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Life before purchasing it in order to gage whether or not it would be worth my time, and all praised Bridging the
Values Gap: How Authentic Organizations Bring Valuesto Life:

0 of 0 people found the following review helpful. The 'What', 'Why' and 'How to' of Corporate Values--Demystified,
Explained and Solution Guided!By Jason L. LundayEvery so often a business book comes along with the potential to
make a profound difference in the business worldmdash;if only the right people pick it up. Peters and Waterman


http://f3db.com/pub/links.php?id=B00SGET3NC

introduced the concept of shared valuesin their bestseller Idquo;In Search of Excellencerdquo; in 1982. In 1994,
Callins and Porras in ldquo;Built to Lastrdquo; furthered the discussion of core purpose and values. Now professors
Freeman and Auster more deeply mine the idea behind, purpose of and value inherent in corporate values as they
explain not just 'what' and 'why"', but also 'how to'.Thisis essential reading for any executive in acompany with
articulated corporate values (or thinking of articulating them) that they hope will make a difference for the business.
This book makes a strong case for corporate valuesmdash;if done the right way. (Herersquo;s a hint: it involves more
than ssimply espousing them.)L etrsquo;s face it, every company aready has a set of values, whether the executives
have formally articulated them or not. These values may not even be the ones posted on the boardroom wall. So, do
these values help or hurt the company? If theyrsquo;re helpful, could they play a more profound role in the
companyrsgquo;s success? Can management learn how to harness the power of corporate values to the companyrsquo;s
benefit? Or will mismanaged values push a company along haphazardly as leadership is left to wonder why it cannot
better steer its business?In Idquo;Bridging the Vaues Gaprdquo;, Freeman and Auster delve into the concept of
Isquo;authenticityrsquo; in business and the central role it holds in articulating corporate values and managing the
organization through them. They then probe four types of corporate values: introspective, historical, connectedness
and aspirational and how a companyrsquo;s exploration of these concepts through conversations can effectively dlicit
astronger, more directed, more engaged and more aligned corporate culture.In Idquo;Bridging the Vaues Gaprdquo;,
Freeman and Auster also address:bull; The critical importance of corporate values to business value and success.bull;
The distinction between stated values and living values.bull; What executives get wrong about corporate values, and
how to get it right.bull; Plenty of stories of companies getting it right and the value that comes from these efforts.bull;
The numerous traps and pitfalls when undertaking a values initiative and how to avoid them.As a business |eader and
consultant, this book has profound implications for how | will think about business performance and success and the
levers that affect them. It offers athorough look into a dimension of corporate strategy and operations, culture and
performance that few have explored with any significance and are the worse for not having done so.It isimportant to
know that in this book Freeman and Auster do not offer aquick, easy solution for improving the next quarterrsquo;s
financia results. Rather, they present a thoughtful approach for how to strengthen significance and coordination in
business and, in doing so, ratchet up employee understanding, passion and engagement. This helps to ensure that
employees are more inspired, educated and directed in performing for the company as they never have before. This
book is arecipe for meaningful, lasting performancemdash;as long as, the authors point out, the effort remains a
continuous process. Thiswill be one of the few business books that | look forward to reading a second time.

Bridging the Values Gap Business has a values problem. It's not just spectacular public scandals like Enron (which,
incidentally, had a great corporate values statement). Many companies fail to live up to the standards they set for
themselves, alienating the public and leaving employees cynical and disengagedmdash;resulting in lower productivity,
lessinnovation, and sometimes outright corruption. The reason, argue top scholars and consultants Edward Freeman
and Ellen Auster, isthat all too often values are handed down from on high, with little employee input, discussion, or
connection to the challenges and opportunities facing the organization. Although the words may be well-intentioned,
they aren't reflected in the everyday practices, policies, and processes of the organization. This practically invites
disconnects between intention and reality. To bridge this gap between the Idquo;talkrdquo; and the Idquo;walkrdquo;,
Freeman and Auster provide a process through which organizations can collectively surface deeply held values that
truly resonate with everyone, from top to bottom. Their Values Through Conversation (V TC) process focuses on four
key types of values conversations:. introspective (reflecting on ourselves and how we do things in the organization),
historical (exploring our understanding of our past and how it impacts us), connectedness (creating a strong
community where we work well together), and aspirational (sharing our hopes and dreams). By developing values
through discussionsmdash;casual or formal, one-on-one or in groupsmdash;V TC ensures that values are dynamic and
evolving, not static words on awall or awebsite. Freeman and Auster offer advice, real-world examples, and sample
guestions to help you create values that are authentic and embraced because they are rooted in the lived experience of
the organization.

