
3GC01 08/07/2014 9:51:25 Page 7

Tally up your scores. On this first assessment, the total possible
point value is 30. A score of 25–30 is very good; that means you rated
each item with “agree” or “strongly agree.”

It is likely that your total score at this early stage is short of
25 points—maybe even short of 15.

You may be a “tough grader,” holding your team or company to
high standards. That’s not a bad thing here.

You may be an “easy grader,” believing your team is terrific,
despite the reality that is evident just below the surface.

You need the perspective of the unvarnished truth, a clear under-
standing of your team or company’s true starting point in this journey
toward a high-performing, values-aligned workplace.

Culture Effectiveness
Assessment #1:
Informal Tour

Strongly
Disagree Disagree

Slightly
Disagree

Slightly
Agree Agree

Strongly
Agree

1. Workspace Attractiveness
Our work environment is
bright, clean, and inviting.

1 2 3 4 5 6

2. Workspace Safety
Our work environment
delivers safe passage
and safe operations.

1 2 3 4 5 6

3. TeamMember
Perceptions and
Interactions
Leaders and team members
enjoy positive, trusting
relationships with each
other daily.

1 2 3 4 5 6

4. TeamMember
Performance
Team members know what
they’re supposed to do and
are actively engaged in
doing it daily.

1 2 3 4 5 6

5. Customer Perceptions
and Interactions
Internal and external
customers are treated with
the utmost dignity and
respect during every
interaction.

1 2 3 4 5 6
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The performance-values matrix outlines four possible combina-
tions of performance and values. (See Figure 1.1.)

The vertical axis describes a player’s performance at any point in
time in the organization, with low performance on the bottom and high
performance on the top.

The horizontal axis describes how well a player demonstrates the
organization’s espoused, desired values at any point in time, with low
values match on the left and high values match on the right.

A caveat: Before one can apply this model to their team, depart-
ment, or organization, clear performance expectations and clear values
expectations must be defined and agreed to in advance by the organi-
zation’s members.

The challenge with this model is how to measure the values
match. Values must be as measurable as performance metrics and
must be measured regularly (just as performance metrics are
monitored).

Figure 1.1 The Performance-Values Matrix
Source: The “Performance-Values Matrix” was originally published in the “Gung Ho!”
Participant Workbook, Item #10832,  2000 Blanchard Family Partnership and Ode to
Joy Limited, and is included herein with the authors’ permission.
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demonstrate those behaviors. People need to understand exactly how
people and customers must be treated in every interaction.

Look at Figure 1.2. It shows global responses to one of the survey
questions from my Performance-Values Assessment.5 The items in
this assessment are ranked on a six-point scale. The two desirable
answers are “strongly agree” and “agree.” The other four answers are
not desirable.

This particular item shows that slightly less than 30 percent of
454 global respondents strongly agree or agree that their team or
company has defined what a “good team citizen” acts like. That means
just over 70 percent of respondents live in a work environment without
behaviorally defined values.

Figure 1.3 illustrates a similar item from another research project I
have under way: the Great Boss Assessment.6

Figure 1.2 Good citizen responses from the Performance Values
Assessment

Figure 1.3 Defined values responses from the Great Boss Assessment
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Forty-six percent of respondents strongly agree or agree (again,
these are the two desirable ratings) that their boss inspires their best
efforts each day. That’s not bad—but it means that 54 percent of
respondents work for bosses who do not inspire their best efforts.

Figure 1.5 shows an additional legacy-related item from the Great
Boss Assessment. This item gauges agreement on the degree to which
respondents see their leader “coaching teammembers on behaviors that
erode team performance, trust, or respect.” Just under 37 percent
believe their leader does; that means 63 percent experience a work
environment where leaders do not address such behaviors.

One final legacy-related item from the Great Boss Assessment is
shown in Figure 1.6. This item asks respondents to rate how quickly
their leader addresses team issues. Slightly less than 36 percent believe

Figure 1.4 Inspiration responses from the Great Boss Assessment

Figure 1.5 Coaching responses from the Great Boss Assessment
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their boss doesn’t let team issues fester. That means that 73 percent
believe their boss lets team issues fester.

