

TABLE A

CHALLENGES AXIS (CHARACTERISTICS OF ACTIVE LEARNING TYPES)

This table is a rough-and-tumble representation of the costs associated with the various active learning types.  When combined with Table B, which describes the benefits associated with these types, it should be possible to form a general, but useful idea of which type to use under which consequences.  For a more detailed discussion of this table and its uses, see Chapter Four, Section E, of this ”Guide.”

1= little, few, modest

7 = a lot, many, high, much

* = depends on circumstance

+ = number indicated or higher�MOD�LIVD

EXP�DIR

DSCSN�SIM�1-WAY�2-WAY�CASES��Work required to perform in Schoolhouse �1�*�5�6�2+�4+�5��Work required to perform in Field �1�2�1�3�1�1�7��Demands on administrative skills and intelligence�2�1�2�6�2+�2+�3+��Demands on administrative time and resources�4�1�4�3�1�1�1��Demands on instructor skills and intelligence�2�5�5�3�2+�3+�4+��Demands on instructor time outside the classroom�2�1�4�4�2+�1�6+��Demands on student time outside the classroom�1�1�1�3+�1�2+�3+��Demands on student maturity and experience�1�3�4�3+�1�3�4+��Demands on student intelligence�1�3�3�3+�1�2�3+��Demands on faculty development resources�3�3�5�3�2+�2+�6��Demands on physical resources �1�1�3+�2+�1�1�3+��Demands on classroom time management�1�1�6�3+�2+�3+�5+���TABLE B

INFLUENCE AXIS (CHARACTERISTICS OF ACTIVE LEARNING TYPES, PART 2)

This table very roughly represents the benefits associated with each of the active learning types. When combined with Table A, which describes the costs associated with these types, it should be possible to form a general, but useful idea of which type to use under which consequences.  For a more detailed discussion of this table and its uses, see Chapter Four, Section E, of this ”Guide.”

1= little, few, modest, low

7 = a lot, many, high, much, high

* = depends on circumstance

+ = number indicated or higher�MOD�LIVD

EXP�DIR

DSCSN�SIM�1-WAY�2-WAY�CASES��Capacity to influence students to own a conclusion or principle�7�5�5�7�3�6�7��Capacity to help students grasp importance of the Core Values�7�7�5�7�5+�6�7��Capacity to improve group communication skills�1�4�4�4�2�5+�7��Capacity to build trust in a group�1�4�3�7�1�3�7��Positive effect on analysis skills and professional decision making �3�4�3�7�3�4+�7��Utility in sampling student attitudes and beliefs�1�4�6�3�6�6�5��Utility in sampling the climate of an organization�1�4�6�3�6�3�5��Utility promoting the Field Weave�7�7�7�7�3�3�2��Capacity to positively change the climate of an organization�4+�5+�2+�7�2�3�7��Capacity to negatively change the climate of an organization�4+�5+�2+�7�2�3�7��Capacity to positively change the thought or behavior of an instructor�5+�4�3+�2�1�2�4��Capacity to negatively change the thought or behavior of an instructor�2�3�2+�2�1�2�4��Capacity to positively change in thought or behavior of a student�5+�4�3+�6+�3�3�5��Capacity to negatively change the thought or behavior of a student�5+�3�2+�6+�3�3�5��Capacity to cause change in thought or behavior long after initial learning experience is over�5+�2�2�7�3�4�7���table c

PROFESSIONAL COMPASS WORKSHEET

This worksheet guides any member of the Air Force through the process of matching the Core Values with his/her individual behavior, attitudes, and ways of doing business.  It asks the person to consider the full context within which professional duties are carried out, and to further consider how he/she might go about promoting a values-based Air Force.  For a more detailed discussion, see Chapter Four, Section E1 and Chapter Two, Section D2.

