together the Army team had one goal in
mind: defeat Air Force!

As I followed the Air Force football team off the field, I realized that
our Cadet Wing should work to have the same effect as the Army
Corps of Cadets. Although the wing could not help on the field, it
could have an impact from the stands. Organized and energized as the
Army cadets were that night, our Cadet Wing could be worth at least
three to seven points by the end of the game. In many games, those
three to seven points are the difference between winning and losing.

The Air Force football team completed the 1996 season two weeks
later with a final record of six wins and five losses. Of all the games
that season, six of them were decided by fewer than seven points.
Although we beat Notre Dame, losses to both Army and Navy forced
the Academy to relinquish possession of the commander-in-chief’s
trophy for the first time in seven years. As the commandant of cadets,
I knew we could do more to support the football team. I thought that
the team would be a good unifying element within the wing and a
method to increase overall morale and pride. In addition, such em-
phasis could benefit other intercollegiate programs as well.

A version of this article was published as “We Win as a Wing, We Lose as a Wing,” Checkpoints,
June 2010, 20-22.
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We formed the Cadet Wing Esprit-de-Corps Committee co-
chaired by a member of the Air Force Academy’s Falcon football team
and a nonintercollegiate cadet. The committee started by surveying
all 40 cadet squadrons and each of the four classes to better under-
stand the environment at the Academy. At the time, intercollegiate
athletes from 27 teams comprised 25 percent of the Cadet Wing. It
was an important study, and the results ended up telling a very inter-
esting story.

The committee found that there was a significant amount of re-
sentment between the intercollegiate and nonintercollegiate cadets.
Nonintercollegiate cadets perceived that the intercollegiate athletes
hid behind their privileges, like separate dining, reduced room in-
spections, and less time at mandatory military training events. The
intercollegiate athletes expressed frustration that the nonintercolle-
giate cadets did not appreciate the significant time required on the
practice fields. These perceived friction points between the groups
would be a major hurdle in building overall wing spirit. If we wanted
to make a difference on the “fields of friendly strife,” we needed to
move the perceptions within the wing closer together.

After assessing the study results, the Cadet Esprit de Corps Com-
mittee built a plan named “Operation Restore Thunder.” Its mission
was to bridge the gap between intercollegiate and nonintercollegiate
cadets. The plan aimed to foster an environment within the Cadet
Wing where cadets both feel and demonstrate pride in their Academy
and all cadet programs.

The committee’s recommendations looked at established spirit
programs at Army, Navy, Texas A&M, and the Citadel and started at
the top of the cadet leadership chain. They established a new cadet
leadership position (wing spirit officer) and recommended that the
new person work and live on wing staff with the captain of the foot-
ball team. Together, these two cadet leaders were tasked to build an
overall strategic campaign plan on how the entire Cadet Wing team
would support not just the football team but all intercollegiate teams
for the entire year. In turn, each cadet squadron adopted an intercol-
legiate team, and both the cadet squadron commander and the re-
spective team captain had to brief the commandant on their yearlong
strategic support plans. These plans had to be updated monthly with
the commandant.

The committee also found that most cadets liked living with others
that have similar tastes, backgrounds, and experiences. If we were
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going to get each group to understand the other’s challenges and
build a true wing team, we needed to get them away from this ten-
dency and “walk in each other’s shoes” What better way to do that
than to live and work together? So the committee recommended a
policy that aimed to “integrate” all cadets, forcing intercollegiate ath-
letes to start living with nonintercollegiate cadets. It was not a popu-
lar policy, but over time the new roommates gained an understand-
ing for each other’s challenges.

The Cadet Wing began publishing a master calendar that included
specific “games of the week” They encouraged all Academy mission
elements to avoid scheduling events that conflicted with those games
so that more cadets could attend and lend their support. We created
cadet spirit awards and designed a blue “spirit jersey” to be worn at
games. We even started preparing the battlefield during the cadet’s
first summer in Basic Cadet Training. The wing spirit officer gave all
new cadets a briefing about specific “spirit responsibilities,” telling the
new cadets that they were the engine that produced the energy to
keep the Academy’s spirit machine running smoothly.

