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FOREWORD


When I am asked to write the foreword to a new book, I usually read the book thoroughly, and then, after reflecting for a few days, search for something to say that adds value: something supportive that provides a fresh and different perspective. Rarely do I come across a book which is as complete as this one. Alan and Alison have left me nothing to say. They have put together an encyclopaedia of understanding about what it takes to build the neural pathways of an organization.


Neuroscience is telling us that when things are not working as well as they could in your life, focusing on what is not working just makes it worse. You have to create a new series of synapses in your brain about what it is you want to happen. This is what 31Practices does: but at an organizational level. The framework that Alan and Alison have put together provides a way of creating a new series of synapses in the collective consciousness of the members of an organization so they embrace a new way of being and behaving. 31Practices provides a way of bonding people together to achieve a common purpose by aligning their values. In so doing, 31Practices creates internal cohesion. In turn, internal cohesion builds trust: trust increases efficiency and reduces costs, thereby increasing performance.


In the “olden” days, when neural pathways were just a glitter in a neuroscientist’s eye, I remember reconfiguring my neural pathways by using something we used to call an affirmation. An affirmation was a statement about something you wanted to manifest in your life. It had to be believable, but it also had to stretch you. My first really effective affirmation was, “I design my life the way I want it”, which later became, “I design my life the way my soul wants it”. Subconsciously, we always design our lives the way we want them, but I wanted to do it consciously. Not only that, I wanted to be sure to design my life in such a way that the gifts and talents that my soul has given me could be made manifest to their fullest extent.


Reading my affirmation every morning before I started work enabled me to make conscious choices about what to do, with whom, and when. I stopped drifting like the flotsam you find in the open ocean and started sailing in the direction that my soul was leading me. By harnessing the winds – making conscious choices – I became more effective in my life.


My second significant affirmation was, “I have no needs”. This was a real stretcher. Of course, we all have needs: I just didn’t want satisfying my needs to be the sole focus of my life. This affirmation taught me many things. It taught me not to be attached to the outcomes I thought I needed. By believing I had needs, I was constraining the universe to operate in a particular way, when very often what wanted to emerge was something quite different. And, to my enduring wonderment, what emerged under its own volition gave me something that satisfied my needs and the needs I didn’t even know I had in a larger and more comprehensive way than I could ever have imagined. I began to realize that as long as I stayed true to my soul, there were forces at work in my life, which, if I hitched my wagon to them, would lead me on a journey that was beyond my ability to ever have conceived. If I could learn to trust my soul, by affirming that I had no needs, then this journey would lead me to a deep sense of fulfilment.


This is the power that reconfiguring the neural pathways of your organization brings you. By collectively focusing on what it is you want to be and how you want to live, you unleash the corporate soul. Your organization becomes all it can become because everyone is heading in the same direction and living with the same vision and values. 31Practices is a brilliant tool for helping your organization or team to achieve its highest performance.


Richard Barrett


Chairman and Founder, Barrett Values Centre, London and author of The Values-driven Organisation: Unleashing Human Potential for Performance and Profit
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CHAPTER 1 INTRODUCTION



“Simplicity is the ultimate sophistication”


Leonardo da Vinci1


In our super-connected world, organizations’ brands and reputations are shaped to a far greater extent by the personal experience of their employees and customers. We already know that 70% of customers’ brand perception is determined by their experience with the organization’s employees2 and 41% of customers are loyal due to employee attitude3. Authenticity from the tip to the root is the new Holy Grail for organizations. This book shows how an organization’s values and brand can be translated into the daily practices and behaviour of their employees, drawing a golden thread from the boardroom to the front-line customer experience. The 31Practices method weaves together principles and practices from psychology, philosophy, neuroscience, leadership and business to significantly enhance customer and employee satisfaction and loyalty. This book shares insights into how and why the methodology works. 31Practices has been successfully adopted by large and small companies, across sectors from around the world.


The purpose of this book is threefold:


•     First, to share the importance of values-based working for individuals and organizations, and the story of how the 31Practices methodology was created and has been developed over time to support organizations to do just that (Parts 1 & 5);


•     Second, to explain the underpinning framework of the approach with a light touch on how this might work for your own organization (Part 2); and,


•     Third, to provide an insight into some of the core principles and topics that are central to understanding why the 31Practices methodology works and its relevance in today’s context (Parts 3 & 4). These topics have been chosen with careful consideration so that you can explore in more depth the areas that we believe are most relevant to the way 31Practices works.