Idguo;Freeman and Auster demonstrate how companies imbed or disregard valuesin their operations. With these
examples, we learn why bridging the values gap makes a difference in economic and social value creation and long-
term success. This book isamust-read for practitioners as well as academics.rdquo;mdash;Patricia H. Werhane,
Wicklander Professor of Business Ethics and Managing Director, Institute for Business and Professional Ethics,
DePaul Universityldquo;Bridging the Vaues Gap should be essential reading for business leaders. Freeman and
Auster demonstrate how business executives can use shared values to create platforms that engage employees and
drive results. In my twenty-five-plus-year career at Procter Gamble, | saw how its purpose, values, and principles
provide the foundation for PG's success. Simply put, values drive shareholder value.rdquo;mdash;Lisa Hillenbrand,
former Director, Global Marketing, Procter Gambleldquo;A lot has been preached about the importance shy; and
unfortunate absence shy; of valuesin business. Freeman and Auster spare us the preaching and instead show us how



values cometo life in real companies. Most important, they then provide managers with specific tools for bringing
valuesto life inside their organizations.rdquo;mdash; Joshua Margolis, James Dinan and Elizabeth Miller Professor of
Business Administration, Harvard Business Schoolldquo;Consistently living up to strong valuesmdash;both
organizationally and individuallymdash;is among the hardest challenges facing business leaders today. Thisisaso
why it is such a powerful force for competitive advantage. If you aspire to make values a key part of your business or
your own career, Freeman and Auster will help you avoid the most common mistakes and see more clearly the
panoply of opportunities that VValues Through Conversation can create.rdquo;mdash;Raobert Phillips, Professor of
Management and Philosophy, Politics, Economics and Law, University of Richmondldquo;Freeman and Auster
identify a problem facing most businessesmdash;what they call the Isquo;values gap'mdash;and they demonstrate how
it impedes business success. They provide concrete ways that managers can bridge the values gap in their

corporations. Their solution directly integrates values into business practice. This book will appeal to managers at al
levels, and they will find that it is an excellent resource for their personal and professional growth and