We instituted the Outstanding Military Athlete Award. We reinsti-
tuted car rallies and spirit dinners. After specific games, we had the
coaches and team captains thank the Cadet Wing for their support.
We established a weekly air tasking order (ATO) to support the
teams. The ATO described the spirit plan of attack for specific games
and periods of time. At every game the chief of wing spirit was re-
sponsible for coordinating the Cadet Wing, cheerleaders, and the
Drum and Bugle Corps. We developed scripts for contingences at the
games. The scripts further developed the ATO and described when to
cheer, what to chant, and how the plan would change based on the
score and phase of the game. Once again, we required that the Cadet
Wing stand up in the bleachers whenever the team was on the field.
When we sang the third verse of the Air Force song, the Cadet Wing
went out on the football field to show solidarity with the team. The
cadets formed a line and held hands with the team as the entire wing
sang together.

We had plans whether we won or lost; we were always there to sup-
port the team. None of these ideas were original, but three things
were different: (1) every idea fit into the cadet-built strategic spirit
plan; (2) the cadets implemented all aspects of the plan; and (3) the
plan had the support of the superintendent, dean, commandant, di-
rector of athletics, and the coaches. The plan supported our initial
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goals: improve cadet morale, build pride in the Academy, and unite
all of the Academy mission elements towards a common goal—defeat
the opposition! Slowly but surely the “me” mentality transformed
into a “we” mentality. After all, we go to war as a team and not as in-
dividuals.

We kicked off the next football season in August 1997 with our
great football coach Fisher DeBerry briefing each of the four cadet
groups. Coach DeBerry emphasized how important the entire Cadet
Wing was to victory. He talked about teamwork and how the Cadet
Wing’s energy and spirit made a difference on the field. The first game
of the season was against Idaho during parents’ weekend. The cadet
strategic plan, the ATO, contained a day-by-day schedule that called
for a car rally, a spirit dinner, and a major pep rally to build spirit in
preparation for the game. It also set up a time for the wing spirit of-
ficer to utilize our new public address system to practice new cheers
with the Cadet Wing, cheerleaders, and the Drum and Bugle Corps.
The battle slogan became “feel the thunder;” and everyone at the
Academy greeted each other with that cry.

In the beginning, the fourth class cadets and those cadet leaders
responsible for the plan accounted for most of the participation.
Many cadets thought “spirit” was spontaneous and resisted organized
motivation. The first game against Idaho was very close, but Air Force
was victorious, 14-10. As we all stood on the field in Falcon Stadium,
holding hands and singing the “third verse,” many in the stands felt
the Cadet Wing team had made a difference. The next week when we
were getting ready for an away game at Rice in Houston, Texas, Coach
DeBerry and the team captains thanked the Cadet Wing for the en-
ergy that helped in the victory. The wing stood and cheered. We
crushed Rice 41-12. The next week, the team came back home to the
Academy and squeaked by the University of Nevada-Las Vegas by
just one point, 25-24. Coach DeBerry once again thanked the wing
for making a difference.

Our next game was critical—against our in-state conference rival
Colorado State University. The previous year, we watched a large
halftime lead turn into a difficult loss at home by only one point; it
was a real heartbreaker. The cadet leadership decided to pull out all
the stops. The plan called for a 1,000 cadet-strong contingent to fill
the stadium in Fort Collins. We ended up sending even more to the
game; the setting was electric. We totally dominated the field and
beat them 24-0!
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We won four of the next six games. Of those games, five of them
saw the game end with a margin of fewer than seven points. The next
big game was now against the Army Knights at Falcon Stadium. The
commander-in-chief’s trophy was in play because we had previously
defeated Navy by three. The ATO built up the spirit and anticipation
during the week leading up to Saturday’s game. There were lots of ter-
rific spirit banners and pep rallies. We even scheduled fly-bys from
both the Air Force and the Army. However, this year it was all strate-
gically thought out and run by the cadets with one goal in mind for
the Cadet Wing team—Beat Army!