There is no time like the present to build a stronger, positive
leadership legacy. You may as well—you’re going to be there in the
foreseeable future anyway, right?

This book aims to educate readers that effective leadership
involves much more than managing output. With an organizational
constitution, the framework for a safe, inspiring, fun, and productive
work environment is clear.

With an organizational constitution, consistent workplace inspi-
ration is within reach.

Ready to learn more? The next chapter will help you get clearer
about your purpose, values, and leadership philosophy. Then we’ll dive
into defining your team or company’s organizational constitution:
purpose, values and behaviors, strategies and goals.

Figure 1.6 Team responses from the Great Boss Assessment
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better. These tweaks, though, erode consistency and inhibit the creation
of a strong service foundation.

The most effective culture champions are very specific about their
beliefs. They formalize them and share them so that others can give
them feedback about how well they’re living their beliefs.

We’ll not be casual about your personal constitution—we’ll be
intentional!

This chapter provides the best practices of effective culture
champions and gives you proven tools to help you embrace those
best practices.

This chapter’s Culture Effectiveness Assessment ranks the degree
to which you, as a team or company leader, have clarified your own
purpose, values, behaviors, and leadership philosophy, have shared
them with your team, and invite feedback on your alignment to your
constitution.

Culture Effectiveness
Assessment #2: Personal
Purpose, Values, and
Philosophy

Strongly
Disagree Disagree

Slightly
Disagree

Slightly
Agree Agree

Strongly
Agree

1. Clarity of Personal
Purpose
My purpose statement
succinctly describes my
reason for being on this
planet.

1 2 3 4 5 6

2. Clarity of Personal Values
My values statement
includes formal definitions
of the principles I choose to
live by in every interaction,
every day.

1 2 3 4 5 6

3. My Values Are
Measurable
My values are defined in
specific, tangible, and
measurable behaviors.

1 2 3 4 5 6

4. Clarity of Leadership
Philosophy
I have formalized my
leadership philosophy,
which outlines my beliefs
about leadership, whom I

1 2 3 4 5 6

42 THE CULTURE ENGINE



3GC02 08/07/2014 10:3:55 Page 43

Let’s build your culture champion personal constitution. We’ll
start with your personal purpose and values, and then move on to your
leadership philosophy.

CLARIFY YOUR PERSONAL PURPOSE

All sustainable, meaningful work begins with a solid foundation. The
first piece of this foundation is your positive personal purpose
statement.

If you’ve done work on a personal mission statement or values
clarification in the past, this process will feel comfortable to you. You’ll
be able to leverage the work you’ve already done, refining your personal
purpose to ensure its relevance for this culture journey.

For most of you, this will be a new path. These instructions will
walk you step-by-step through a proven process to formalize your
personal purpose (and values, in the next section).

We’ll be looking at your life purpose and values, not just a set for
your workplace. Our core purpose and values don’t change based on the
roles we choose. They remain the same, a solid foundation for whatever
we’re doing.

serve, what outcomes we
build together, and what
people can expect from me.
My leadership philosophy is
based on servant leadership
in action.

5. I Ask for Feedback on My
Purpose, Values, and
Leadership Philosophy
I share my personal purpose,
values, behaviors, and
leadership philosophy with
my direct reports. I ask for
their feedback regularly to
gauge how well I’m living
my personal constitution.

1 2 3 4 5 6

Culture Effectiveness
Assessment #2: Personal
Purpose, Values, and
Philosophy

Strongly
Disagree Disagree

Slightly
Disagree

Slightly
Agree Agree

Strongly
Agree
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Abundance Freedom Nobility Service

Agility Fun Outrageousness Significance

Audacity Generosity Passion Stability

Brilliance Harmony Philanthropy Teamwork

Creativity Humility Poise Trust

Dream Integrity Proactivity Valor

Excellence Learning Responsiveness Wonder

Finally, think of people you highly respect, people you love to
engage with. What values do they espouse and demonstrate? List those
as well, as one or two might fit perfectly in your personal values list.

