Values

Some Philosophers think that values are nothing more than what you believe, when you value something, you believe it is worth something, aesthetically or monetarily.

Values are deeper than this, values influence the way you think, feel, behave and believe, they are a deep rooted part of what is you. 

They can equally apply to businesses, the Corporate values that we come across manifest themselves not just in printed material but also the way the business behaves and interacts with the outside world.

Corporate Social Responsibility has been a buzz phrase for some time now, and goes some way to explaining the behaviour of certain Companies.

However, there are a whole host of reasons why we are not all vegetarian, drive eco friendly cars and have differing Carbon Footprints.

Our Values don’t always show up consistently. 
Neither do the Values of Big ( or little) Corporations, that  is what leads to personal stress and sometimes corporate collapse

In parts of the book we have talked about Investor /manager behaviour, let’s concentrate on the sole Investor/Manager and understand this is  a bit more detail

There are a whole host of business books on leadership and values, Leadership, they will say starts at the top,

If we take this to it’s logical conclusion then Leaders values should satisfy two criteria

1 they are concomitant with the Investors values ( let’s assume they are the same,i.e Investor =Managers)

2  they set an example  as to the way that the business operates at all levels, not just externally but internally as well .

It is this second  criteria that is of more interest.

We can safely say that the external environment can readily assess the Leaders values.

For the sake of expediency . lets call the leader the CEO and let’s assume he is representative of the Board as a whole and their ostensible behaviours in particular.

Any CEO sets out in his terms of office either implicitly or explicitly his rules of behaviour, if the CEO is concerned about Customers and is dealing with a high exposure product to retail customers he will set out minimum guidelines regarding the interface with the consumer, even down to setting out principles in the way the telephone is answered, e.g three rings. These behaviours/ethics/priciples  become imbedded in the way the Company operate, but say that same CEO permanently has his door shut to his staff, has a habit of not returning emails/telephone calls/ hijacks internal meetings with his own agenda and doesn’t really ‘listen’

How do you think his latter behaviour influences the former behaviour, do you think his staff are motivated to respond to customers in a timely manner when the CEO behaves in that fashion?
Consistency is the key, many a corporate collapse can be traced to the inconsistent (and sometimes fraudulent ) behaviour of the CEO. Imagine you are a CEO and newly appointed, what advice should be given.?  

Lets change the tempo as little bit and be a bit more light hearted in this piece and  give some advice for a new CEO, lets take the advice beyond his core competencies  and assume it is his first day in office, what does he/she
Ok, so you have landed that new job and you may have done or discounted doing some of the following

Responded (finally) to all those emails wishing you luck, and shown off your shiny new car to all your friends

Re Branded the product, re wrote the mission statement and overhauled the website.

Introduced a few new e commerce initiatives

Set out clearly your strategy and communicated it to all ‘relevant’ personnel

Improved the reporting structures

Reviewed the business drivers and changed a few things round

Sacked a few people and employed a whole bunch more

Putting the right skill base in the right jobs

Talked to all the key stakeholders and  understood  expectations

Fixed all those things that your due diligence did not throw up ( and maybe sued a few people along the way)  

You’ve   done all this and then six months down the line what do you do?

How do you know  if your strategy is successful? Is it too early to measure this financially or is it not going according to plan anyway because your KPI’s are out the window? 

If the CEO on the Clapham Omnibus could not have done any more, then realise that there may be something missing

How do you know you have got everyone ‘onside’ 

How do you know that instinctively the Business is a mirror of you !

You did get the job because of your technical knowledge, your ability to manage people and your vision, so how come it is not working

The Board (or whoever appointed you ) seemed to think your core values  were aligned with corporate values and there was some common ground, How do you follow this through when trying to influence all the business processes that go on in your life and ensure that they reflect your thinking and style. .

Here is a model of reflective loop thinking , which appears trite but nevertheless is a useful starting point,, I am going to call this model the ‘Listenability model’

In essence this concept is essential to understanding a business, the concept of listenability is not only the ability to listen , but to be seen to  be listening and reacting accordingly to influence the way leadership and direction is communicated 
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Although I have shown it as a looped process in reality you could start at any one box and cross over to any other, this is a 360 degree approach to what has usually been seen as a linear process.