The book is presented in a simply structured format of 31 “bite size” chapters that you can explore in the way that appeals to you most. We have made a conscious effort to keep the style light and accessible. There is a more academic feel in places as we discuss some meaty topics such as complexity, wisdom, emotion, and a lighter, practical feel in others as we consider the application of the approach in a range of organizational case studies. We could not hope to cover each topic in this book in a way that satisfies each reader’s needs or does full justice to the breadth of each field. We have included references and resources for those of you that wish to explore particular topics further.


This book has been created as a practical reference guide to understand why the 31Practices approach works. It goes much further than that alone, offering insight into some core topics that are of use to understanding yourself and your organization more fully, and raising awareness of how 31Practices might energize, enable, and strengthen your organization, you and those you work with. We offer some ideas about the complexities of people, the world we work in and some thoughts on strengthening our collective wisdom and leadership.


We have been delighted to receive feedback that the book occupies a really important middle ground somewhere in the triangle between ‘theory heavy’ academic texts, theory light ‘airport bookshop’ management/leadership texts and theory free but pretty and glossy “concept” materials4.


Whether this is the first time you’ve explored the subject of values or are revisiting a familiar topic, we hope that you find The 31 Practices an interesting and useful read, deepening your knowledge and awareness of how and why you would wantan explicitly values-aligned organization.


What this book does not do is tell you how to create and implement 31Practices or what they should be for your organization. Each set of 31Practices is unique to the organization that creates them and we have spent many years developing the way in which we work with organizations to make this as effective as it is. This book doesn’t hold your answers, but will help you ask and explore some of the questions that may be helpful, and give you ideas for the direction you may wish to take. Naturally, we would be delighted to assist you in this journey!


The 31 Practices is written for people in organizations all over the world who consider organizational values an important asset and wish to optimise performance through harnessing the hearts and minds of employees and brand value in its broadest sense. The book will be as valuable to senior executives and team leaders in small or medium-sized enterprises as it will be for those in large multinational organizations in any sector, including the public and third sector. It is likely to be of interest to you if you are interested in the functional areas of Marketing, Human Resources, Customer Experience and Organisational Development as well as if you have a more academic interest in these areas and others such as psychology, culture, workplace, leadership and behavioural science.


31PRACTICES5


At one level, the 31Practices methodology could not be simpler: create a set of 31 practical behaviours directly related to the organization’s values and then, each day, make one practical behaviour the focus for everybody in the organization. Over time, behaviour becomes habitual and consistent at an individual and group level, bringing organizational values to life, and, as a result, releasing untapped potential and raising the performance bar.


The importance of a focus on just one Practice each day should not be underestimated because it allows us to perform in a very conscious way to the best of our ability. Neither should we underestimate what we can achieve. Sometimes people feel that 31 Practices will be too many to deal with but because they are easy to implement behaviours, this concern is quickly overcome. Also, just consider how many small actions you take in making a cup of tea or coffee…but we do not consider this to be beyond our capability.


As an example of one part of the methodology, Figure 1 shows the values and Practices on the credit card size carry card that is issued to each employee in an organization. The values are translated into daily Practices according to the date of the month. For example, in Figure 1 on the 4th of every month, the Practice for all employees is: “We take pride in our immaculate appearance (personal and facilities) and professional behaviour”. While we may assume that immaculate appearance is part of business as usual, on the 4th of each month, every employee is reminded of its importance, and chooses how they personally are going to live that particular Practice – taking their personal level of grooming and the presentation of their work area one step further. This can be something as simple as polishing shoes, taking extra care with ironing a shirt, tidying the furniture in a meeting room or picking up some litter in the car park.


Figure 1: Example carry card content


Values






	
Customer Service


Showing potential and existing clients that customer service is at the heart of our organisation and governs our every action is key to our success.








	
Respect


It is important that we show respect for the individual and treat others as we would like to be treated.








	
Integrity


This is central to the way we do business and crucial to our external credibility and continued respect in the market place.








	
Excellence


Maintaining competitive advantage and giving the best possible quality and value for money for every project or service we deliver.








	
Innovation


This is essential to grow our business and continue to be recognised as the market leader.