The Cadet Wing marched onto the field wearing battle dress uni-
forms (BDU) before the game. Many in the stands thought they
should have worn service dress, but it was all for effect. Right before
kickoff, the entire wing removed their BDU tops, revealing bright
blue Air Force spirit jerseys. The giant sea of blue stunned everyone.
This was followed by 16 F-16%s in afterburner that flew over during
kickoff. Army never had a chance. We destroyed them 24-0. I re-
member walking by the West Point superintendent and commandant
and exclaiming, “We stole all of your spirit ideas!” The wing contin-
ued its spirited support and helped the football team to 10 wins and a
postseason bowl appearance that season. All told, the Cadet Wing
was flying high.

Away from the football field, the other intercollegiate teams en-
joyed the support of the 40 cadet squadrons as well. Can you imag-
ine 75 cadets cheering on the rifle team in the middle of the week or
50 cadets showing up to support the fencing team? It happened be-
cause the cadet leadership made it happen. Now, I am not saying all
the cadets bought into the strategic spirit plan, but the more they
saw the positive results their efforts created, the more they wanted to
participate.

The following year witnessed even more success. The football team
won 12 games, finished the season nationally ranked, and crushed the
Washington Huskies 45-25 in a postseason bowl game. After the last
game of the regular season, the Cadet Wing approached the director
of athletics and asked to tear down the goal posts in Falcon Stadium.
Now, goal posts are expensive, and new ones were certainly not in the
budget. I was impressed with the request and excited when the athletic
director actually let them do it in the name of the Academy spirit.

More than a dozen years have passed since those young cadets
built and implemented the “Operation Restore Thunder” spirit plan
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for the Cadet Wing. These cadets are now captains and majors in our
US Air Force, and many have seen combat in Iraq and Afghanistan.
They helped improve the tradition of team excellence at our Air Force
Academy and have carried that winning attitude with them into their
military and civilian careers. The spirit committee ended its initial
briefing to the Cadet Wing with a quote from John Wooden, the well-
known collegiate men’s basketball coach: “Success is a peace of mind
which is a direct result of self-satisfaction in knowing you did your
best to become the best you are capable of becoming.” I believe that
all the cadets, both on and off the athletic fields, internalized this
ideal. Today, our Air Force and our nation are all the better for it.
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Back to Basics

15 July 2008—These are challenging times. If youre keeping up
with the news, youre probably as frustrated as I am when you see
editorials with titles such as “Clean up the Air Force” While we have
important issues such as nuclear accountability that must be ad-
dressed, you and I both know that the vast majority of the Air Force
does not need “cleaning up.” As Secretary of Defense Robert Gates
has said, “I have every confidence in you, and in the Air Force that
has served our country so well”!

Nevertheless, when faced with these negative perceptions, our best
answer is to get back to basics. Every good team faces bad news from
time to time. The excellent teams get through adversity by focusing on
what made them excellent to begin with. This is what we must do now.

For the US Air Force, our basics have been and must always be our
core values: integrity, service, and excellence. These values have stood
the test of time. They sustained our predecessors when they faced dif-
ficulty, and they will do the same for us today.

Integrity is our number one value, which is why we say “integrity
first” When used to describe a building, the word integrity implies
strength. If a building has integrity, it can weather a storm and re-
main strong. The Air Force is built upon the integrity of its people—
you and me. If our collective integrity is strong, then the Air Force
will be able to weather any storm. Unfortunately, the opposite is true
as well.

I believe the key to integrity is transparency. Our actions should be
transparent to outsiders. While they may not always agree with our
decisions, they will see that we are making an honest effort to do what
is right. Everything we do in serving the nation should be done as if
we were being observed by the American people. If we act in this way,
integrity will not be a problem.

We are all public servants, and this requires sacrifice. In short, it
requires us to put “service before self” We exhibit this core value
when we leave our families for deployments, when we put ourselves
in harm’s way, and even when we work the extra hour to make sure
the job is done right.

Service before self does not mean service in spite of self, however.
We all have times when our personal lives, especially our families,
take priority. That is when we as the Air Force family must step up
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and cover for each other. When you take on an additional task to help
a fellow Airman who is dealing with personal issues, you make the
Air Force stronger. And one day, someone will do the same for you.

We became the world’s leading Air Force by exhibiting “excellence
in all we do,” and we must keep striving for excellence today. This
means that we must aggressively and constantly seek improvement.
The Airmen who came before us would not settle for the status quo.
They always sought better ways of doing business—better processes,
better equipment, and better training. We must do the same.