To examine this leadership approach to the Firm, we need to delve into some Conceptual Frameworks

Let’s go back to basics here and examine the theory of the firm , and for once suspend your disbelief of Economic theory and consider the following

Firstly there is a Competence based theory of the firm, namely that the business you are in is driven by set of resources, I have variously heard these resources describes as ‘Architecture, Infrastructure, Capabilities or even Hinterland. Being  good at allocating these resources efficiently leads to success.

Whatever this is and what words there are to define it, there is no doubt that the way the firm is engineered and managed is the key to outperforming it’s rival’s , and it is these unique features that every CEO should understand.

Sean Rikard in his book The Economics of Organisation and Strategy identifies the root of this Competency diagrammatically and I have reproduced it here
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So if we look at this Holistic model of the firm, the centre is based around Leadership and values, so how does a new CEO , or an existing CEO make sure that the core values of this business are concomitant with the traditional ‘Objective ‘ measure of performance i.e profit

(let’s keep it simple here folks)

So I am now going to take my Economist’s hat off and talk in behavioural terms

The CEO must show consistent leadership and that includes high moral values in both his personal life and his business life, a set of double Standards outside of accepted normal behaviour will not be concomitant with business success.

When Lord Browne resigned from BP it was not because of his personal lifestyle, it was because he lied about it.

People may have private lives, however and legitimising unacceptable private behaviour as a means of preserving their work/life balance, blurs boundaries  when this habit of deceit transgresses into Business behaviour.

If such behaviour is further legitimised by way of personal mental or physical behaviours being necessary to give ‘competitive edges’ where is the self control and discipline? And how are others expected to follow?

Hardly  leadership by example.

Let’s assume that CEO’s are whiter than white and we have got over that hurdle (large though it may be)

What to do next

The CEO must get to the very heart of the business, I have heard this described quite often as ‘soul’ and that is a useful  description.

In order to understand  this the CEO must display ‘Listenability’, as I said earlier you can jump into the ‘Listenability’ loop anywhere, the important issue is that there is an environment where core values are understood and if necessary changed.

How to do this is as simple or as complicated as you want

A lot depends on the style of the CEO, either way you have to work on the Human Resources within this business, again some looped thinking is required, as we mentioned earlier one of the first things  that  new CEO may do is make sure the right technical competencies are used in the right manner, If you are happy with that aspect you then have to manage the values of the people doing their job

Lot’s of work in this area already and there are many lengthy tomes on Human Behaviour, the CEO will have to decide the approach whether to work on people individually or within groups or using job based competencies or using some other form of understanding in order to connect with the core values of the organisation. This is based on the CEO’s own technical competence in this area.

Managing (and influencing) the Human Resources or what the Toyota model calls ‘Human Systems’ is at the core of Management Strategy and Organisational change, i.e bring people with you.

This also applies to other areas of the Firm  that managing people and getting key business partners to share your values Bank Managers/Investors/Suppliers;a winning formula.

There are many variations of the themes outlined above, the concept of ‘Listenability ‘ is an attempt to rationalise this, ask Willie Walsh, he no doubt had a plan, he no doubt communicated it around the business, he may even have explicitly got a commitment from his staff to make it work,  but who knows what went wrong with Terminal 5?

My feeling on this is that someone , somewhere did not display listenability and there was a misunderstanding leading to the dilemmas faced by the Staff on Day 1 .

There has been a lot of press written about the history of Labour relations as part of the problems experienced, and no doubt this is part of the issue, but isn’t this an example of leadership not understanding the core values and competencies of the business?

One thing is for sure, the  any new CEO needs to understand the soul of the business and to use the medical analogy become it’s heartbeat.

Come to think of it, this process should be engraved onto every CEO’s heart and that he should approach each day as if it was his first day in Office and display ‘Listenability’, also why not ask him/herself why he hasn’t listened from day one? 

By listening and understanding what the current behaviour of the firm is, then the CEO can alter/adapt/adopt the tactics accordingly to enable his values to distill down to every level of the business whilst at the same time displaying moral and ethical consistent standards himself. 

I will leave you with this thought, is it a coincidence that listen and silent share the same letters?

Are You listening





Are you communicating?





Are you displaying enabling behaviour?





Are you allowing feedback?
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Routines that shape the pattern of resource and information flows





Ways in which new ideas and knowledge are generated and diffused





Systems that measure and reward individual performance





Methods of learning, training and developing Employees





Culture Leadership


Values


Ethics