GIVEN THE FOLLOWING CORE VALUE . . . �(�WHAT CAN I DO IN THE FUTURE  TO PROMOTE THIS CORE VALUE?�WHAT MUST I AVOID DOING IN THE FUTURE SO THAT I DON’T UNDERMINE THIS CORE VALUE?��INTEGRITY FIRST�����Integrity is a character trait.  It is the willingness to do what is right even when no one is looking.  It is the "moral compass"(the inner voice; the voice of self-con�trol; the basis for the trust imperative in today's military.  �����Integrity is the ability to hold together and properly regulate all of the elements of a personality.  A person of integrity, for example, is capable of acting on conviction.  A person of integrity can control impulses and appetites. �����But integrity also covers several other moral traits indispensable to national service.�����Courage.  A person of integrity possesses moral courage and does what is right even if the personal cost is high.�����Honesty.  Honesty is the hallmark of the military professional because in the military, our word must be our bond.  We don’t pencil-whip  training  reports, we don’t cover up tech data violations, we don’t falsify documents, and we don’t write misleading operational readiness messages.   The bottom line is we don’t lie, and we can’t justify any deviation.�����Responsibility.  No person of integrity is irresponsible; a person of true integrity acknowledges his or her duties and acts accordingly. �����Accountability.  No person of integrity tries to shift the blame to others or take credit for the work of oth�ers; "the buck stops here" says it best.�����Justice.  A person of integrity practices justice.  Those who do similar things must get similar rewards or similar punishments.�����Openness.  Professionals of integrity encourage a free flow of information within the organization.  They seek feedback from all directions to ensure they are fulfill�ing key responsibilities, and they are never afraid to allow anyone at any time to examine how they do business. �����Self-respect.  To have integrity also is to respect one�self as a professional and a human being.  A person of integrity  does  not  behave in ways  that  would  bring discredit upon himself or the organization to which he belongs.  �����Humility.  A person of integrity grasps and is sobered by the awesome task of defending the Constitution of the United States of America.������

GIVEN THE FOLLOWING . . . �(�WHAT CAN I DO IN THE FUTURE  TO PROMOTE THIS CORE VALUE?�WHAT MUST I AVOID DOING IN THE FUTURE SO THAT I DON’T UNDERMINE THIS CORE VALUE?��SERVICE BEFORE SELF�����Service before self tells us that professional duties take precedence over personal desires.  At the very least it in�cludes the following behaviors:�����Rule following.  To serve is to do one's duty, and our duties are most commonly expressed through rules.  While it may be the case that professionals are expected to ex�ercise judgment in the performance of their duties, good professionals understand that rules have a reason for being, and the default position must be to follow those rules unless there is a clear, operational reason for refus�ing to do so. �����Respect for others.  Service before self tells us also that a good leader places the troops ahead of his/her per�sonal comfort.  We must always act in the certain knowledge that all persons possess a fundamental worth as human beings.�����Discipline and self-control.  Professionals cannot indulge themselves in self-pity, discouragement, anger, frustra�tion, or defeatism. They have a fundamental moral obli�gation to the persons they lead to strike a tone of confi�dence and forward-looking optimism.  More specifically, they are expected to exercise control in the following areas:�����Anger.  Military professionals(and especially com�manders at all echelons(are expected to refrain from displays of anger that would bring discredit upon themselves and/or the Air Force.  �����Appetites.  Those who allow their appetites to drive them to make sexual overtures to subordinates are un�fit for military service.  Likewise, the excessive con�sumption of alcohol casts doubt on an individual's fitness, and when such persons are found to be drunk and dis�orderly, all doubts are removed.  �����Religious toleration.  Military professionals must remember that religious choice is a matter of individ�ual conscience.  Professionals, and especially commanders, must not take it upon themselves to change or coer�cively influence the religious views of subordinates. �����Faith in the system.  To lose faith in the system is to adopt the view that you know better than those above you in the chain of command what should or should not be done.  In other words, to lose faith in the system is to place self before service.  Leaders can be very influential in this regard: if a leader resists the temptation to doubt ‘the system’, then subordinates may follow suit.������

