


THE CONTINUATION PHASE


overview
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	As described in Chapter I, the purpose of the Continuation Phase is do whatever it takes (in a values-driven way) to keep the Core Values initiative going on a long-term basis.  The Continuation Phase is perhaps best though of as the final stage of a rocket(the one that kicks the payload into final orbit.  When the dust clears from the Continuation Phase, the initiative should be self-sustaining and self-directing, requiring nothing more than a tiny nudge from time to time to keep it on Course.  The Continuation Phase has no projected end, but it is reasonable to believe that as time passes, the requirement for this phase will diminish almost to the vanishing point.  


	The Continuation Phase will be driven by the efforts of two organizations(one formal and the other ‘semi-formal’.  The formal organization is the Architectural Control Committee or “ArchConCom”.  The semi-formal organization is the “Guru Network.”  Each of these ‘organizations’ has a set of responsibilities, and the two sets of responsibilities will, when conscientiously carried out, produce the orbital boost we seek.


the ArchConCom


The ArchConCom is made up of two subordinate bodies: (1) the Executive Review Board and (2) the Working Group.  Neither of these bodies has ‘approval/disapproval’ authority(the formulation and implementation of local plans is the responsibility of local commanders; nevertheless, the ArchConCom is empowered to review Schoolhouse plans and make suggestions as to how they can be made better, and to make a ‘How goes it?’ report to SECAF and CSAF on an annual basis.  


The two subordinate bodies of the ArchConCom are described below.  Following those description, the specific responsibilities of the ArchConCom are identified and discussed.


executive review board


	The Executive Review Board (ERB) consists of senior persons who have been entrusted by the SECAF and CSAF with the responsibility to provide guidance to the other layers of the ArchConCom, and to provide the SECAF and CSAF with the feedback they will need to ensure the Core Values initiative is on track and meeting its objectives.


Membership: The membership of the ArchConCom Executive Review Board will consist of the following senior persons:


the Vice Chief of Staff (Chair) (AF/CV); 


Commander, Air Education and Training Command (AETC/CC); 


a MAJCOM CC (appointed on a revolving basis); 


Superintendent, US Air Force Academy (USAFA/CC); 


Deputy Chief of Staff, Personnel (AF/DP); 


an SES representative; 


a general officer from the Air Force Reserve; 


a general officer from the Air National Guard; 


a retired general officer; 


and the CMSAF.


Meetings:  The Executive Review Board will meet on an as-needed basis, but at least once a year.


Administrative Support:  Administrative support (typing, reproduction, etc.) will be provided by the Air Force Doctrine Center.


WORKING GROUP


	The Working Group consists of those intermediate-level persons whose job it is to do the concrete work associated with the responsibilities of the ArchConCom (see below), and to perform any other tasks as the Executive Review Board deems appropriate.  


:	Membership: The membership of the ArchConCom Working Group will consist of 


the Chief of the Air Force Doctrine Center (Chair); 


a Major/Lt Col from AETC/XP; 


a Major/Lt Col from USAFA; 


a Major/Lt Col from AF/DPPE; 


a civilian representative from AFPC/DPK; 


a representative from the Air Force Reserve; 


a representative from the Air National Guard; and


at least one senior NCO designated by the CMSAF.


	Administrative Support: The Air Force Doctrine Center will provide administrative support to the ArchConCom Working Group.


ArchConCom RESPONSIBILITIES


	The following list of responsibilities is tentative, but reasonable given our present understanding of what will be required to achieve ‘orbit’ with the Core Values initiative.  The conclusion to be drawn from this list is that the Core Values initiative is an Air Force issue.  Because the Core Values belong to all of us, the Core Values initiative will be guided and perpetuated by all of us.  In this regard, the following challenges must be met successfully.