Now pull together your preferred values list. Identify three to five
values you’d like to model in daily interactions at home, in the
community, and at work—and note them here:
___________________________________________________________

___________________________________________________________

___________________________________________________________

___________________________________________________________

Why three to five values? Why not 10? Again, you’re trying to
create clarity about values and alignment to behaviors. Too long a list
of values or behaviors creates confusion, not confidence.

By limiting your values to three to five, you’ll find greater
appreciation, comprehension, and behavioral alignment toward your
best self, every day.

DEFINE YOUR VALUES

Next you must define your values so that there is no question in your
or anyone’s mind about what you exactlymean by the values you desire
to live by.

By formalizing what your values mean to you, you are not only
clearing the right path through our daily jungle, you are shining intense,
clear light on that desired path.
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Let’s look more closely at purpose statements.

I use the terms mission statements and purpose statements inter-
changeably. In my experience, these terms refer to what a business’s
reason for being is today, as opposed to a vision statement that is a
description of the organization’s desirable future state.

My experience and research lead me to believe strongly that
the “present day” description is a stronger foundation for teams or

Culture Effectiveness
Assessment #3:
Inspiring Purpose

Strongly
Disagree Disagree

Slightly
Disagree

Slightly
Agree Agree

Strongly
Agree

1. Clarity of Purpose
Our team or company’s
purpose statement is succinct
and specific.

1 2 3 4 5 6

2. Our Purpose Serves
Customers
Our purpose statement
describes how we improve
our customers’ quality of life.

1 2 3 4 5 6

3. Our Purpose Is Well-
Communicated
Our published statement is
known; team members can
repeat it nearly verbatim. The
statement is visible in
communications and
discussed in meetings
regularly.

1 2 3 4 5 6

4. Our Purpose Serves as an
Active Guidepost
Our team’s or company’s
strategies, goals, plans,
decisions, and actions are
examined through the lens of
our purpose statement. If
aligned, they’re acted upon. If
not, they’re set aside.

1 2 3 4 5 6

5. Customers Understand and
Believe Our Purpose
Internal and external
customers can explain our
purpose statement and offer
examples of how our purpose
is demonstrated in our
interactions with customers.

1 2 3 4 5 6
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They attract like-minded (and values-aligned) potential employees and
customers, and create heart-driven momentum that builds performance
and engagement across the organization.

Two highly values-driven companies, Southwest Airlines and
Zappos,1 are examples of companies that hire and coach to their specific,
defined, desired valued behaviors. With the right values, character, and
heart in place, aligning skill sets to the role is easy.

Values alignment rarely happens casually. It happens so rarely that
we can confidently say the chances of values alignment happening in
your company or team without intentional effort are slim or none.

Culture Effectiveness
Assessment #4:
Values Expectations

Strongly
Disagree Disagree

Slightly
Disagree

Slightly
Agree Agree

Strongly
Agree

1. Clarity of Values
Our team or company ‘s
values statement is
formalized and publicized.

1 2 3 4 5 6

2. Our Values Are
Measurable
Our values are defined in
specific, tangible,
observable, and measurable
behaviors.

1 2 3 4 5 6

3. Our Values AreWell-
Communicated
Our values, definitions, and
behaviors are known; team
members can repeat them
nearly verbatim. Values
expectations are frequently
discussed in meetings (one-
on-one, team, or total group
meetings).

1 2 3 4 5 6

4. Everyone Is Held
Accountable for Living
Our Values
Leaders and team members
are expected to demonstrate
our valued behaviors.
Positive and negative
consequences are promptly
applied to ensure daily
demonstration of our values
and behaviors.

1 2 3 4 5 6
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WHY DO YOU NEED VALUES DEFINED IN

BEHAVIORAL TERMS?
Every company and team wants talented players that are enthused about
their work and teammates, who are willing to learn and grow, and who
support their peers through cooperative teamwork.