It is a fact that the most dangerous time for each of us is when we
first get comfortable at something, be it flying a sortie, repairing an
engine, teaching a class, or driving to work. Comfort leads to com-
placency, and complacency kills. For this reason, I believe that we all
should be a little uncomfortable in our jobs. That slight degree of
discomfort gives us a valuable edge that spurs us to learn more and
get better.

Can I share a secret with you? I'm a little uncomfortable in my new
position as commander of AETC. As I learn about what the great Air-
men of the command do, I am truly humbled. Our command is so
large and diverse that I have a hard time seeing how I can ever be-
come as knowledgeable as I want to be.

Although I would like to be comfortable, I know that personal
comfort would be professionally detrimental for the Airmen I com-
mand. That is why I'm going to leave my comfort zone, focus on the
basics, and strive for bigger and better things for our team. I am just
one Airman; however, I can’t do anything alone.

No one says it better than our acting secretary of the Air Force,
Michael Donley: “There is no quicker route to recovery than the
power of tens of thousands of Airmen and civilians rededicating
themselves to the high standards of excellence that have always been
the hallmark of the world’s best Air Force” I ask you to come along-
side me, and let’s work together to turn adversity into opportunity by
getting back to basics.

Notes

1. “Gates: Focus on Nuclear Mission,” Air Force Print News, 10 June 2008.
2. Ed White, “Acting SECAF Donley Shares Perspective with Airmen,” Space Ob-
server, 10 July 2008.
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Staying Safe in the Real World

11 August 2008—TIt’s no secret. We're flying some old airplanes. In
fact, aging airplanes continue to consume much of our attention. We
are currently replacing the wing boxes on our C-130s, first delivered
in 1956. Late last year, we grounded our F-15Cs, first delivered in
1974, after one literally broke apart in the sky. And more recently, we
have focused on the T-38, which was first delivered in 1961.

In April, two AETC pilots died in a T-38 crash at Columbus AFB,
Mississippi. The investigation board performed a thorough analysis
of the wreckage, and we now know that the cause was a broken part,
a lever in the wing. The lever broke as the airplane taxied, and this
caused the flight controls to be ineffective on takeoff. This is the first
time this part is known to have failed.

As soon as he found out about the levers, my predecessor, Gen Bill
Looney, directed a halt in flying to allow inspection of every lever in
the fleet. If a lever was cracked, or even if it had a nick, gouge, or
scratch, our team replaced it.

But we didn’t stop there. We learned that the lever suffers high
stress when flight controls are moved on the ground with no power,
so we stopped this practice. In addition, our T-38 pilots paused to
study the accident and the malfunction. We have also teamed up with
Air Force Materiel Command (AFMC) to take two important steps.
First, we studied the levers in-depth to react to the original problem.
More importantly, we were proactive by disassembling multiple air-
craft to look for additional parts that may develop similar problems.

Because there is a very small chance that these levers may fail at
some unspecified time in the future, AFMC is manufacturing new,
stronger levers for all T-38s. As soon as these levers are available, we
will install them.

Some people will ask, “Why don’t we stop flying until these levers
are ready?” It’s a good question, and we did consider this. After a full
discussion with commanders, flight engineers, maintenance experts,
and instructor pilots, we decided that continuing to fly was the right
thing to do. In making this decision, we weighed the risk of flying
with that of not flying, including the loss of pilot proficiency. Arriving
at this decision was not easy, but the experience taught us important
lessons about staying safe in the real world.
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Safety is critical, but if we wanted to be perfectly safe, we would
never fly. In fact, we wouldn’t travel in our cars, play sports, or walk
to the park. In all of these activities, there is a small chance that an
accident can happen. Even though we know this, we seldom think
twice about driving to work, playing basketball, or walking down the
street. We all accept risk in order to live our lives.

And in the Air Force, we must accept some risk in order to accom-
plish our mission. The T-38 is a very safe airplane to fly. You have my
word that if I learn of information to the contrary, we will stop flying
immediately. In the meantime, we will accept the inherent risks of
flying to accomplish the mission of producing pilots.

Accepting that risk, however, does not relieve us of the responsibil-
ity to be proactive. Just as we are tearing T-38s apart looking for other
parts that could break, we should all look around our shops and seek
out areas where our people are at risk.