31Practices






	
Customer Service


1. We find out our customer needs and thrive on delivery to build and maintain long lasting relationships.


2. We deliver our best to both internal and external customers, in a personalised way, remembering personal preferences.


3. We are polite and approachable, use names and have a genuine smile.


4. We take pride in our immaculate appearance (personal and facilities) and professional behaviour.


5. We have detailed standards and procedures so we know what we need to do.


6. We value face to face communication above email and telephone.








	
Respect


7. We focus on two-way communication – listening and giving clear and constructive information.


8. We value the contributions of everybody and respect differences.


9. We offer and accept help and give and receive feedback.


10. We are eager to learn from others so we can be even better at what we do.


11. We respond quickly and positively to requests and maintain a professional approach under pressure.


12. We show our flexibility because we understand that sometimes things change.








	
Integrity


13. We follow ethical business practice and are trustworthy.


14. We are honest (even with not such good news) and straight talking.


15. We deliver our promises and have a fair minded approach.


16. We are consistent in our positive attitude, language and behaviour.


17. We enjoy our role as ambassadors for our organization, taking opportunities to share our story.


18. We are willing to stand up for our beliefs because we care.


19. We take responsibility to get things done (individually and collectively) and never have to be asked twice.








	
Excellence


20. We show our commitment to be the best at what we do and deliver better than our competitors.


21. We demand the best quality people, standards, materials and equipment.


22. We invest in training to continually update our knowledge and job skills so we set, meet and exceed standards


23. We plan, prepare, have the tools to do the job, and are resourceful.


24. We pay attention to detail because we understand that the small things make a difference.


25. We are determined, never give up and overcome challenges.


26. We measure our performance so we know how much we improve.








	
Innovation


27. We continually improve, by embracing change.


28. We suggest and successfully implement new ideas, including small changes.


29. We enjoy finding ways to make things easier for our customers and colleagues.


30. We celebrate success and learn when things are not quite right.


31. We work together, sharing knowledge, information and resources to create new ideas.









31Practices consists of a robust, methodical framework supported by a host of interwoven underpinnings, theories and thinking. This combination reveals a rich and complex approach about bringing to life an organization’s values through the behaviour of the people who form and represent that organization. Our experience of working with 31Practices in different cultures has been fascinating. Initially, some felt that it was too “American”, but then it was well received by UK organizations. Then it was suggested that it would not be accepted by employees in European countries like France, Germany, Italy and Spain… but it was. Then it was suggested that in the Far East, the culture was far too different for employees to feel comfortable to take part but we have enjoyed some fantastic sessions with organizations in countries such as Japan, Singapore and China. The key has been respect – to take the time to explain what 31Practices is, why it is important and how it works, then to respect cultural differences and allow ownership of making 31Practices work in a locally relevant way.


Importantly, 31Practices is not an alternative approach to goal setting. Goal setting in an organizational context often focuses on “what” is achieved, whereas the 31Practices framework focuses on “how” you behave or the way you are.


One of the strengths of 31Practices lies in the blend between practice and theory – on the one hand, we can say “what works” and “what the benefits are” and, on the other, we can answer in some depth “why” the methodology works. You will gain an understanding of how 31Practices draws on a number of different areas working together in a layered way to create a powerful approach.


Throughout the book, we bring together thinking and practice from great academic minds and well-known achievers in business, but we also introduce the ordinary “day-to-day” stories from our personal experience of working with leaders or being leaders ourselves. While we have included many perspectives, we are sure that there are others that could add further insight. Unashamedly, we will be taking our own personal slant on the theoretical landscape, with a view to bringing to life current theories around leadership, business, and the world we live in.


31PRACTICES – WHY NOW?


Transparency and connectedness: Social media and general media exposure is more intensive and extensive than ever before. Organizations have nowhere to hide and the world is super-connected. This means that employee and customer perception is shared very openly and quickly and the repercussions can be terminal. It is more important than ever for every single touch point to be authentic and positive. In addition, digital natives who have known nothing different to our increasingly technologybased world are starting to powerfully shape contemporary organizations and this audience will strongly influence the way in which values are represented in organizations in the future6.


The speed of change: The business world is shifting at unprecedented speed. This requires more flexible and decentralized working practices that empower employees to solve problems there and then. Employees require a holistic understanding of what the organization stands for so they can behave in a way that is in line with the organization values without having to refer upwards to make day-to-day decisions.


Business model innovation: A number of organizations are now part of complex organization structures that comprise a web of outsourced functions. Call centres, facilities management, logistics and security provide relevant examples. This development requires organizations to think very carefully about how their values can be delivered consistently when they may sometimes be represented by third parties as part of a virtual organization.