A positive attitude—by a leader or employee—is terrific to have in
the work environment.

So, how does a leader ensure consistently great attitudes from
the team’s or company’s players? Is the only way a leader can gain
talented team members’ enthusiasm, willingness, and support through
attitude?

Can a leader manage a person’s attitude? My research and expe-
rience leads me to believe that’s not possible. By definition, attitude
comes from within a person. Attitude is intrinsic, internal to each
person—it isn’t easily influenced by efforts from outside oneself.

A leader may try all kinds of ways to boost others’ attitudes.
However, I’ve not seen leaders be consistently successful at managing
others’ attitudes.

So, let’s agree that leaders cannot manage a person’s attitude.

Can you hire for attitude? I think many leaders would say they try
to, but that it is very difficult to do. (We’ll discuss hiring in Chapter 9.)

I’ve seen some very good leaders experience frustration when an
employee’s initially terrific attitude went downhill and nothing the
leader tried could halt that attitude erosion.

5. Customers Experience
Our Values in Every
Interaction
Internal and external
customers see and hear our
values being demonstrated
at all times. If they don’t
know our values, they
understand them after
interacting with us over
time.

1 2 3 4 5 6
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Ask yourself, “How do our company or team great corporate
citizens behave today?” What do they do today that makes you proud?

List these values or behaviors here:

___________________________________________________________

___________________________________________________________

___________________________________________________________

Add to this list any additional values you would like to see leaders
and employees demonstrate with each other, peers, and customers.
Consider the following values, which we also used in Chapter 2 to help
you formalize your personal values.

Abundance Freedom Nobility Service

Agility Fun Outrageousness Significance

Audacity Generosity Passion Stability

Brilliance Harmony Philanthropy Teamwork

Creativity Humility Poise Trust

Dream Integrity Proactivity Valor

Excellence Learning Responsiveness Wonder

Finally, think of providers you love to engage with—your favorite
restaurant, hair salon, grocery store, gas station, and the like. What
values do they espouse and demonstrate? List those, as well as one or
two might be perfect for your team or company’s values.

Now pull together your preferred values list. Identify three to five
values you’d like every organizational member to model in daily
interactions, and note them here.

___________________________________________________________

___________________________________________________________

___________________________________________________________

___________________________________________________________
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of your team or company strategies every other year, more frequently
if your strategies aren’t serving your customers, your stakeholders, and
your employees very effectively.

Goals change often. They are the tactical, day-to-day targets that
ensure traction toward the accomplishment of your stated strategies.
Projects come and go as aligned efforts deliver promised products
and services.

You’ll cycle in new goals and performance targets as your team or
company learns and evolves. Some goals and projects might be found to
be irrelevant or unneeded—despite how aligned they looked at the
beginning of the performance period!

You’ve already built a strong foundation with your team’s purpose,
values, and valued behaviors. Now we’ll build the framework for
consistent performance with a strategic plan and specific goals.

This chapter’s Culture Effectiveness Assessment allows you to
rate how well your team or company’s strategic plan and goals enable
consistent performance.

Culture Effectiveness
Assessment #5:
Strategies and Goals

Strongly
Disagree Disagree

Slightly
Disagree

Slightly
Agree Agree

Strongly
Agree

1. Strategic Planning
Our team or company
engages in a disciplined
strategic planning process
at least every two years.

1 2 3 4 5 6

2. Specific Goals
Our strategic plan includes
specific, measurable, and
time-bound goals that set
desired targets for strategic
imperatives.

1 2 3 4 5 6

3. Communication of
Strategies and Goals
Leaders and team members
understand our strategic
imperatives and goals.
They can describe them in
simple language quickly.

1 2 3 4 5 6

4. Reinforcement of
Strategies and Goals
Team members understand
how their day-to-day

1 2 3 4 5 6
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FIVE-POINT STRATEGIC PLANNING WHEEL

The great news about the organizational constitution work you’ve done
so far is that you’ve already defined who you are as a team or company.
Your purpose, values, and valued behaviors describe your reason for
being, the principles that guide every effort, and the behaviors that you
demand of great team citizens.