When we find a dangerous situation, or one finds us, we must
pause to consider our options. We should learn as much as we can
and seek inputs from all levels. After taking time to think, command-
ers and supervisors should implement the safety measures that best
minimize the risk to their people while allowing them to accomplish
their mission. They should explain the problem and the plan of ac-
tion to their people. After this, everyone should monitor the situation
as they get back to work.

We can never drive risk to zero. However, we can continuously
strive to make our workplaces and processes safer. As Airmen, we
have come a long way. My grandfather used to tell us how he partici-
pated in too many funeral processions when he attended pilot train-
ing in 1919. Since then, Airmen have been tremendously successful
in reducing risk while training and fighting in the air.

Now it is our turn.
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Look into Their Eyes

18 August 2008—If we want the Air Force to be a family, we must
do what a family does—care for one another.

At a recent conference for new squadron commanders, a com-
mander’s spouse asked me a great question: “What is the one thing we
can do to make the most difference for our people?” My answer was
simple. It's not a program or an event. You have to care for them. You
will make mistakes as a leader, and sometimes you will encounter
situations where there are no good answers, but if your people know
that you care for them, they will overlook and forgive your faults. If
you are sincere, they will respond by giving you their all.

So how do you show those around you that you care about them?
Here’s a simple way. Ask them how they are doing, and while you are
listening, watch their eyes. Why? Effective leaders understand that
the eyes are the window into the soul.

Many of us don't want to admit when we’re having problems. We
want to be strong, or we don’t think our problems are big enough to
talk about. When asked how we are doing, most of us will respond
with the typical “I'm fine”

In the Air Force, we are fortunate—the vast majority of our folks
are inherently honest. While we may say we're “fine;” because that is
the culturally acceptable thing to do, our eyes will not lie. If someone
isn't fine, you will see it. And that's when you take the time to ask
again, maybe in a slightly different way. You may have to ask several
times. Take the time to do this. It’s important.

For example, you may pass Airman Jones in the hallway and ask
him how he is doing. Although he says “fine,” he doesn’t really look at
you. This is your chance to make a difference. Don’t miss it. “How is
your family doing?” you ask. Airman Jones quickly answers, “They’re
OK” but he still doesn’t look at you. Don’t quit. Stop and look him in
the eye and say, “You look like something’s on your mind; are you
sure youre OK?” Try to get him to talk, always looking at his eyes for
important clues.

The fact is that were not always OK. We all have issues in our lives
such as relationships that turn sour, kids that aren’t behaving at
school, financial problems, or sick parents. These things weigh on our
minds, and they can affect our performance. They can even lead us to
contemplate irrational thoughts such as lashing out, leaving those we
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love, or taking our own lives. Unfortunately, we've had several people
in the Air Force who have taken that road recently.

We are all leaders because we influence those around us. We can
help make our Air Force a stronger family by showing each other that
we care. Chances are that all of the people you work with have some-
thing in their lives that troubles them. Take the time to ask them how
they are doing and watch their eyes when they answer.
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We Are All Accountable

24 September 2008—Over the past few months, we've heard a lot
about accountability in our Air Force. If you're a little unsure as to
what people mean when they discuss accountability, you're not alone.

Opver the years, the word “accountability” has been associated with
high-profile failures, including shooting down our own helicopters in
Iraq, bombing friendly troops in Afghanistan, and failing to keep
positive control over nuclear components. Closely related to this, ac-
countability has also been associated with specific sanctions, includ-
ing loss of rank, forced retirements, and documented poor perfor-
mance on fitness reports.

But focusing on only specific actions and sanctions misses the
point. Accountability goes much deeper than that. Accountability is a
matter of trust. Without accountability, we risk losing the trust of our
fellow Airmen, our sister services, and the American people.

To be accountable is to be subject to the consequences of our
choices. Whether we choose to do the right thing—to act with integ-
rity, service, and excellence—or not, we have to be prepared to accept
the consequences.

Even if others do not hold us responsible, we are all accountable—
always. If we ever forget that as individual Airmen, were headed
down a very dangerous path. If we ever forget it as a service, we're
headed toward extinction.