The changing focus of “control”: Organizations are no more than the people that represent them. This means it is the organization’s stakeholders that control the perception and not the organization itself. For customers, the least senior people have the greatest influence: the cashier, the car park attendant, the bell boy and not the CEO have the greatest influence on how an organization is perceived. For employees, the visible behaviour of leaders, from board members to local team leaders, is key in shaping perception. Other stakeholders such as outsourced service partners and local communities also have an influence on the perception of an organization.


Humans are emotional: There is an increasing body of neuroscientific knowledge which outlines the importance of emotion in the human decision-making process. The basis for a lot of emotional connections is a common sense of values. Increasingly, customers and employees identify with organizations as a statement about themselves as an individual and the “tribe” they belong to. Organization authenticity and being “real” is more important and this places a sharper focus on values – regardless of what your organization does.


Sustainable competitive advantage: Organizations can no longer compete so easily through the products and services they offer when these can be copied (sometimes very quickly). The one remaining point of differentiation is an organization’s “personality” displayed through values. And this is more enduring than any new product or service, which have increasingly short life cycles.


Measurable difference: Achieving values alignment can result in measurable beneficial outcomes across a variety of balanced scorecard measures ranging from increased customer satisfaction, to more inspired employees, to increased employee retention, to increased sales and profit.


In summary, there are many aspects of the way organizations work, within a dynamic local and global environment, together with our increasing insights into how people think, feel and behave, that all combine to make 31Practices of particular relevance at this point in time.


HOW TO USE THIS BOOK


The book is written in “bite-size” pieces, intended to be easy to access in whatever way suits you. Dip into the book intermittently or read in a chronological or ad hoc manner. How you make use of the book is entirely up to you.


Each chapter provides an insight into either what the 31Practices method is, why it works, or how it works in practice. In Parts 2, 3 and 4 we end each chapter with a number of exercises you can put into practice yourself or with your teams. We also offer a number of resources for you to explore particular areas in more depth if you wish to do so. We hope that you enjoy the gifts each chapter holds and the further discoveries you may make.


Part 1 – Laying the groundwork


The first part of this book is snappy and tells the story of why and how 31Practices came into being and the journey of evolution over the last 10 years. Chapter 2, Values shares some of the thinking, research and philosophy that make values the cornerstone of the approach, with Chapter 3, Journey sharing the story of evolution. This background provides a practical and theoretical context for the methodology that follows in Part 2.


Part 2 – The underpinning framework


This second part shares the core elements of the underpinning framework, starting off with Chapter 4, Framework, which provides an overview of how the elements knit together. This part of the Refine book will enable you to understand what is involved in kick-starting the virtuous circle that the 31Practices framework supports.


Each of the subsequent chapters 5-9 (Purpose, Identify, Action, Impact and Refine) presents the central part of the framework for that core element and brings it to life with stories from our own and others’ experiences.
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Part 3 – Exploring the principles


The third part of this book starts to explain why it all works. These chapters outline the underpinning psychological and philosophical principles that 31Practices draws on. We have separated those principles that are focused on how we work as human beings and articulate how providing a purposeful, values-based framework in an organizational setting connects with, engages and enables people to operate at their best. The purpose of this part of the book is to enable you to develop your insight into how and why the 31Practices method works from a human perspective. We hope you enjoy it and, remember, you don’t have to know any or all of this for 31Practices to work as a practical intervention.


We have organized this section into the Heart Principles, focused on being; the Mind Principles, focused on knowing; and the Body Principles, focused on doing. Despite this attempt at classification, the principles flow into one another, mirroring reality. We can’t actually separate with hard lines what is heart, mind and body. All are part of each other, just like a hologram. And, just like a hologram, it doesn’t matter which way you look at it, so the best advice is to start with a subject in this section that is most appealing to you and follow your interests from there.
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In Section 1, The Heart Principles, we work with Emotion, Inspiration and Happiness (Chapters 10–12). In Section 2, The Mind Principles, we work with Mindfulness, Resilience and Storytelling (Chapters 13–15). In Section 3, The Body Principles, we work with Practice, Strengths and Discipline (Chapters 16–18).


Part 3 offers an understanding of how heart, body and mind principles can come together to resource us (rather than deplete us), and to provide some practical ways for you to harness your own and others energy and resources. In each chapter, some of the central themes from research and practice are presented and brought to life with stories.