The five-point strategic planning process I recommend doesn’t
need to address the “Who are you?” question. It simply builds upon that
foundation to ensure your team or company understands the pathway to
performance success.

Once the pathway to performance success is clear, leaders can align
teammembers’ plans, decisions, and actions to exceed those metrics and
targets.

Let’s look at the five-point strategic planning wheel, depicted in
Figure 5.1.We start this ongoing process at the upper-left of our graphic.

1. Where

Where are we now?This first point enables leaders to take
a close, honest look at what’s working well regarding organiza-
tional performance. How are we viewed in our markets? Are
our products or services unique and providing high value to

projects, goals, and tasks
align to the strategic plan.
Misaligned plans, decisions,
and actions are redirected
appropriately.

5. Evolution of Strategies
and Goals
Goal traction is reviewed
monthly. Goal refinement
and adding new goals are
common. Strategies are
refined as needed during the
performance period.

1 2 3 4 5 6

Culture Effectiveness
Assessment #5:
Strategies and Goals

Strongly
Disagree Disagree

Slightly
Disagree

Slightly
Agree Agree

Strongly
Agree
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customers, or are our products and services seen as commodi-
ties?Or dowe offer amix across the value spectrum? If so, is that
mix beneficial for our business and our customers today?

2. What

This second point focuses on future desirability and
possibility. What opportunities or imperatives shall we con-
sider?What are our customers looking for that might be in our
team or company’s “wheelhouse” (i.e., we do it well or have
skills that can be realigned to do it well)? What opportunities
will require us to conduct a skunk works, where we build or
hire needed skills to pursue a desirable market opening?

3. Decide

Now you come to your decision point. This step typically
requires the most focus and resolve. This is where you’ll
leverage your team or company’s sweet spot, the combination
of skills, vision, and ingenuity.

Figure 5.1 Strategic Planning Wheel
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Keep in mind that the practices we’ll describe here are the antidote
to the plague of managing by announcements (MbA). We’ll not let you
announce your organizational constitution and then do nothing further
to embed the new practices, processes, or systems.

We know that the announcement alone never creates the desired
change.

This chapter’s Culture Effectiveness Assessment gauges the
degree to which you, today, align to the three theme’s best practices.

Before we dive into our three themes, it’s important to clarify the
scope of leadership of this initiative in your organization.

Culture Effectiveness
Assessment #6: Living
Your Constitution

Strongly
Disagree Disagree

Slightly
Disagree

Slightly
Agree Agree

Strongly
Agree

1. Employee Input on the
Organizational
Constitution
Employees are given the
opportunity to pose questions
or make suggestions about
the proposed purpose, values,
behaviors, strategies,
and goals.

1 2 3 4 5 6

2. Broad Communication of
the Organizational
Constitution
Once the initial draft is
finalized, the organizational
constitution is communicated
and marketed in a variety of
ways—publication, town hall
meetings, regular review of
values and behaviors, and so
on.

1 2 3 4 5 6

3. Leaders Demonstrate the
Organizational
Constitution
Leaders are role models of
the purpose, values,
behaviors, strategies, and
goals in every interaction, in
all plans, decisions, and
actions. The senior
leadership team is aligned in
its commitment to the
desired culture.

1 2 3 4 5 6
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ENGAGE ALL LEADERS IN YOUR ORGANIZATIONAL

CONSTITUTION’S IMPLEMENTATION

As the leader of your team, department, division, or company, you have
the authority and responsibility to craft workplace inspiration through
an organizational constitution.

If you lead a small team, you are the leader who must embrace the
culture and champion responsibilities. You don’t need anyone else’s
permission to move forward with your team’s organizational constitu-
tion. You can begin the culture change process immediately.

In that scenario, the scope of leadership is you.

The larger your organization, the larger your sphere of influence
or span of control. This increases the number of leaders you must
actively engage in the culture refinement initiative.