GIVEN THE FOLLOWING . . . �(�WHAT CAN I DO IN THE FUTURE  TO PROMOTE THIS CORE VALUE?�WHAT MUST I AVOID DOING IN THE FUTURE SO THAT I DON’T UNDERMINE THIS CORE VALUE?��EXCELLENCE IN ALL WE DO�����Excellence in all we do directs us to develop a sustained passion for continuous improvement and innovation that will propel the Air Force into a long-term, upward spiral of accomplishment and performance.�����Product/service excellence. We must focus on pro�viding services and generating products that fully respond to customer wants and anticipate customer needs, and we must do so within the boundaries established by the tax�paying public.�����Personal excellence. Military professionals must seek out and complete professional military education, stay in physical and mental shape, and continue to refresh their general educational backgrounds.�����Community excellence.  Community excellence is achieved when the members of an organization can work together to successfully reach a common goal in an atmosphere free of fear that preserves individual self-worth.  Some of the factors influencing interpersonal excellence are:�����Mutual respect.  Genuine respect involves viewing another person as an individual of fundamental worth.  Obviously, this means that a person is never judged on the basis of his/her possession of an attribute that places him or her in some racial, ethnic, economic, or gender-based category.   �����Benefit of the doubt.  Working hand in glove with mutual respect is that attitude which says that all co�workers are 'innocent until proven guilty'.  Before rushing to judgment about a person or his/her behav�ior, it is important to have the whole story. �����Resources excellence.  Excellence in all we do also demands that we aggressively implement policies to en�sure the best possible cradle-to-grave management of resources.�����Material resources excellence.  Military professionals have an obligation to ensure that all of the equipment and property they ask for is mission essential.  This means that residual funds at the end of the year should not be used to purchase 'nice to have' add-ons. �����Human resources excellence.  Human resources ex�cellence means that we recruit, train, promote, and retain those who can do the best job for us. �����Operations excellence.  There are two kinds of operations excellence(internal and external.�����Excellence of internal operations.  This form of ex�cellence pertains to the way we do business internal to the Air Force(from the unit level to Headquarters Air Force.  It involves respect on the unit level and a total commitment to maximizing the Air Force team effort.�����Excellence of external operations.  This form of ex�cellence pertains to the way in which we treat the world around us as we conduct our operations.  In peacetime, for example, we must be sensitive to the rules governing environmental pollution, and in war�time we are required to obey the laws of war.������TABLE D

THE “CRYSTAL BALL” APPLICATION OF CORE VALUES DOCTRINE

The purpose of this table is to discuss ways in which Core Values doctrine can be used to assess the ethical climate of an organization.  This application is called the “Crystal Ball” application to suggest that any such assessment effort will be imprecise and incomplete(at best.  For a more detailed discussion of the “Crystal Ball” application of Core Values doctrine, see Chapter 2, Section D2.

GROSS INDICATORS

	By “gross indicator” is meant one of those in-place measurements that normally catches the attention of the boss when it is flashed on the screen at standup.  These indicators may have some value assisting us to gauge the ethical climate of an organization, but we are very far from knowing what, if any, connection exists between, for example, the number of letters of reprimand handed out in a squadron and the ethical climate of that squadron.�Has your organization recently performed well in inspections and staff assistance visits?

Does your organization have a commendable track record with respect to judicial and non-judicial punishments and adverse administrative actions, especially those arising from sexual harassment or racial/ethnic conflict?

Does your organization have a positive reputation with customers, as revealed by surveys?��

SUBTLE INDICATORS

	By “subtle indicator” is meant one of those small things that may point to a deeper, more complex state of affairs.  For example, if the movie bearing his name is to be believed, General Patton thought that the refusal of headquarters personnel to wear neckties and helmets was a sign that the whole Army lacked discipline and was not combat ready.  Listed here are small things that may tell us something about the ethical climate of an organization.  There is no guarantee they are as useful as General Patton’s indicators, but they should provide grist for the mill.���Who comes first in your organization?

�Take a walking tour of your organization.  Do the persons on the cutting edge of your mission have the resources they need to do the job?  Do the persons on the cutting edge of the mission have a work environment as nice as those who support them?  Are job critical resources distributed in a manner to maximize mission effectiveness? For example, if the primary task of your organization is to do word processing, and those who do the actual word processing have 286's and their supervisors have Pentium 166's, then there may be a problem.)  Obviously, RHIP.  But is RHIP being invoked to justify selfishness and careerism?  

Review the leave log: Who is granted leave over the holidays?  Are subordinates compelled to work while more senior personnel are on leave?  Moreover, who is signing all of the leave forms: Are mid-level supervisors doing this or has the commander reserved this as his/her function?  If the latter, then it is quite possibly the case that your predecessor was a micromanager who did little to build trust in the organization.

Talk to the supervisors: Can they answer simple questions about subordinates (such as, Does that person have dependents? What is that person's first name?  Where is that person from?  When is that person due to test for promotion?  When is that person in the zone?)��If you stand by a main exit at closing time, are you likely to be trampled by those eager to leave the building?

�Obviously, even total professionals can be eager to leave the building at the end of the duty day, but if the day ends at 1630, and the building is empty and dark at 1632, then it would not be reasonable to infer that persons in your organization are not fully committed to service before self or that they may find the atmosphere in the organization so oppressive that they cannot control the urge to flee.

