


THE FIELD WEAVE


core values implementation planning


The task


�


	For a brief introduction to the Field Weave and what it requires, please read Chapter I, section 5a.  The Field Weave is the first of three 'rounds' of the Core Values initiative; its focus is the entire Air Force, including the so-called 'Schoolhouse' units of AETC , the Guard, and USAFA.


RESPONSIBILITIES


	Wing and Group commanders are responsible for implementation of the initiative at their level and in subordinate units.  This responsibility will not be delegated.  The Core Values initiative is an initiative by and for leaders(whether they are formally recognized as such or are informal leaders(and leaders must be responsible for its implementation.


	Leaders must be directly involved in the process of developing a local plan for fully implementing the more general Air Force Core Values initiative, and they must be directly, regularly, dynamically, and proactively involved in the actual implementation process.  The degree of a leader’s involvement is an index of that person’s integrity.  The Field Weave demands much, much more than an annual 10 minute briefing given by a second lieutenant at commander’s call.  The Field Weave demands nothing less than a daily demonstration by leaders at all echelons of their commitment to fully meeting the obligations of professional military service.  This is much more than walking the talk(it is being the walk.


rEFERENCES


	The Field Weave is governed by the following documents:


“Air Force Core Values”(the Little Blue Book;


Air Force Doctrine;


Other directives (as indicated below).


	These documents are authoritative.  They cannot be rewritten to satisfy local interests or unofficial requirements.  The Little Blue Book is the primary means for resolving disputes over the Core Values and their application, while Air Force Doctrine explains the relationship between the Core Values and the Air Force mission.


goals


	In the most general or strategic sense, we can say there are five basic goals for the Field Weave: 


Correctly EDUCATE all assigned personnel


ENCOURAGE a culture of conscience in your organization;


Ensure full ACCOUNTABILITY for following the Core Values at all echelons


Appropriately EVALUATE the impact and effectiveness of the initiative


Establish strong, values-driven LEADERSHIP at all echelons


initial implementation


	As described in the Little Blue Book, initial implementation occurs in three waves or approaches.  Each approach supports the achievement of all five Field Weave goals, but each approach also emphasizes certain of the goals over the others.


 The Top-Down Approach


	The top-down approach is the first attempt at ensuring the Core Values are woven into field operations.  Although it supports all five of the Field Weave goals, its main focus is upon education, leadership, and accountability.  On the one hand, the so-called command cascade(which includes every echelon of command from CSAF through flight commanders(is designed to get the word out: the Core Values initiative is here; this is what it involves; this is what it means to me; and this is how I will demonstrate my complete and unflagging support.  On the other hand, commanders have a chance to use the top-down approach to enlist the full commitment and planning talents of subordinate commanders, i.e., to build a viable command team.


 The Bottom-Up Approach


	The bottom-up approach should begin once the command cascade is completed.  It too supports all Field Weave goals, but it especially emphasizes the second and fourth goals: encouraging an environment for ethical success and evaluating how well the initiative is doing.  The point of the bottom-up approach is to identify and remedy those policies, procedures, and processes that are genuine impediments to the creation of a culture of ethical success at the unit-level., and to make an informed guess as to how well the impediment removal process and the rest of the initiative are working.


 The Back-and-Forth Approach


	The back-and-forth approach informally builds upon and helps to perpetuate the other two approaches.  It too supports all five goals, but it most focuses upon leadership and the encouragement of an environment for ethical success.  The back-and-forth approach is really a request to all assigned personnel to continue to work on the implementation of the Core Values initiative by ‘keeping straight’ those at one’s organizational echelon.


continuation


	Every wing-level plan must describe those steps and measures to be taken to perpetuate the Field Weave once the period of initial implementation is over.


	Every wing-level plan must be submitted to the Architectural Control Committee for review.


tactical (business) plan


responsibilities


	All assigned personnel are responsible for implementation of that portion of the tactical plan covering their work center or functional area of responsibilities.  Commanders are responsible for implementation in their organizations, and they cannot delegate this responsibility.  However, all assigned personnel(regardless of their title, position, or other role in the organization(are responsible for Core Values implementation in their specific sphere of operations and influence.


references


The references for the tactical plan are the same as those for the strategic plan, together with the strategic plan itself.


goals


	The goals for the tactical plan are the same as those for the strategic plan; however, the tactical plan shreds those goals into intermediate goals which, if accomplished, will strongly support achievement of the strategic goal.  