If you are responsible for a larger organization (i.e., you lead a
department),1 you remain the main champion—you don’t need any-
one’s permission to move forward. And in that scenario the scope of

4. Leaders Invest Time in
Observing, Praising, and
Coaching
Leaders spend more time
engaging in discussions and
validation of aligned values
and behaviors than they do
in discussions about
performance and goals.

1 2 3 4 5 6

5. TeamMembers
Demonstrate the
Organizational
Constitution
Team members are role
models of the purpose,
values and behaviors,
strategies, and goals in every
interaction, in all plans,
decisions, and actions.

1 2 3 4 5 6

Culture Effectiveness
Assessment #6: Living
Your Constitution

Strongly
Disagree Disagree

Slightly
Disagree

Slightly
Agree Agree

Strongly
Agree
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Set the context and describe what the proposed organizational
constitution means. What does the draft purpose mean? What do the
values and behaviors mean—to every individual in the department?
What do the performance strategies and goals mean?

It’s likely that employees will be most comfortable with your
strategies and goals. These will likely be very familiar to team members
because they’ll commonly align with your existing performance metrics
and dashboards.

You may be adding some new performance standards in your
strategies and goals, but it’s unlikely that these performance declara-
tions will generate much concern. They’ll make sense, since you have
(probably) already been talking about these targets.

The purpose, values, and valued behaviors just might generate
questions, concerns, and enthusiasm!

Point out that you’ve got great department citizens today. Your
organizational constitution is intended to clarify and formalize how

Proposed Values and Valued
Behaviors

What do you think?What are we
missing? How can we be more
specific about the behaviors we
want everyone to demonstrate
with this value?

Value: Integrity

Definition:Wemake promises
intentionally and keep our
commitments religiously. We
do what we say we will do.

Behavior #1: I always deliver on
my promises. If for any reason it
looks like I will miss a deadline,
I let all stakeholders know in
advance what I can do and my
suggestions to mitigate any
issues.
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This chapter’s Culture Effectiveness Assessment gauges how well
your current team or company uses the proven best practices of values
feedback and accountability today.

The best practice system for values accountability includes the same
elements as those we just discussed for performance accountability.

Culture Effectiveness
Assessment #7: Values
Feedback

Strongly
Disagree Disagree

Slightly
Disagree

Slightly
Agree Agree

Strongly
Agree

1. Values Agreements
Every organization member
has formally committed to
modeling the defined values
and behaviors.

1 2 3 4 5 6

2. Values Reinforcement
The team’s purpose, values,
and behaviors are discussed
regularly. Stories are
frequently told that
celebrate values
demonstration.

1 2 3 4 5 6

3. Values Alignment Is
Embedded in Reviews
Leaders and team members
have specific values
expectations spelled out in
their performance plans.

1 2 3 4 5 6

4. Values Perceptions Are
Formally Gathered
A custom values survey is
conducted at least once per
year. Leaders receive a
values profile that includes
overall team data as well as
data from their functional
team.

1 2 3 4 5 6

5. Leaders Act on Values
Feedback
Leaders embrace feedback
from the values survey data
and from day-to-day
perceptions. They refine
their plans, decisions, and
actions to align to their
team’s purpose, values, and
behaviors.

1 2 3 4 5 6
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questions. That will keep the total number of questions to a manage-
able limit (30 to 50).

Remember that you’re going to use this values survey data as a
baseline for assessing leaders’ demonstration of valued behaviors over
time. You want to have the questions remain the same for the first two
runs of your survey, at which time you can make refinements to the
questions where needed.

This will give you reliable values data that you can compare across
multiple runs of your survey, year in and year out.

In the preceding chapter, we looked at some of the WD-40
Company’s 2014 employee opinion survey results. The five top-scoring
items were rated at between 97.1 and 99.7 percent favorable. That’s
outstanding alignment to the company’s desired values and behaviors!

With our recommended six-point scale, we’re looking for scores
of 5 or 6 (ratings of “agree” and “strongly agree”) on every survey
item. A 5 on our six-point scale converts to 83 percent favorable; a
6 converts to 100 percent favorable. The five top-scoring items from
WD-40 Company’s survey show that employees see desired values and
behaviors in action daily.