devel opment.rdquo; mdash;Adrian Keevil, Partner, PlusTick PartnersAbout the AuthorR. Edward Freeman is
university professor, Elis and Signe Olsson Professor, academic director of the Business Roundtable I nstitute for
Corporate Ethics, and senior fellow of the Olsson Center for Applied Ethics at the University of Virginia Darden
School of Business. He is the author of numerous books, including Strategic Management: A Stakeholder Approach,
and is the recipient of many awards and honors.Ellen R. Auster is professor of strategic management and founding
director of the Schulich Centre for Teaching Excellence at the Schulich School of Business, Y ork University, Toronto,
Canada. Sheiswidely published and is the recipient of the prestigious Distinguished Educator Award conferred by the
Academy of Management.Excerpt. copy; Reprinted by permission. All rights reserved. CHAPTER 1The Values Gap in
BusinessThere isavalues gap in business, and most businesses underperform because they cannot bridge that gap. The
gap is not straightforward, and it is not as simple as live your values and be authentic.First, all over the world thereisa
high degree of mistrust in business and its executives. Tell someone that you teach business ethics, and they have to
manage not to laugh, or they say, |dquo;Oh, | didn't know business had anyrdquo; or Idquo;Must be a short
course.rdquo; Public trust in businessis at alow point around the world; and while a new story of businessis
emerging, it is dangerous for business as an institution to occupy the moral low ground in society.Second, there can be
agreat deal of individual conflict around the idea of values. Values represent what is most important to us, and we
often can be confused about these issues. In today's interconnected world, we encounter many difficult values issues
that we have never before confronted. And sometimes we expect that values issues are simple and that if we just act on
our values, our problems will be solved.Finally, individual businesses have problems with making their values come
alive in the organization so that executives and employees can act consistently in accordance with those values. And
while many businesses have values statements, often they do not tranglate into living documents. Sometimes the
business values conflict with one another, and sometimes they conflict with individual values of employees. Often the
world changes, and companies encounter new situations that require rethinking how their values are relevant. The
result of these forcesis avalues gap for many businesses.Why Trust in Business Is at an All-Time LowEnron was
known for itsinnovative spirit and its commitment to a set of values called RICE, which stood for respect, integrity,
communication, and excellence. Enron won Fortune magazine's America's Most | nnovative Company award for six
consecutive years, from 1995 to 2000. According to Fortune, Idquo;Famous for innovative thinking, Enron has led the
charge for deregulation and consumer choice, and has created new businesses such as electricity trading, in which
kilowatts are bought and sold like pork bellies.rdquo;1Y et even as Enron was reaping kudos on Fortune's Most
Innovative Company list, there were allegations of massive fraud. In the businesses where the company was
supposedly innovative, the numbers were misleading. There were also accusations of Enron's manipulating the
electricity market in California. The board allowed the chief financial officer exceptions to the company's ethics policy
so that debt could be moved into off-the-books special-purpose vehicles. The chairman and the chief executive officer
(CEO) were convicted of criminal wrongdoing. Enron's accounting firm, Arthur Andersen, which shredded key
documents, went out of business. Clearly, Enron had a values gapmdash;and many have argued that Enron epitomizes
what iswrong with business and capitalism.Although Enron may be an outlier, there has been an unending cycle of
business scandal's, from the Teapot Dome scandal in the 1920s to the most recent financial sector meltdown. This
cycle leads to a public perception of business as occupying the ethical low ground in society. Many people simply do
not trust business as an ingtitution that is able to better our lives. In fact, the surveys are pretty clear: public confidence
in the institution of big business reached an al-time low in 2009, and in 2014 it remained at the bottom of the list,
somewhere between organized labor and the US Congress.2Think about recent history. Recall the headlines and news
coverage of Enron, WorldCom, Parmalat, the United Nations Oil-for-Food Programme, Long-Term Capital
Management, Bear Stearns, the tainted milk and meat scandals in China, the child labor of Nike, the Zimbabwe
diamond scandal, and the raft of banks and former financial institutions that felt the pain of the global financial
crisis.One conclusion that some draw from stories of companies such as theseis that business is not a trustworthy
institution. After every scandal, critics cry for more integrity in business. After Enron both the New Y ork Times and
the Wall Street Journal urged President George W. Bush to support legislation to encourage auditors to be the primary