 CORRECTLY EDUCATE ASSIGNED PERSONNEL


Ensure that every person assigned to your organization is issued a copy of the "The Air Force Core Values" (also known as the "Little Blue Book").


Educate yourself.  


	Don’t assume that you have all of the answers by reason of your years in service.  Your experience is extremely important, but you must also study the Little Blue Book, Air Force Doctrine, Joint Pub 1, Global Engagement, and the speeches and papers of the SECAF, CSAF, and other senior Air Force leaders.  Be sure you can give credible answers to the questions found in Chapter VIII of this Guide, and be especially certain that you understand the operational importance of the Core Values and their relationship to the Core Competencies.


	It is better to delay the training of your subordinates than to leap head first into unknown waters.  If you teach without fully studying the material, the result may be irreparable damage to the initiative and to your organization.


Aggressively and conscientiously complete the command cascade by ensuring that all commanders and supervisors correctly teach the core values lesson to those they rate.


	The command cascade does much more than merely pass the word from echelon to echelon (although that, too, is an important accomplishment).  The command cascade also begins the process of influencing the local culture.  The ill-informed or incompetent leader who sees no need to discuss the obligations of military service(and says so in public(has nearly guaranteed that his/her organization will not be values-based (and that he/she is probably unfit for continued service).


	The command cascade should leave no doubt in the minds of subordinates that you support the Core Values initiative; that you believe the Core Values are important to mission accomplishment; and that you are committed to creating and/or maintaining a values-based organization.


Establish a values centered mentoring program (afpd 36-34); although afpd 36-34 requires mentoring for company grade officers only, you should seriously consider the establishment of a mentoring program for all assigned personnel


	As described by AFPD 36-34, the mentoring program you establish locally should do much more than provide performance feedback on an occasional basis.  Mentoring is that important relationship by which the senior helps the junior member to understand the nature of the profession of arms, the requirements of military practice, and the obligations of a career professional.  As a complex form of modeling (see Chapter VII), mentoring may well be the most common and the most powerful means of building and/or preserving a values-based organization.  The trusted and respected mentor who walks the talk of the Core Values may be all anyone needs to begin the walking the talk themselves.


	Of course, mentoring does not have to be a formal process.  A leader can mentor at any time(formal recognition of the mentoring relationship and formal recording of the occurrence of the session are not necessarily required.


Ensure that all commanders, supervisors, and recognized informal leaders understand and can apply the active learning techniques of modeling, one-way storytelling, and directed discussion (see chapter VII of this guide).


	This is not a difficult requirement.  Modeling cannot be avoided because it is not something we choose to do.  By reason of a person’s rank, position, experience, role, or performance record, he/she is a role model for those occupying a position subordinate to him/her.  Consequently, we need to understand the ways in which we an be good or bad Core Values role models.  As the old saying goes, “Actions speak louder than words”(and we must all be conscious of the messages our actions (or in-actions) are sending to the ranks.


	One-Way Storytelling is something that many of us do already.  Why not turn some of those stories to the advantage of the Core Values initiative?  As Chapter VII points out, this can be done without even mentioning the Core Values by name.


	Directed Discussion is as easy to perform, and those who are unsure or reluctant to engage in it should probably avoid it.  Nevertheless, if we think of Directed Discussion as the sort of discussion generated during healthy staff meetings, then engaging in it may not be all that frightening.  The point of any Directed Discussion is to get your people to explore some Core Values issue at length or in depth.  The trick is to start with the right question.  For example: Do we really need the Core Values initiative in this unit?


Make the core values the centerpiece of performance feedback sessions by accentuating positive, values-driven actions and suggesting ways to avoid counter-value actions and attitudes.


	This simple and straightforward idea should be easy to implement.  As the performance feedback worksheet is being written, use the Little Blue Book to identify the person’s strengths and weaknesses.  Your evaluation should emphasize what is right and how things can be improved.  The Little Blue Book is not, however, meant to be used to create “integrity report cards,” and the supervisor must never represent his/her remarks as definitive and final with respect to the person’s integrity, selflessness, or commitment to excellence.  The reason for this is straightforward: the Little Blue Book is designed to provide general guidance; it is at best a crude assessment tool.  This is not a criticism of the Little Blue Book; it is in fact a reflection of the more general fact that any precise tool for character assessment does not as yet exist.