Connecting the dots


	In the simplest possible terms, to “connect the dots” means to make sure that the parts of a plan fit together as designed to effectively and efficiently accomplish the work desired.  In the case of the Air Force Core Values initiative, “connecting the dots” means the following:


Schoolhouse plans must fit together appropriately so that over the course of their careers our personnel receive the appropriate kind of Core Values education for the appropriate level of responsibility they will next shoulder.


The various components of the Field plans must fit together so that all Field requirements are satisfied fully, both at the MAJCOM and wing levels.


Schoolhouse and Field plans must be mutually complementary and supporting; each must reinforce and perpetuate the other so that we can achieve the desired cradle-to-grave, career-long Core Values education continuum and, eventually, ensure that we have a values-based Air Force.


By definition, no Schoolhouse or Field Unit can perform this function completely.  Only a group working outside of all Schoolhouse and Field units is able to collect the various plans and review them for their “connect-the-dots-ability”.  That outside organization is the ArchConCom.  The members of the Working Group (or a sub-committee thereof) will collect the plans, review them using the Little Blue Book and the information provided in Chapters I-III of this Guide, and work with the plan writers to achieve the best possible connection of the dots.  Schoolhouse units must submit their plans to the ArchConCom; Field units may do so if they wish.   Questions raised by the ArchConCom will not be, as such, directed at the general content or conception of the plan; rather, the comments will pertain to the ways in which two or more plans that should fit together do not do so.


Review Wing-level continuation plans


	An important service of the ArchConCom is its review of wing-level implementation plans.  There is no requirement that Field wings avail themselves of this service, but it is available for those who have questions about the quality of their Continuation plans.


maintain the air force core values website


	The ArchConCom also will maintain the Air Force Core Values Website.  As the primary means for communicating with the Air Force on Core Values matters, the Website must address and fully meet customer needs.  At this point it appears those needs include the following:


Information concerning the nature and meaning of Air Force Core Values doctrine;


A channel for communicating suggestions about the Core Values, the Core Values initiative, and the ethical environment of the Air Force and its subordinate organizations;


A source for up-to-date, fresh lesson plans, case studies, and ideas for implementing the Field and Schoolhouse weaves;


A means of exchanging information among the members of the Gurus Network;


A source for information about events in the news or other items of public interest.


	Selected members of the Working Group will be authorized to respond to routine e-mail queries about the initiative or published doctrine.  However, questions not falling into this category will be passed to the ERB for evaluation and response.


train HQ Air Force, majcom, DRU and wing guru’s


	Another service offered by the ArchConCom is the training of Gurus for Field and Schoolhouse units.  This training initially will be conducted by a traveling team made up of persons from AETC and USAFA.  Their focus will be on getting the initiative up and running, with a special emphasis on the three rounds of the implementation plan and the role of active learning across those three rounds.  The nature of subsequent training has yet to be determined, but it will almost certainly include the development of assessment/evaluation tools as one of  its focal points.


ensure currency and usefulness of commonly available materials


	The ArchConCom also will ensure that commonly used materials(the Little Blue Book, materials on the Website, case studies, etc.(any materials that may require utility, currency, or sanity checks on a regular basis.  This must be updated in response to the needs of the Air Force, the reader on the flightline, and the Core Values Gurus.  


	This does not mean that we can anticipate a near-term change to the Core Values or their definitions.  CORONA Fall ‘96 reviewed the Core Values and approved the recommendation of the Air Force 2025 committee that the Core Values remain unchanged for the next 30 years.  Of course, the initiative itself, as well as the mechanisms and tools used to implement it, can change in response to achieved results or the detection of problems.


develop responsible, values-driven assessment tools


	The ArchConCom must develop assessment tools that promote(rather than retard(the development or maintenance of a values-based Air Force.  All too often in the past, such tools have been developed in the name of Core Values, yet have served the aims of inept leaders and micro-managers.