guardians of businessintegrity to prevent fraud from occurring in the first place. These pundits have an underlying
story about business that we call the Idguo;business sucksrdquo; story. They believe that business is an untrustworthy
institution that drives the unrelenting pursuit of profits and self-interest and lacks any sense of values and ethics. They
also believe that such greed and rapaciousness can be curbed only by greater forces such as government
regulation.What this point of view missesis the thousands of businesses that have never been tainted by scandal. For
every Enron there are at least 10,000 companies employing ordinary human beings who are trying to do the right
thing, creating value for those people the company can affect. It aso does not account for the tremendous progress that
companies have made in the past 35 years or so, paying attention to the communities where they are located, their
effects on the environment, and their overall societal responsibilities and obligations.A second and opposing reaction
to the business scandals in the headlinesis that our view of businessis distorted by the media's penchant for
sensationalism. After al, bad news sells. Some have reached this conclusion and suggested that we need to celebrate
that businessis devoid of emotion and rests on economic logic alone. They say that the emotional response of the
media affects the average citizen but really has little effect on the real competitive world of business. This second
conclusion is often hurled by those who want to agree that businessis about the pursuit of profits but that if we have
lessintrusive roles than these other societal institutions, the search for profits will generate a better society. We call
this underlying story the ldquo;business is greatrdquo; story. Leave competitive markets alone, and everything will
work out for the best over the long term. This conclusion tends to ignore the fact that while many companies are out
there trying to do the right thing, there are others that have caused some real harm in the name of ldquo;thisis
business.rdquo; Of course, there are some bad apples like in any institution, but much of the harm done by the global
financial crisis wasin the name of finding innovative ways to conduct business and manage financia tools.We are
distrustful of both of these conclusions. Some businesses really do suck and some are great, but these politically
motivated positions do not help us address what we believe is an even deeper problem that is much more difficult than
adiscussion of business scandals.Business in the Twenty-First CenturyOver the past 50 years, business has undergone
significant shifts from its modern origin in the industrial age. Technology and globalization have radically changed the
way we work. Many have argued that the physical routines that defined the industrial age are now irrelevant, at least in
the West. Routine labor has been automated or contracted out to low-wage countries. There has been awell-
documented shift from physical work to knowledge work, leaving many people behind. Companies have less loyalty
to their workforces, and employees reciprocate in the face of layoffs and outsourcing. Globalization entails that
companies think about their strategies in aworldwide context, complicating the nice, rational bureaucracies that
emerged to run stable, domestic, industrialized companies that could engage in planning for afairly predictable future.
Those days are history for most companies. The combination of incredible information technology and globalization
has led to multiple disruptions in most companies. Often management responds by favoring the interests of one
important stakeholdermdash;the shareholdersmdash;over al others. Companies now live in the fishbowl of a 24/7
news cycle in which all of their actions are scrutinized. It's small wonder that public trust in business and its executives
isat an all-time low.Globalization also |eads to exposure to many differing cultures that may interpret the same values
inradically different ways, or they may be at very different stages of development, so issues long thought solved by
the West become hat buttons in other parts of the world. Most Western societies have enacted prohibitions around
child labor, believing that children must focus on their education, growth, and development.3 Y et, as Nike and others
have found, this view is not aways shared around the world. Nike and its critics found plenty of evidence of child
labor in the factories of its suppliersin Southeast Asia. And even though these were not Nike employees, the global
news cycle ensured that Nike felt pressure to change the labor practices of its suppliers and its suppliers
suppliers.Such cases are now commonplace, especialy for businesses that have become iconic global brands. They are
held accountable for everything that goes into the product, as well as the uses of the product and its disposal. The
transformation of a global |dquo;value chainrdquo; into a global dquo;responsibility chainrdquo; has occurred only
within the past 25 years. Companies that try to manage this responsibility chain without a sense of what they stand for
are headed for trouble.Combine these effects of technology and globalization with the recent global financial crisis,
and it's no wonder that trust in business and executivesis at an all-time low and that many businesses are facing a
values gap. Business neither sucks nor is great. Most businesses fall somewhere in the middle of that spectrum.
Business leaders are struggling with navigating the complex world of technology and globalization and the recent
global financial crisis amid negative portrayals of some of the companies that have derailed.Business is too often seen
as amoral, having nothing to do with morality and ethics. The common perception is that business is about only money
and profits. Businesspeople are viewed as narrowly self-interested, unconcerned with anything but how much money
they are going to make for themselves and their companies.We believe that most of us want to lead and build
businesses that are both inspiring places to work and beneficia to society. That means we need a more robust view of
how individual human beings experience their business lives.Business Is Also about Individual Human BeingsAngela
got a phone call from Pierre, her boss's boss, asking her to come to his office immediately. When she arrived she found
afew other members of the senior management team. Her boss, Jacob, was noticeably absent. Pierre asked Angela
some sharp questions about Jacob and histop priorities for the team. Angela and her boss had their differences, but