Part 4 – The broader context


The fourth part of this book highlights why 31Practices makes sense as a methodology at this point in time. The principles we explore in this part come from the broader system and context that leaders and organizations find themselves in. We cover Complexity, Change, Wisdom, Neuroscience, Choice and Leadership (Chapters 19-24)


These are common “headlines” in business thinking. We have endeavoured to make sense of some of these topics within the daily reality of organizations. While we don’t purport to have all the answers, our intention is that in sharing these subjects through our 31Practices lens, we are both provocative and pragmatic, supporting you to develop your insight into how and why the 31Practices method works from an informed but practical perspective.


[image: image]


Part 5 – Evolution


This final part of the book shares case study work and examples of where and how 31Practices has developed and been implemented. We share real experiences of 31Practices, the benefits realised and some of the challenges faced. This practical, operational perspective brings to life the thinking we have shared through the book. The principles and methodology remain the same whether you’re using 31Practices in a single business unit or for a global organization but, needless to say, the context is clearly different and we explore the implications. We also provide a glimpse of the future of 31Practices with an overview of a personal application, a mobile web application tool called my31Practices.
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For the ultra-busy, we offer a distillation of everything in our book in Chapter 30, Summary.


And finally...


This leaves us with Chapter 31, Photography, where we share some information about the work of Matthieu Ricard, the photographer who kindly allowed us to use his photographs in the book – we also give details about the fabulous photographs accompanying each of the chapters. In 2000, Matthieu Ricard founded Karuna-Shechen, a global non-profit humanitarian organization. Based on the ideal of “compassion in action”, Karuna-Shechen develops education, medical, and social projects for the most destitute populations of the Himalayan region. Our hope is that through this book, we can continue to raise awareness of his work and develop our relationship with Karuna-Shechen.


TO CONCLUDE


We know you don’t need reminding that despite the best attempts of researchers and scientists, philosophers and thinkers, there is no agreed, fixed formula that if universally applied would make an organization and all its members successful, fulfilled, healthy and resilient. Each individual, group and organization’s evolution is a process of constant interaction with and adaptation to the environment and context they find themselves in – which is why this won’t be the last book on the subject.


31Practices is not a “fix all” approach. But it does provide a framework which helps organizations to translate organizational values into a set of very practical day-to-day behaviours and then bring these behaviours to life in a sustained way. We hope you find much within the approach that resonates with your thinking and look forward to hearing your stories of how 31Practices thinking and practice has enabled you to create an even more effective organization.


If nothing else, we trust you will enjoy The 31 Practices, that it will give you cause to think about your organization and “the way things work around here”, and that it will give you ideas as to how you can release the power of your organization’s values every day.




PART 1


LAYING THE GROUNDWORK


The first part of this book tells the story of why and how 31Practices came into being and the story behind the approach. In Chapter 2, Values, we share perspectives on core values as this is the basis on which the 31Practices approach is built. We look at what values are, why they are important and their relevance for organizations. Then Chapter 3, Journey, is an overview of the 31Practices story over the last decade to provide background and a sense of the evolution.


“It is good to have an end to journey toward;


but it is the journey that matters, in the end.”


Ursula K. Le Guin1
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CHAPTER 2  VALUES


“It Ain’t What You Do (It’s the Way That You Do It)”


The Fun Boy Three and Bananarama 19821


Core values are traits or qualities that represent deeply held beliefs. They reflect what is important to us, and what motivates us. In an organization, values define what it stands for and how it is seen and experienced by all stakeholders (customers, employees, service partners, suppliers and communities).


Values act as guiding principles – as a behavioural and decisionmaking compass.2 In an organization, values (explicit or implicit) guide everyone on a daily basis. They are the foundation for the way things work, providing the basis of the corporate culture.


For individuals, as well as organizations, values sit at the gateway between our inner and outer worlds. They describe what is fundamentally important and meaningful to us and directly relate to sense of purpose and to our needs as individuals to survive and thrive.


Richard Barrett and colleagues differentiate between positive values and potentially limiting values.3 Honesty, trust and accountability are positive values, whereas blame, revenge and manipulation are potentially limiting. Positive values are described as virtues and are strengths that we can draw on to build resources and resourcefulness. Potentially limiting values are fear-based, evoked when our concerns for ourselves get in the way. In this chapter, we focus on positive values.