Employ public affairs and other avenues to emphasize the importance of the core values and the commitment of leaders to them.


	Of course, this includes the writing and publication of newspaper articles by senior leaders, but it may also mean attempting to generate dialogue about the Core Values initiative via a Q&A column in the local paper, a call-in show on the radio, or even a discussion panel on the local closed circuit television channel.  The creation and publication of flyers and posters may also be considered, but these should never be viewed as substitutes for other portion of the initiative.


Consciously set yourself the goal to Avoid turning this into a once-a-year-at-commander’s-call or another-wrinkled-poster-on-the-wall “program.”


	The Core Values initiative asks us to make the appreciation of our professional obligations the focus of our daily activities.  Such a focus requires a dynamic initiative that we constantly refresh and refuel.  Posters, T-shirts, slogans, and souvenir key chains cannot do that for us.  The Core Values are much, much than a few words in a booklet or slogans on a banner.  They are nothing less than the unchanging foundation upon which we build the Core Competencies and ultimately achieve mission success.


Spontaneous opportunities for education occur several times every day; expect them, be prepared for them, and use them.


	Those who apply the Little Blue Book to their daily affairs are surprised at how frequently they question whether or not some contemplated course of action, attitude, behavior, program, or process is values-driven or is a ‘values issue’.  Such questions, although informal and off the cuff, can stimulate extremely valuable discussions having genuine professional significance.


	Likewise, commanders, supervisors, and other leaders have an obligation to raise Core Values questions when the contemplated course of action can have negative consequences for the values environment of an organization.  But such consequences need not be earth-shaking or life threatening to stimulate useful discussion.


Above all, be judicious in selecting education opportunities: the sledgehammer approach and the fire hose technique will succeed only in killing the  initiative. 


	The rules of engagement found in Chapter VII also apply to the Field Weave.  The goal is to develop a 'light touch' when approaching Core Values discussion and not to bludgeon people with rigid ideas and inflexible thinking.


 ENCOURAGE A CULTURE OF CONSCIENCE IN YOUR ORGANIZATION


	The Core Values initiative assumes that most of our personnel are fundamentally good and decent people.  As such, all we need do is provide an environment within which they can do, so to speak, what comes naturally—follow their conscience in doing the right thing.  Thus, we want to be sure that we have an environment in which they are not regularly forced to choose between keeping their jobs and doing the right thing.  Thus, the following actions are a must.


Develop and employ a strategy to remove impediments to a values-based organization


	An impediment can be any policy, procedure, principle, or  process—whether formal or informal, whether written or unwritten—that impedes, retards, inhibits, frustrates, or prevents the creation or preservation of a values-based unit, wing, numbered air force, MAJCOM, or Air Force.  The impediment may be a policy that demands the impossible—thus creating a circumstance in which persons must either lie or report themselves deficient.  The impediment may be a system that promotes self-centered careerists—the "show, glow, and blow" types—who abuse their people and destroy their units merely to secure promotion to the next rank.  Or the impediment may be a leadership model borrowed from some field outside the military profession—a model that makes excuses for people rather than holding them accountable.


	No one can know in advance how many impediments there may be, but we can identify at least four strategies for identifying them.


Strategy #1:  Cross-functional teams from different units across the entire wing identify and develop plans to rectify impediments at the wing level; 


Strategy #2:  Existing mechanisms (IG, EEO, etc.) reviewed to ensure they are values-driven, and their extensive use is promoted throughout the wing;


Strategy #3:  Intra-unit teams (squadron level) identify and develop plans to remove impediments;


Strategy #4:  Inter-wing teams identify and develop plans to remove impediments occurring in two or more wings.


establish a means to keep the local initiative going as a vital part of wing operations, planning, and leadership


	Develop a plan to keep the initiative going.  See Chapter IV for a more detailed discussion.