they had talked about them in afairly open way, though Angela continued to believe that her boss had the organization
heading in the wrong direction. She wanted to be true to her values. She wanted to answer truthfully, but she did not
want to be a tattletale and disrespect her boss. She wanted to be authentic, but she was not sure what that meant in this
circumstance. Angela experienced areal conflict in values. Her value of truthfulness and her value of privacy (not
being atattletale) were at odds with each other, and she did not know how to respond.This caseis typical of issues that
nearly all of usface every day. We have values-related conflicts between work and family life and between our
obligations and what we would prefer to be doing. Conflicts also arise when we arein novel situations. We may have a
great set of values that we learned from our parents, but we have little idea how to apply them to twenty-first-century
business situations inside companies.Alternatively, we may be confused about what we really believe, or we may be at
atrangition point in life, where the waters ahead are very murky in terms of which values will persevere. Sometimes
we have to rethink the purpose and meaning of life and decide whether or not to change course.People are
complicated. It is not so easy to just ldquo;act on our values,rdquo; the cornerstone of living an authentic life. There
are many barriersto living one's values, and being part of a complex company does not make things any easier. These
conflicts contribute to the values gap for the organizations in which we work.Taking Values SeriouslySophie's first job
after university was with afood distribution company in New Jersey that supplied products to boutique grocery stores
in nearby New Y ork City. She was excited and enthusiastic about her new position working in the human resources
and organization development department. Sophie and her boss worked hard to build better relationships with
unionized truck and forklift driversin the factory where their offices were located. They believed that people should
be empowered, and they thought that the company held this belief as one of its basic values.Sophie and her team
introduced progressive initiatives for the factory, such asincreased flexibility in choosing shifts and the ability to bank
two hours of time off for every hour of overtime worked. They renovated the lunchroom to be bright and cheery, with
picnic tables and a patio outside. Shop stewards and the other employees were beginning to work with Sophie and her
boss to solve other long-standing issues in the plant, providing creative input and suggestions for improving efficiency.
Better protection for people working in the freezer department was also moving forward.About that time Sophie was
asked to hire 50 new truck drivers. She poured her heart into convincing folks that working for her company would be
great, and she showcased al of its progressive initiatives. She was so convincing that many drivers left other well-paid
jobs to join the company. Sophie oriented and welcomed these newcomers into the plant and worked hard to integrate
them into the team. On the day before these employees would become union members, her boss's boss told her boss to
tell her to fire every one of them. Clearly, there was a disconnect around the idea of employee empowerment that
Sophie and her boss were devel oping and the firings that happened. There was areal values gap in this
business.Regardless of whether Sophie's company had a values statement about employee empowerment or a website
that trumpeted the idea, the company was acting through Sophie and her boss asif this was an important value. Once
the decision to fire people was made, however, the company's values were undermined.Steeped in the old story of
business, individual companies, executives, and employees often misunderstand how their business models are values-
laden through and through. If we cannot bridge the values gap for individual businesses, it is highly unlikely that we
can change the overall societal narrative about business and industry. And because much of our individual lives are
spent in organizations, we need to address this business values gap if we are to deal with our own individual conflicts.
It ismore difficult than it appears for individual companies to get values right. Nowhere is this more apparent than in
new studies of employee engagement.In arecent worldwide survey of 142 countries, only 13 percent of employees
said that they were engaged in their work.4 Regardless of your political views of whether business sucks or is great,
think about a business in which the vast majority of employeesfind little meaning and fulfillment in their work; they
are unlikely to make contributions to their organizations beyond what is necessary to keep their jobs. Things are alittle
better in North American companies, where the engagement number stands at 29 percent, but that leaves 54 percent of
workers not engaged and 18 percent who are actively disengaged.5For many companies this means that more than half
their workers just go through the motions. For another nearly 20 percent, they are not just hanging out but are actively
checked out. Imagine getting up every morning and that is what you face: ajob that is not engaging, day after day,
week after week, year after year. This resultsin companies in which underperformance, waste, and human tragedy
loom large.Lest we paint too dark a picture, it is worth remembering that the story of businessis rapidly changing. We
see several important and simultaneous trends.image The emergence of many values-based companies, such as Whole
Foods Market, Google, , Facebook, Berrett-Koehler, The Container Store, and Novo Nordiskimage The rise of social
entrepreneurship and the creation of innovative solutions for some of our most pressing societal problems through new
social-sector organizations and by engaging employees and other stakeholdersimage The push by traditional
companies such as Unilever and others to remake themselves for the twenty-first centuryAs these trends accel erate, we
need to be mindful about the temptation to think about companiesin terms of saints and sinners. Inevitably, these
Idgquo;goodrdquo; companies will make mistakes. It is tempting to invoke the old story and relegate them to the
sinners category. Oscar Wilde is purported to have made the point quite succinctly: ldquo;Every saint has a past, and
every sinner has a future.rdquo; Taking values seriously in a business is no guarantee of not making mistakes. The
world is complex, and we need to be humble as human beings who cannot possibly know or predict what is going to