“Values are the ideals that give meaning to our lives that are reflected through the priorities we choose and that we act on consistently and repeatedly”.


Brian Hall4


In 2010, Reed Hastings, CEO of Netflix,5 made public a 126-slide presentation on how Netflix maintains a culture of innovation. Their core values are prominent on their website6 with clearly defined behaviours and skills. They are serious about their values as core to the company’s culture of innovation. Netflix enables employees to embody the values explicitly at work. The presentation went viral.


Following financial scandal in 2012, Antony Jenkins took over as CEO at Barclays in August of that year. In January 2013 he announced that bonuses and performance would be assessed against a new “Purpose and Values” blueprint. In a company-wide letter to staff, Jenkins unveiled his plan to implement five core values in a cross-business code, named “Purpose for Barclays”. The five values were respect, integrity, service, excellence and stewardship.


Jenkins wrote: “I have no doubt that the overwhelming majority of you, no matter in which area of the business or country you work, will enthusiastically support this move. But there might be some who do not feel they can fully buy in to an approach which so squarely links performance to the upholding of our values.”


“My message to those people is simple: Barclays is not the place for you. The rules have changed. You will not feel comfortable at Barclays and, to be frank, we will not feel comfortable with you as colleagues.” 7


Values are moving from a PR exercise to become the guiding compass. We invite you to take the whole business of values, and the values of your organization, a lot more seriously. A public commitment is a commendable start but it then requires rigorous follow through and, for Barclays, time will be the judge of what has been started.


Values are fundamental; some might call them ethics, others might see values as “how we do things around here”; both are right.


In reality, values often exist implicitly, outside formal organization processes and, mostly, under the radar of awareness. The commonly adopted behaviour of people in an organization is a representation of the values and creates the culture, the “felt experience” that stakeholders have. Values impact how the very best thought-out rational processes actually operate in practice. This organization culture is powerful, as Ivan Misner, quoting Peter Drucker reminds us, “Culture will always eat strategy for breakfast”.8


Awareness of values at an individual level is a starting point to selfinsight and understanding.


Awareness of values at an organizational level helps employees and organizations to more easily navigate the complex ambiguous nature of today’s business environment.


Articulating core beliefs, traditions and “the way we do things around here” through an explicit set of core values opens things up, empowers employees to make decisions without reference to their line manager for tiny details, enables ideas to flow freely and creativity and innovation to take place.9 Shared and explicit values offer a level of consistency of experience and engagement that is aligned on a site-by-site, national and global level.


There are simple ways to help people and organizations start to understand their values10 (see Chapter 6, Identify for more).


In summary, people are shaped by what they care about, and where given a choice, will engage in activities that enable them to survive and thrive in any situation.11 We can live core values to good effect. We can use them to provide:


•     a reference for decision making


•     clarity and increased awareness about individual behaviours (self and others)


•     an unambiguous environment for new employees to start off on the right track


•     stories to build the heritage and folklore of the organization


•     consistency – viewed from within or from the outside


“Without exception, the dominance and coherence of culture proved to be an essential quality of the excellent companies [we identified] … the stronger the culture and the more it was directed toward the marketplace, the less need was there for policy manuals, organization charts, or detailed procedure and rules.”


Tom Peters and Robert Waterman12


HARNESSING THE VALUE OF CORE VALUES


Ken Blanchard and Phil Hodges13 estimate that fewer than 10% of organizations have clear, written values and many take the work on values no further than words. To impact, core values need to extend into the day-to-day fabric of the organization and be a reference for decisions and behaviours at all levels, influencing people daily… And, yes – that means you!


Those in different places in an organization see evidence of culture and values differently. For example, those at the top rate tangible KPIs (key performance indicators) as demonstrative of organizational culture (e.g. financial performance, competitive compensation); those lower down rate their personal experience as important evidence of “values” (e.g. open communication, employee recognition, access to leaders).14 Both are forms of evidence.


How do you make sure that your stakeholders’ experience of your organizational values is explicit and aligned from the boardroom to the front line?


The tone is set by every employee, not just those at the top of the pile. Those at the top model what is important, and are particularly visible in everything that they do – people take notice of how they behave. Yet, wherever you are, you have influence on those around you.


An organization is a system of loosely connected individuals, and, as Antony Jenkins so eloquently highlighted, if you can’t personally sign up and “live” the values of the company you are working for, then what are you doing there? The organization is only as good as each of the component parts.