It also might be instructive to watch the door an hour before the end of the duty day: How many senior personnel are leaving at that time on a regular basis?  ��Do the people assigned to your organization have a solid knowledge of the instructions, directives, tech data, and other rules governing your operation?

�Obviously, a person may know the rules and not follow them; but this question is driven by the belief that knowing the rules at least implies the possibility of a genuine commitment to excellence, service, and integrity.  A person of integrity learns the rules so that he/she can do her/his duty.  A person dedicated to service will learn the rules because he/she knows that standards are set by others and are not determined by what he/she feels is right.  Of course, a person committed to excellence will learn the rules so that he/she will understand the meaning of acceptable and superior job performance.��If you sit and listen to a conversation among the persons in your organization, are they more likely to use the words "we" and "you" than they use the words "me" and "I"?�It is not clear how much weight should be assigned to this indicator, but it is reasonable to infer that people regularly talk about things that they think about regularly.  For example, if a person in your unit talks about 'getting drunk' or 'getting bombed' every time you encounter her, then you have good reason to believe that she thinks a lot about doing these things.  Likewise, if a person assigned to your unit talks mostly about himself and not about other persons or things, then you may be forgiven the inference that he is the center of his universe.  Does that make him a careerist who places self before service?  No, it does not.  But it is food for thought.��Do unit personnel openly and regularly blame other persons or outside causes for problems occurring in the unit?

�It may well be the case that outside forces are causing problems inside the unit, but a general tendency to always blame someone else may be an indicator of a serious integrity problem.  Persons of integrity, as defined in Part One of this manual, accept their responsibilities and insist on being held accountable. ��When a problem occurs, do persons in the unit ask, "Who did this?" or do they ask "How can we fix this?"?

�This question is different than the preceding one, which really asks whether or not the persons in your unit accept responsibility.  This question asks whether the persons in your unit are oriented toward personalities (and punishment) or mission accomplishment.  Perhaps your predecessor 'ruled' through fear and intimidation; in that case, persons can be expected to be oriented toward personalities and punishments(and that means they had greater temptations to check 6 and sacrifice integrity.��When a problem occurs, are people afraid to tell you about it?

�This reluctance may be a sign that your predecessor was inclined to shoot the messenger and that you have much work to do on the level of trust in your organization.��Do unit personnel have a tendency to say "That's not fair" when they are given short notice tasking?

�Obviously, persons in your unit may have a legitimate complaint about the distribution of burdens or benefits in the unit when they use the phrase "That's not fair" (for example, it may be a sign that a supervisor is assigning jobs on the basis of his/her racial prejudice).  But there are many other cases where "That's not fair" really means "That's not convenient" or "Regardless of the impact on the mission, you shouldn't ask me to do any more work than anyone else."  In such cases, the person saying "That's not fair" has a real problem understanding the concept of service before self.��Do persons in your organization display a fear of decision making, even when the decisions seem to be about minor or trivial things?

�Perhaps they are reluctant to make decisions because they want to first figure out how things stand with the new boss before they assert themselves, but this reluctance may also be a sign that your predecessor was a micromanager who refused to allow anyone else to make decisions.  In the latter case, it is possible that the level of trust in the unit may be something to be concerned about.���Is there evidence of a "filling the squares" attitude in your unit?

�For example, was your predecessor a "show, glow, and blow" careerist?  If so, you can bet the wrong example was set for the junior folks in the squadron, thus increasing the possibility they will emulate your predecessor. 

For example, are your subordinates concerned primarily with their next assignment or getting promoted, rather than with how to do things better in the organization or taking the initiative to fix something everyone else has overlooked as a problem?��Do your people display a "smarter than thou" attitude, which is directed to persons above them in the chain of command?�Such an attitude may have some basis in fact or it may not, but the important thing is that it may lead persons to act on the belief that they don't need to follow higher headquarters directives.��Do your people respect themselves as military professionals?

�That is, do they have interests outside the job?  Do they take time to take leave?  Do they strive to remain fit?  Do they 'party hardy'?  Are they upset when they set the wrong example?  Are they aware that they set an example?���table e

CASE DISCUSSION

RULES OF ENGAGEMENT (ROE)

This table identifies and discusses a suggested list of rules of engagement for case discussions.  With some adjustments, some of these rules can be applied to other active learning types.  See Chapter 4, Section E4B.