happen. We can, however, figure out how to bring our valuesto life, how to infuse our companies and our business
lives with what we stand for, and how to do values better. In short, we can bridge the values gap. Toward a New
Narrative for Businessln working with executives and businesses all over the world, we have learned that there are few
truths that work everywhere for everyone. We have noticed that there is a growing movement to put valuesin the
center of the way we think about business, and thisisleading to a new story, a new narrative, about the purpose of
business and how to be successful. Such anew narrative isintegral to bridging the values gap.Every business must
create some value for its customers, suppliers, employees, communities, and financiers (the people with the money).
These groups are a company's stakeholders. M ore businesses are recognizing that they must create value for al their
stakeholdersif they are to survive and thrive. Competition in afree society is very important because it gives everyone
more options, but the basic question for any businessis how it is going to make people's lives better so that they are
willing to pay for its products and services.This idea of stakeholdersis often juxtaposed with the idea that business
should be concerned only with profits and returns to shareholders. As every businessperson knows, however, thisisa
false dichotomy. Even if al you care about is creating value for your shareholders, how are you going to do it? You
will need great products and servicesthat create value for your customers (so they will pay you for them). Y ou will
need suppliers who want to innovate and improve your products and services or make them faster or cheaper or
greener (so you will pay them for those products and services). Y ou will need employees who are engaged in helping
you understand how to grow your business successfully. Y ou will need to be agood citizen in the community if for no
other reason than to escape community regulation that might take value from your business model. And if you do these
things well over time, you are going to make money. However you parse it, business is about creating value for its
stakeholders.We believe that values create value for stakeholders.6 Doing values right energizes employees and other
stakeholders as well. Great companies create value by relying on values. They figure out how to treat al of their
stakeholders with respect and dignity, just like all of uswant to be treated. And they infuse their business models with
the very ethical values that we try to teach our children.Entrepreneurs start companies because they want to somehow
change the world. They have an ideathat they want other people to benefit from. There are very few entrepreneurs, in
our experience, who start a business solely to make money. Most of the great ones are fanatical or consumed with an
idea. It isredlly pretty simple because the passion and purpose of entrepreneurs stem from their values. Great
companies are built on passion and purpose and a set of underlying valuesin which people can believe. Much of the
old narrative of business has forgotten thisidea and has relied on the canard that making money is good enough. Even
if that were true at some point in our history, it is not enough to sustain a business today.Success in the twenty-first
century requires that we avoid making tradeoffs among stakeholders. Instead we must deliver creative solutions to the
difficult problems where stakeholder interests conflict and where there are conflictsin values. For example, great
companies do not cut employee benefits to raise their stock price or screw their suppliersto keep priceslow for
customers. They figure out how the interests of employees, suppliers, customers, communities, and financiers
converge in some kind of harmony over time. Of course, sometimes tradeoffs must be made, but great companies do
not continuously make one group better off by making others worse off. Business is fundamentally a collaborative and
cooperative enterprise. Indeed, we believe that businessis actually the greatest system of societal cooperation that
humans have ever invented. We simply misunderstand the underlying val ues that make capitalism possible.One such
value that we are increasingly becoming conscious of is that businessis a deeply human institution, embedded within
society rather than existing above it in some mythical free-market land where everyone is a short-term, purely
economic maximizer. We are not merely economic beings but rather fully complicated humans with families, love
relationships, and aspirations. We are economic and political and spiritual and more. To understand how business
really works, we have to understand human beings and their hopes, dreams, and abilities to do great harm aswell as
good. Human beings are at |east partially driven by their valuesmdash;their sense of what isimportant for them to lead
ameaningful life. Thereis no magical transformation of people into one-dimensional, greedy egotists when they walk
into their workplaces. They do not check their values at the door and pick them up when they clock out.The emergence
of this new narrative prioritizes bridging the values gap. It will take a generation for the entirety of this new story to be
worked out and realized. We are going to concentrate on one part of this new narrative: how to understand and bridge
the values gap. If we can transform our businesses into places where we have an honest conversation about what is
important to us, we can make our businesses fit for the twenty-first century. Thisrequires a great deal of introspection
and reflection. It also requires some frank assessments about the importance of our history, our connections with
others, and our aspirations. Having these values conversations is precisely how to create an exciting, dynamic
workplace in which people want to contribute and succeed.In chapter 2 we further explore the individual conflictsin
values because that iswhat all of us know best.