We are accountable for the choices we make in our personal lives.
The vast majority of choices that get people in trouble involve alco-
hol, sex, drugs, and/or money. Each year, some of us make wrong
choices in these areas and are held accountable. Sometimes, careers
are ruined as a result. More importantly, a bad choice hurts the peo-
ple we love—our families, friends, and fellow Airmen. If you have
problems in these areas, go to someone you can trust and get help. If
you know an Airman who is headed down a wrong path, help him or
her before he or she makes a bad choice.

We are also accountable for the choices we make as military pro-
fessionals. We must adhere to the standards we learned when we first
received our training. When an Airman cuts corners by failing to fol-
low tech order guidance or violating a flying directive, we must hold
him or her accountable. When you see people doing the wrong thing,
correct them. We must police each other, because if we don’t small
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lapses will lead to bigger ones, and the entire Air Force family will
eventually suffer.

Many of us in AETC are instructors. We teach and enforce the stan-
dards. It is also essential that we live by the standards. We must set the
right example; otherwise, we lose our credibility. We all remember
teachers whose attitude was “do as I say, not as I do.” We cannot be like
that. As we shape the future of our Air Force, we must hold ourselves
to the highest standards of personal and professional conduct.

When you assume responsibility for others as a supervisor or com-
mander, it is important to realize that you've taken a big leap in ac-
countability. Simply put, you are accountable for the choices your
people make. That is why you must lead by example. Your people
need to see that you set high standards and live according to them.
You must also enforce standards within your unit. You should correct
deficiencies at the lowest level before they grow into something big-
ger. Remember, units with high standards have high morale. It’s been
that way throughout military history.

If we fail to hold ourselves accountable, we risk losing the trust that
we have worked so hard to gain. Airmen will not trust a leader who
does not consider himself or herself accountable for his or her ac-
tions. Just as importantly, the American people will not trust us with
their sons and daughters, or their most destructive weapons, if we do
not hold ourselves accountable. When things go wrong, our civilian
authorities, our sister services, and the American people need to see
that we take action to correct the problem and move forward, but as-
signing accountability is also critical for maintaining trust.

We do not want to return to a situation where the public doesn’t
trust us. I entered the Air Force during a time when public trust in
the military was very low, and it was difficult on all of us.

In the years after Vietnam, we built trust by setting high standards
and holding ourselves accountable for meeting those standards. It
was the right thing to do, and it worked. Now, we must maintain
these high standards. As we make personal and professional choices,
we must remember that we are all accountable—always.
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The Continuum of Training

3 November 2008—1 believe we should work the problems of our
boss’s boss. I have found that if we see the bigger picture—and under-
stand the larger context of our challenges—we will make better deci-
sions. Since assuming command of AETC, I have been trying to un-
derstand where our challenges fit in the bigger picture.

My boss, of course, is chief of staff Gen Norton A. Schwartz, and
his boss is Secretary Michael B. Donley. Together, they are responsi-
ble for organizing, training, and equipping the Air Force. They need
AETC to provide Airmen of character and skill who can contribute
on their first day in the larger Air Force. That is why we say that AETC
develops Airmen today for tomorrow.

In the First Command, we recruit Airmen, give them their initial
training, and send them to advanced schools. I call this process the
continuum of training for our Airmen. While an Airman may go
through several different training programs before attaining “mission
ready” status, each of these programs should work together in a con-
tinuum—a coherent and consistent progression of training that leads
to the ultimate goal of forging Airmen of character and skill.

Each of us has a role to play in this process. It is natural that we
focus our efforts on making our individual portion of the continuum
as good as it can be, but we cannot fall into the trap of viewing our
individual roles in isolation. This is a team effort. If we understand
where we fit into the continuum, we can make better decisions and
produce better Airmen.

Much like a relay race, we run as hard as we can when it is our
turn, then hand our Airmen off to the next set of instructors much
like a runner hands the baton to the next teammate. While our por-
tion is over, our race is not complete until the last runner carries the
baton across the finish line. In AETC our race is not finished until we
deliver the Airman to the gaining command. It takes each of us doing
our part to make this happen.

In some ways, AETC is a factory that produces more than 200 dif-
ferent types of trained Airmen. We take raw material—the recruit—
and change him or her into an Airman capable of de