The client with more than 100 questions conducted its custom
values survey annually. This allowed it to gauge progress over time on
its values and valued behaviors. Here are the comparisons of the average
scores over two years across the client’s three contexts (company,
supervisor, and executive team):

Company Supervisor Executive Team

Year 1 4.39 5.20 4.42

Year 2 4.45 5.31 4.34

The benefit of the keeping same items in your survey over time
ensures the valid comparison across different runs of the values survey.

That’s certainly the case for this client. These scores show that the
client made progress in the company-wide and supervisor contexts, but
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Keeping your players aligned takes constant tending, coaching,
modeling, and reinforcing.

Keeping your own plans, decisions, and actions aligned takes
constant tending. Keeping your leaders’ and team members’ plans,
decisions, and actions aligned takes constant tending as well.

You simply can’t tolerate bad behavior from anyone.

This chapter’s Culture Effectiveness Assessment gauges how well
you proactively address resistance in your department today.

Culture Effectiveness
Assessment #8: Addressing
Resistance

Strongly
Disagree Disagree

Slightly
Disagree

Slightly
Agree Agree

Strongly
Agree

1. Misaligned Leaders Are
Told
When data and observation
leads to leaders being seen as
values misaligned, they are
told that it’s a problem and it
must be fixed.

1 2 3 4 5 6

2. Misaligned Leaders Are
Coached
Misaligned leaders are
assigned a mentor or coach
whose job it is to engage,
gain the leader’s
commitment, and guide
traction to values alignment.

1 2 3 4 5 6

3. Misaligned Leaders Are
Given a Chance
These leaders may never
have been asked to operate
in a values-aligned
environment. They are
given a second chance, but
maybe not a third.

1 2 3 4 5 6

4. Misaligned Leaders Are
Observed Closely
Misaligned leaders are
carefully scrutinized for
values alignment. Team
members are involved in
providing observations.
More frequent surveying of
values alignment is the
norm.

1 2 3 4 5 6

192 THE CULTURE ENGINE



3GC08 08/07/2014 10:54:14 Page 193

Do others in your department know who is not on board? Of
course they do. They see these resistant leaders’ (and team members’)
misaligned behaviors every day.

Other leaders and team members wonder, “Why do they let her
(or him) get away with that behavior? She’s not modeling our values,
that’s for sure!”

Who is the “they” these observers are referring to? You, the leader
of the team or department. You need to prepare yourself for the time
and energy required to nudge and coach folks who are off track to get
back on track—or out of your organization.

Who are the leaders and team members who will resist the values
alignment effort? If we go back to the four ways players will react to your
organizational constitution, we know that the players who embrace your
values aren’t resisting. They’re embracing your organizational consti-
tution. We don’t have to worry about them!

Another group of players who are not resisting are those who have
already chosen to leave your team or department. They have self-
selected out and are not a worry at this time.

That leaves the “wait and see” players and the “stay and resist”
players. Both demonstrate resistance to your organizational constitution.

The “wait and see” leaders and team members are less likely to be
verbal or combative. They stay under the radar, trying not to stand out
as they watch passively to see if this shift will actually demand that they
engage in it.

5. Failure to Align Means
Being Set Free
If coaching, observation, and
regular feedback don’t align
the leader’s values, he or she
is asked to leave the
organization.

1 2 3 4 5 6

Culture Effectiveness
Assessment #8: Addressing
Resistance

Strongly
Disagree Disagree

Slightly
Disagree

Slightly
Agree Agree

Strongly
Agree
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You put your desired culture at risk every time you hire someone. You put
your culture at even greater risk every time you hire a leader, someone
who will have formal responsibility for guiding the work of others.

If that leader doesn’t embrace your organizational culture, he or
she will erode trust, respect, and workplace safety. Hiring a values-
misaligned leader or team member will be another not-so-subtle
message: “That constitution thing? A little joke! We’re not really going
to manage to those values!”