 ENSURE FULL ACCOUNTABILITY FOR THE CORE VALUES AT ALL ECHELONS


	Accountability is the linchpin of the Core Values initiative—unless persons at all echelons are held to account for their actions, the initiative has no chance at all of succeeding.  It is one thing to affirm your support of the Core Values, it is another thing entirely to hold yourself, your peers, your subordinates, and your superiors accountable for living those Core Values.  Of course, accountability has a positive and a negative side.  The positive side is the recognition and even the reward of those who have done something worthy; the negative side involves an entire spectrum of possible actions, from mentoring to execution.


Ensure values-driven actions are rewarded appropriately, publicly, and on time


	In many instances, it is probably counter-value to reward values-driven behavior with certificates, plaques, and newspaper stories.  The reason for this is simple: being values-driven is the expected behavior of all Air Force personnel, and we should not excessively reward that which is expected.  However, informal rewards are very much in order.  A word of thanks or glance of acknowledgment from a peer can go a long way toward promoting and reinforcing values-driven activity—and a truly values-driven person would probably be embarrassed by anything more.


	Of course, there are instances when public awards and proclamations are entirely in order.  For example, awards given to organizations for exceptional excellence and rewards given to individuals for service above and beyond are entirely appropriate—not just because it was values-driven, but because it was values-driven conduct beyond the normally expected.


	At the very least, it is important that we not make counter-value awards or praise counter-value actions.  A person who accomplishes something should be praised when and only when he or she has accomplished something consistent professional service.  For example, the junior officer who wins a marathon has performed a noteworthy act—but only in so far as he or she accomplished this feat without shirking professional responsibilities and obligations.  When commendable action is publicly praised or rewarded, it must be commendable precisely because it is values-driven.


Ensure counter-value actions are dealt with by applying the appropriate corrective remedy


	As already suggested, the spectrum of remedies for counter-values conduct runs from informal mentoring, on the one extreme, to imprisonment and execution, on the other.  This spectrum of remedies was not created by the Core Values initiative.  Indeed, the Air Force had programs and mechanisms for dealing with improper conduct long before it gained independence in 1947.  The UCMJ and various personnel regulations have placed remedies at the immediate disposal of the commander and the supervisor for a very long time.  The Core Values initiative merely says this: Use the tools available, and use them in a judicious and appropriate way.  From the standpoint of the organization and mission accomplishment, the person who is lax because of a pre-existing friendship is just as bad as the person who is severe because of a pre-existing prejudice.


APPROPRIATELY EVALUATE THE IMPACT AND EFFECTIVENESS OF THE LOCAL INITIATIVE


	It is no easy matter to evaluate the ethical climate of an organization, and in any case it is absolutely essential that any assessment tools that are adopted not be counter-value.  One problem is that behavior is not always a good indicator of character.  The fact that the people in your organization manage to avoid UCMJ actions may not be a sign they are committed to the Core Values.  It may only be a sign that they are clever about avoiding detection.  Another problem is that it is not clear how we can consistently 'count' values-driven actions.  If a person tells the truth because he wants to cause trouble for another person, does that count as a 'full' instance of honesty or should we give it 'partial' credit.  The simple fact of the matter is that unless you can look into the hearts of your people and can be aware of everything they do, the 'counting actions' approach simply won't work.


	It may be possible to achieve limited results with an organizational climate survey (a sample of which is found on the last page of Appendix 3).  Of course, this can only provide some idea of the way your people perceive things.  Perceptions can be faulty, and they should never be used as the basis for remedial action.  Nevertheless, they can serve as the basis for developing other ways of assessing what is taking place in the organization.  (See Appendix 1, Table D, for an example of "crystal ball gazing" for your organization.)


  ESTABLISH STRONG, VALUES-DRIVEN LEADERSHIP AT ALL ECHELONS


	Given everything else that has been said, it should be obvious that we must promote leadership at all echelons, and here we mean what General Fogleman means by a leader—anyone who is willing to step out in front and get the job done.  Specifically, we are looking for the following:


Leaders who aggressively work to properly educate their people in accordance with the techniques described in the Little Blue Book 


Leaders with enough courage to hold themselves and others accountable for the actions they perform


Leaders who will enthusiastically take the steps necessary to remedy impediments to a values-based organization(and can do so without violating the Core Values 


Leaders who are savvy enough to develop and appreciate the stark limitations of useful  assessment tools(and can apply them without defeating the Core Values initiative provide direction and vision for the local implementation plan


walk the talk








Chapter II: The Field Weave
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