1. .  Prepare Thoroughly�Read the case, reflect on its content, and discuss it with others before coming to class.��

2.  Take "Free-fall" Risks.  �Express your views without prejudging them.  We want to hear what you have to say because you may have that golden angle or perspective that helps us to break through confusion and ignorance.��

3.  Listen Carefully.  �Focus on other person's thoughts, not his/her efforts to express them.  Ask questions to clarify what is said.  Re-state the person's remarks to be sure you understand his/her point.��



4.  Promote Democracy.  �Become suspicious whenever everyone agrees that a judgment is true or that an argument is successful.  Encourage a wide variety of viewpoints and opinions.  Avoid "group think," peer pressure, and the convergence of opinion.  (The more views that you entertain, the more likely it is that you will discover the internal logic of the situation you are assessing and find the best available course of action.)��5.  Extend Charity.  �Always give your colleagues the benefit of the doubt.��





6.  Practice Civility. �Never forget that your colleagues have a fundamental, inviolable worth as human beings and always must be respected as such.  Avoid dealing in personalities or making personal attacks.  Leave your ego in a box in your room.  The case discussion classroom is a forum and a laboratory�SYMBOL 190 \f "Symbol"�not an arena.  We are here to hammer out new levels of understanding, new agendas for investigation, and tentative solutions�SYMBOL 190 \f "Symbol"�we are not here to hammer on each other.  Encourage others to take part and applaud the efforts of those who do.��

7.  accept Ambiguity. �There is very little "closure" in life�SYMBOL 190 \f "Symbol"�learn to live with it.  Most of the "solutions" we discover are at best tentative and hypothetical.  What we must do is use the best available means to reach the best working hypotheses�SYMBOL 190 \f "Symbol"�and that means drawing upon the strengths of the Learning Community.��8.  Build Community. �Faithfully observe the ROE and gently remind others that they should do the same.  Constantly seek new ways to perpetuate and expand the community.��9.  Take Responsibility.  �Someone once said that the 10 most important words in life are, "If it is to be, it is up to me."  Believe it.���table f

MATCHING COURSES WITH LEARNING TYPES

The purpose of this table is to generate discussion of what active learning types will work with which courses.  Obviously, this is not written in stone and, as the cautionary note given below indicates, only experts know best.  For a more complete discussion, see Chapter Six, Section C.

CAUTION:  Because experts know best, this table can be nothing more than a set of recommendations, given the best guess of an outsider looking at generalities.  The only mandatory form of active learning is Modeling, and it is mandatory because it is unavoidable.  In the table below, "M" means "mandatory", "(" = "seems reasonable," "(" means "probably not a good idea," and "?" means "only an expert will know."



ENLISTED COURSES�

MOD�1-WAY�2-WAY�DIR DISC�LIVDXP�

SIMS�

CASE��1.  SELECTION/INDUCTION�M�?�(�(�(�(�(��2.  BASIC MILITARY TRAINING�M�(�(�?�?�(�(��3.  3-LEVEL TRAINING�M�(�(�?�?�(�(��4.  5-LEVEL OJT UPGRADE�M�(�(�?�?�(�(��5.  5-LEVEL CDC�M�(�(�?�?�?�?��6.  7-LEVEL TRAINING�M�(�(�(�?�?�?��7.  AIRMAN LEADERSHIP SCHOOL�M�?�(�(�?�(�(��8.  NCO ACADEMY�M�(�?�(�(�(�(��9.  SENIOR NCO ACADEMY�M�(�(�(�(�(�(��OFFICER COURSES��1.  SELECTION/INDUCTION�M�(�(�(�(�(�(��2.  ACCESSION TRAINING�M�(�?�(�(�(�(��3.  AIRMAN BASIC COURSE�M�(�?�(�(�(�(��4.  INTRO TECH TRAINING�M�(�?�(�(�(�?��5. ADVANCED TECH TRAINING�M�(�(�(�(�(�?��6.  SQUADRON OFFICER SCHOOL�M�(�(�(�(�(�(��7.  AIR COMMAND AND STAFF COLLEGE�M�(�(�(�(�(�(��8.  AIR WAR COLLEGE�M�(�(�(�(�(�(��9.  PROFESSIONAL DEVELOPMENT COURSES�M�(�(�(�(�(�(��

Appendix 1: “Tables”
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