As individuals, we need to turn the lens inwardly if the organization is going to behave in line with core values. What are you doing? If you don’t behave as if the core values matter, then others won’t either. For values to be really cemented in the organization’s culture, everyone must be held accountable for living and demonstrating the values in their dayto-day actions. Embedding values is a challenge.15 31Practices offers a methodology to enable this.


For organizations, identifying values is just the first step. It is not enough. Wellwritten values without good execution will not prevent Enron-sized disasters.16 Enron’s explicit value statements of respect, integrity, communication and excellence masked the real and self-defeating culture at work.


In our own work, we often notice very limited attention paid to values when we first visit organizations. At a recent visit to a pharmaceuticals organization, the values that adorned the lobby were discussed as part of the proposed learning and development strategy. The HR Director responded that sadly, the values were enshrined on the walls of the lobby and in marketing materials, but were not explicitly built into the way things were done. Had we stopped to ask employees about the company’s values, they would have in all likelihood struggled to remember them. They would have been even more pushed to explain what the values meant to them as part of their daily life at work.


Enron would be in good company today. Many leadership surveys see corporate values as rhetoric rather than reality,17 with most employees unaware of their organization’s values.18 And yet, most employees see the potential benefits of having a set of values in the first place,19 especially if the consequences of living and failing to live the core values are explicitly aligned.


“In the wake of the banking crisis and other corporate scandals, now more than ever, organizational values should be at the forefront of business leaders’ minds”.


Peter Cheese20


Two stories here share the impact of core values – when they are harnessed and when their value is ignored.


The story of Zappos


Founded in 1999, Zappos demonstrates strong values-based leadership. Starting as an online footwear business focusing on customer service, Zappos grew from $1.6 million in sales in 2000 to over $1 billion by 2009. Zappos was sold to Amazon for a reported $1.2 billion in 2009. At the point of sale, Zappos’ range included: handbags, eyewear, clothing, watches, and children’s merchandise.


CEO Tony Hsieh, commenting on this shift, noted: “Back in 2003, we thought of ourselves as a shoe company that offered great service. Today, we really think of the Zappos brand as about great service, and we just happen to sell shoes.”21


Resisting the idea of values for as long as possible, believing they were “very corporate”, Tony Hsieh admits he’s “just glad that an employee finally convinced me that it was necessary to come up with core values – essentially, a formalized definition of our culture – in order for us to continue to scale and grow. I only wish we had done it sooner.”22 Hiring / firing decisions were the crux around which Zappos’ core values were crafted, enabling a clear articulation of what was REALLY important when it came down to it. If employees were not prepared to hire and fire on the basis of the values, then they were not considered as core.


Core values inform fundamental decisions and behaviours. New hires are asked to sign an official commitment to Zappos’ core values right from the recruitment and induction phases of employment.


The story of News of the World


News of the World was a national newspaper published in the United Kingdom from 1843 to 2011; at one time the biggest-selling Englishlanguage newspaper in the world, selling nearly 3 million copies a week in October 2010.


Its reputation was for exposing the wrongdoings of national or local celebrities, by setting up insiders and journalists in disguise to provide either video or photographic evidence. The newspaper took on the mantle of a trusted people’s champion – the nation’s newspaper fighting “little people’s” battles against the large, rich and powerful.


From 2006, allegations of phone hacking were rumoured. The company is believed to have hacked the phones of citizens, celebrities, and even the British Royal Family to gain inside information. The scandal started to unwind during the case of a murdered child and deepened when the paper was alleged to have hacked into the phones of families of British service personnel killed in action.


Rather than the people’s champion, the newspaper was seen to have turned against the ordinary people – soldiers’ widows, bereaved parents – and looked much more like the cynical corrupt elite they claimed to expose. There was a deep sense of betrayal that such a significant and trusted “people’s newspaper” could allow this to happen. Major advertisers withdrew advertising.


A “whatever it takes” culture had grown and spread at the paper, resulting in the extreme measures taken by employees to deliver results. Carl Bernstein23 asserts, “Reporters and editors do not routinely break the law, bribe policemen, wiretap, and generally conduct themselves like thugs unless it is a matter of recognized and understood policy.”


The public backlash and loss of revenue led to News International announcing the closure of the newspaper in July 2011. A 170-year-old business and one of the most successful newspapers in the world ended with the associated financial and personal costs, with senior executives facing trial for breaches of privacy, bribery of officials in public office and obstruction of justice.
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