	It may be possible to develop useful assessment tools, but their development must be methodical and they must be developed by those who are sensitive to the excesses of the past.  The ArchConCom should solicit the help of persons from around the Air Force to assist in this task.  Given the profound difficulties associated with the evaluation of ethical environments(and the universal absence of anyone remotely qualifying as an “expert” in this area(it is necessary that as many voices as possible take part in the dialogue over assessment techniques before any of them are distributed to the force for application.


senior leadership liaison


	The ArchConCom also will serve as a direct liaison to the most senior members of the Air Force on matters pertaining to the Core Values, the Core Values initiative, and the state of the ethical climate of the force.  The extent of this liaison and the formality with which it is conducted have yet to be determined.


the guru network


�


	The Guru Network includes all of those persons selected by MAJCOM and wing commanders to serve as the local “belly buttons” for the Core Values initiative.  Gurus are not as such assigned to a particular office nor do they come from a specific career field.  But they should be self-directed, self-starting persons recognized for their values-driven conduct and attitudes who are fully committed to ‘full up’ implementation of the Core Values initiative.


	The Gurus Network is the loose affiliation of Gurus that exists across the Air Force and includes all Field and Schoolhouse units.  The primary means of contact among Gurus is the Air Force Core Values Website (“WEB” in the diagram), but they are also tied together via common Air Force doctrine and the Little Blue Book (“DOC”), as well as by direct (“VFR”) communication from the ArchConCom’s Working Group.


	The Gurus Network is made possible by a common purpose and shared challenges(not by a common title, governing policy directive, or office symbol.  Because the Core Values belong to all of us, then anyone can be a Guru.  However, during initial implementation of the initiative, commanders must be careful to identify as Gurus those most likely to succeed in that capacity at the local level.


majcom gurus


	Pursuant to the approval of the responsible commander, MAJCOM Gurus will serve as the conduits for information between the Working Group and the Wing Gurus.  In addition to the duties outlined in Chapter I, MAJCOM Gurus should formulate a MAJCOM Continuation Plan, and that plan should address the following questions:


What steps, if any, will we take to ensure that wing-level Continuation plans are formulated and implemented?


What steps will we take to ensure that second generation (and later) Wing Gurus are properly trained or otherwise prepared for their duties?


What process, if any, will we adopt to gather the wing-level plans, review them for adequacy, and possibly pass them to the ArchConCom Working Group for review?


What process will we use to answer questions from the Working Group about the plans forwarded to it?


What means will we use to ensure that fresh and timely Core Values information is made available to all persons in the command?


What means will we use to ensure that civil servants receive the same immersion in the Core Values as uniformed personnel?


What Public Affairs strategy will we employ to help keep the initiative going?


How will we ensure that the wings continue to identify and work to change what are perceived to be impediments to a culture of ethical success?  


How will we assess whether or not the initiative is working at the wing level?


How will we ensure the local Core Values initiative is values-driven and not counter-value?


wing-level gurus


	Gurus at the wing level function in much the same way as those at the MAJCOM level, but the concerns of the wings are somewhat more concrete and specific.  Among the many questions they must address are the following:


What should the wing Continuation plan look like, and who will be responsible for its implementation?


What steps will we take to ensure that second generation (and later) wing supervisors are properly trained to mentor their personnel?


What steps should we take to identify and properly train second generation (and later) wing gurus?


What ptrocess should we develop to ensure that wing-level plans are collected and forwarded to the MAJCOM, if necessary.


What means will we use to ensure that fresh and timely Core Values information is made available to all persons in the wing, to include information received from the MAJCOM as well as information we develop on our own?


What process will we use to ensure that all assigned personnel(whether civilians, officers, enlisted, or contractor(receive the same immersion in the Core Values and become adept at their application on the job?


What Public Affairs strategy will we employ to help keep the initiative going?


How will we keep alive the goal of constantly evaluating the way we do business so as to identify and elminate possible impediments to an ethical environment in the wing and its subordinate organizations?  


How will we assess whether or not the initiative is working?


If the initiative is not working, what process will we use to get it on track?


How will we ensure the local Core Values initiative is values-driven and not counter-value?
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