We’ll look at the best practices for hiring values-aligned players
and orienting values-aligned players. You won’t enjoy consistent per-
formance and values alignment from new hires if you’re not extremely
intentional about both hiring and orientation.

This chapter’s Culture Effectiveness Assessment allows you to rate
your hiring and orientation practices today.

Culture Effectiveness
Assessment #9: Aligned
Hiring

Strongly
Disagree Disagree

Slightly
Disagree

Slightly
Agree Agree

Strongly
Agree

1. Values Are Shared with
Candidates
Recruitment for any role
emphasizes our team’s
unique culture and the
requirement for all players
to demonstrate our valued
behaviors.

1 2 3 4 5 6

2. Interview Questions
Focus on Values
More than half of the
interview engages candidates
in discussions about our
team’s values in action,
quandaries they might face,
how they would address
values conflicts, and so on.

1 2 3 4 5 6

3. TeamMembers
Participate in Interviews
A potential team member’s
interview process includes
time with a cross-functional
panel of current team
members to have them
gauge the candidate’s
culture fit.

1 2 3 4 5 6
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HOW DO YOU HIRE TODAY?
The most important part of how you hire is whom you hire today. What
is it that you look for in a candidate that tells you, “Yes, this person will
fit in and help move us forward”?

If your team or company is like most others across the globe today,
the primary lens you use when hiring new players is that of skills and past
accomplishments. Applicable skills and past successes are great—but the
talented player who doesn’t embrace your department’s values and
behaviors will cause much grief (and take up much time and energy).

If you only pay attention to a candidate’s skills and past perfor-
mance but do not assess the candidate’s ability to demonstrate your
values and behaviors, you could be bringing in an “upper-lefter” on the
performance-values matrix—a high performer with a low values match.

You can’t be casual about hiring for the values match!

In a 2013 Fast Company interview,1 Warby Parker co-CEO Neil
Blumenthal said the small company’s biggest lesson in 2012 was how to
scale its unique culture.

Blumenthal described hiring a smart, capable player who worked
hard and was nice to customers—but one of Warby Parker’s valued

4. Leaders Participate in
Interviews
A potential leader’s interview
process includes time with
current department leaders
to have them gauge the
candidate’s culture fit.

1 2 3 4 5 6

5. New Hire Orientation
Emphasizes Values
All new hires complete a
thorough orientation to the
department’s organizational
constitution, including an
overview of our custom values
survey, values alignment
expectations, and so on.

1 2 3 4 5 6

Culture Effectiveness
Assessment #9: Aligned
Hiring

Strongly
Disagree Disagree

Slightly
Disagree

Slightly
Agree Agree

Strongly
Agree
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your leadership philosophy, clarifying your servant leadership strategy
for leading others effectively and kindly.

You’ve also learned a great deal about the elements of an organi-
zational constitution—your team or department’s purpose, values and
behaviors, strategies, and goals. You understand why those elements are
important to team performance and to team trust and respect.

Culture Effectiveness
Assessment #10: Workplace
Inspiration

Strongly
Disagree Disagree

Slightly
Disagree

Slightly
Agree Agree

Strongly
Agree

1. Team Leaders and
Members Are Proud
People on our team or in
our department are proud of
the team and the work we
do. They sport logo wear in
the community and speak
positively about working
here.

1 2 3 4 5 6

2. Values and Behaviors Are
Valued
Leaders and team members
are enthused about their
values-aligned work
environment. They
celebrate alignment and
refine values missteps daily.

1 2 3 4 5 6

3. Shared Goals Are Clear
Leaders and team members
are of one heart, one mind,
and one voice regarding
performance targets and
customer service excellence.

1 2 3 4 5 6

4. Servant Leadership Is
Apparent
Leaders are seen by leaders
and team members as
servant leaders, removing
hurdles, validating efforts,
and serving unselfishly.

1 2 3 4 5 6

5. Customers Notice Team
Members’ Enthusiasm
Internal and external
customers experience great
service from positive,
aligned team members and
express gratitude for it.

1 2 3 4 5 6
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