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Rescuing Vision & Values

This short paper considers the challenges around the adoption of
organisational Vision and Values, and their impact on managing
change. It describes 5 important considerations when introducing
organisational Values or when rescuing a Values initiative that is
floundering.

We have a Vision that no-one
seems to value.

We have Values that are not
shared.

Our Vision therefore has no
value.

Our Values have no relevance.

Values are an
essential How can we be expect to share these values when

ingredient for a they (Senior Management) don't?

successful

organisation.
It would be great if the company Values

described life at work, but they don't and
never will. That's some consultant's fantasy
world and this is the real world.

These two comments are typical of many that we have collected from
disillusioned employees who had their hopes raised and then dashed
by their employers. Altruistic and attractive Values (principles and
standards) were introduced which some employees naively embraced
only to discover that others did not and that the organisation did
nothing meaningful to uphold them. Other employees, convinced from
the outset that the organisation would not live the Values didn't expose
themselves to humiliation by ever adopting those Values in the first
place.

This is a tragically missed opportunity since a weight of evidence
confirms that well formed and managed Values are an essential
ingredient for a successful organisation. They provide a welcome
sense of identity and purpose for employees and can serve to align
everyone's activities in the pursuit of meaningful goals.
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Whilst every organisation has a culture, this will often be a random
collection of attitudes and behaviours that has accrued over time as
different personalities and circumstances have impacted on the
organisation. When Values are adopted (accompanied by an
appropriate Vision) then an organisation takes hold of its culture and
consciously moulds it into something designed for success. But many
organisations struggle to adopt the behavioural models and standards
that will help them truly move forward and this impacts directly on their
ability to manage change and performance and to gain employee
engagement

Over recent years The Blue Water Partnership has found itself
increasingly asked to work with organisations in order to rescue a
foundering initiative around corporate Values. Why? Because our
specialisation is in working with managers and leaders to help them
develop their abilities to get best performance from their people; the
development of Values is a leadership challenge that forms an
essential part of the Performance and Change Management puzzles.

Any development initiative for managers that leads to measurable long-
term improvements in the running of an organisation must involve
managers in creating a Vision and adopting new Values. It is not
always necessary to state this to achieve strategic change, but making
Values explicit has become increasingly popular in the last decade and
is certainly vital if we are talking about a whole organisation initiative.

Here are the five most important considerations that we take into
account when mounting a Values rescue mission!

Vision and Values

These two concepts lay behind the drive of leadership: providing
targets toward which the leader leads (Vision) and principles of
behaviour (Values) which, if modelled and supported by the leader, will
aid the journey.

Whilst not every leader can be expected to be visionary (in terms of
developing fresh vision) all can be expected to be able to embrace a

new vision and lead the journey towards it as long as an appropriate
Vision is devised and bought in to by the leader and as long as
appropriate Values are adopted by all team members (including the
leader).

The Vision should be clothed with specific objectives and hard
measures.
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Rescue Tip 1

Have a clear shared (by all members of the team or
organisation) Vision on which Values and changed
Behaviours can be focussed.

Defining Values (and Behaviours)

It is tough for us as individuals to define our Values and even more so
to consistently live up to them. Hence the rise of the new religion of
self-mastery propounded by 'life coaches' is all about defining a
personal Vision and Values and working out how to make them a
reality.

If it's tough for individuals it is even more so for collections of
individuals working together i.e. organisations, since we are seeking to
accommodate many different personalities with varying motivations,
under one set of principles.

To succeed it is not enough to define Values - we must also give
guidelines for how to live those Values. Values must therefore always
be accompanied by suggested Behaviours in other words 'What must
we do to live our Values?' Behaviours tell us what our Values look like
and are a critical aid to helping people change for the better. A useful
set of Behaviours aligned to Values will not anticipate every possible
situation (that list would be long, cumbersome and never ending!)
instead they will give examples that should allow employees to work
out their own solutions when necessaryv.

Rescue Tip 2

Never define Values alone; accompany them with

Behaviours.

Vision is best defined from the top of the organisation (although where
appropriate in consultation with the organisation) whilst Values are best
developed from within i.e. from inside the organisation and offered to
management who then facilitate their clarification, introduction and
maintenance.
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The common error here is to develop Values with consultants or in a
management 'think tank'. However elegant and well crafted these
Values may be they were 'made by management'. The most impactful
Values are created with significant input from within the body of the
organisation. Well tried methods can be adopted to ensure wide scale
input and that the agreed Values are fair to all and accepted by the
majority. In this way they will be lived and maintained throughout the
organisation.

Rescue Tip 3

Vision from the top, Values from within.

Leading the Values

Values must be managed with care since if the leaders of the
organisation do not live (and be seen to be living) them they will
backfire on the organisation causing widespread discontent.

This begins at the top where the behaviour of the CEO or MD really
matters to employees at all levels. The example from the top must be
exemplary and thereby inspirational.

Rescue Tip 4

Live the Values from the top.

The management population of any organisation is the most influential
body and consequently the intent and ability of those managers to lead
the Values will spell success or failure for any Values based initiative.

Managers must first buy-in to the Values. Cynicism at management
level is fatal. When introducing Values, the concept must first be sold
to the management team and the future of any who cannot embrace
the principle should be questioned.




Rescuing Vision & Values

Where managers resist Values a common reason is that they doubt
their own ability to introduce them to team members. Their people
management skills may need to be polished and some form of Value
driven management improvement initiative is frequently required.

Managers must posses the skills of assertive communication, be
competent coaches, understand the principles of team leadership and
be able to build and maintain teams. They need these skills because
they must give their team members the confidence to live the Values
and create a supportive team structure to encourage them to do so.

Rescue Tip 5

All managers must be ready and able to lead the
introduction and maintenance of organisational Values.

Good Times, Bad Times

When good times are rolling organisations need their Values in order to
manage success otherwise they may find themselves weakened in the
longer term since the situation tends to breed complacency and laziness.

When the bad times come, those Values mean that employees give of
their best to support the struggle and achieve the best possible outcome.
But without Values sometimes leadership is seen to panic in the face of
threat, shortcutting standards and seeking quick fixes.

Values provide a foundation and framework when surrounding
circumstances are in flux. Without a commonly understood and
respected set of Values employees will not engage with their
organisation and consequently change will be resisted and performance
will be lack lustre. Without a shared Vision those employees have no
common theme on which to focus their behaviour and as their direction
varies they start to work in contradiction of each other.

It is worth investing considerable effort and care to introduce and
support both Vision and Values effectively, for from them flow many
solutions to challenges that otherwise seem perennial and insoluble.

Gordon Roscoe is Managing Director of The Blue Water Partnership, and is

the author of 'Hidden Treasure - Learning to lead doesn't have to be dull’
(published by Matador ISBN 1904744923), an educational novel about the
Skills required by managers to get the best from others.
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