[PDF]
Built On Values: Creating An Enviable
Culture That Outperforms The
Competition

Most leaders know that a winning, engaged culture is the key to attracting top talentâ€”and
customers. Yet, it remains elusive how exactly to create this ideal workplace â€”one where everyone
from the front lines to the board room knows the companyâ€™s values and feels comfortable and
empowered to act on them. Based on Ann Rhoadesâ€™ years of experience with JetBlue,
Southwest, and other companies known for their trailblazing corporate cultures, Built on Values
reveals exactly how leaders can create winning environments that allow their employees and their
companies to thrive. Companies that create or improve values-based cultures can become higher
performers, both in customer and employee satisfaction and financial return, as proven by
Rhoadesâ€™ work with JetBlue, Southwest Airlines, Disney, Loma Linda University Hospitals,
Doubletree Hotels, Juniper Networks,Â and P.F. Changâ€™s China Bistros. Built on Values
provides a clear blueprint for how to accomplish culture change, showing: How to exceed the
expectations of employees and customers How to develop a Values Blueprint tailored to your
organizationâ€™s goals and put it into action Why it's essential to hire, fire, and reward people
based on values alone, and Â How to establish a discipline for sustaining a values-centric culture
Built on Values helps companies get on the pathway to greatness by showing the exact steps for
either curing an ailing company culture or creating a new one from scratch.
Ann Rhoades
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Exclusive: Q&A with

How do you define a values-based culture? Most

companies will tell you that they have a mission statement, or a formal vision statement. To me, the
best companies have a fundamental value that they have defined as an anchor for the organization.
In the best airlines, for instance, integrity and, of course, safety, are important anchors that really
define the organizations. Knowing that values are important, how as a leader do you actually
implement them? Like anything else thatâ€™s worth doing, itâ€™s worth planning, so first you
assess where you are. Then figure out, do you presently have a culture you want to continue
having, or are there issues that you want to change? We believe that you have to blueprint the
process and then have an ongoing system for maintaining that culture once you create it. We call it
values blueprinting. You sit in a room with your best employees (from every level of the
organization) and make sure that the values you presently have are correct, that they differentiate
your organization, and, frankly, define it as a high-performing organization. Or you determine and
define other values you really want to have. But the critical part of the blueprinting is that you also
define the behaviors that will support those values. Thatâ€™s the piece that most organizations fail
to do. When employees hear integrity is a value, they donâ€™t know necessarily what it means in
terms of their behavior. The Values Blueprint walks you through how you roll it out, how you

maintain it, and how you hold people accountable for it; thatâ€™s how you develop a culture that
differentiates itself from others. What is different about a values-based culture? What would
someone notice about an organization that adopts one versus one without it? The great thing about
a values-based culture is that it defines everyoneâ€™s expectations. You can always rely on how
you are going to be treated as a customer and what is expected of you as an employee. It comes
down to consistency of performance and consistency of behavior. For instance, when I ask people
to define Southwest Airlines, they will almost always define it by the behavior of employees. They
talk almost invariably about how much fun they have on the Southwest flights versus flights on other
airlines. That doesnâ€™t just happen, itâ€™s planned. Fun is one of the values at Southwest. They
not only hire people who are fun, they hold people accountable for having fun, and it is one of the
values of the organization and it is consistent. How do you hire people with the same values, how
do you bring people onboard who can do that? Past behavior is predictive of future behavior about
94 percent of the time, so if someone had integrity yesterday, he or she will likely have integrity
today. When you know what behaviors you want, you can ask questions of the individual and get
examples of his or her past behaviors. If these behaviors match what you have defined as the
behaviors you want, then you can actually predict that the individual will be successful in the
organization. Could you give an example of putting this into practice? When we were starting to
build JetBlue, one of the things we looked for were people with high integrity. We interviewed an
individual who was a mechanic but had not been employed for three years. And the reason was that
ninety days into his first job, he was asked to sign off on an airplane that he did not feel was safe.
He knew that if he refused, not only would he be fired from that airline for insubordination, but, in
addition, he would not be employable as an airline mechanic in the New York area. He did not sign
off on the aircraft and he was fired, and though he applied for many jobs, he was not hired
anywhere else. But at JetBlue, we could not wait to hire this young man because he epitomized
exactly the behaviors that we wanted to see consistently throughout the organization. He has been
very successful with us. How do you maintain a values-based culture? Itâ€™s like anything that
grows. Just because you develop a great culture doesnâ€™t mean that it will remain a great culture.
So we believe in a very strong maintenance program. Our model recommends that A-Players in
your company form committees charged with maintaining that culture. Because they are top
performers, theyâ€™re enthusiastic, engaged, and willing to hold others accountable. A very
systematic process for maintenance of the culture has to occur or you will soon lose that great
culture. What is a leaderâ€™s role in maintaining a values-based culture? Critical! Employees
watch the behaviors of leaders to see if the values are being lived. Itâ€™s simple: if leaders are not

living the values, employees wonâ€™t either. So part of a leaderâ€™s reward package has to be
based on living the values, not just making the numbers. One last thing: one of the most critical
things you can do is to make sure that you create your own culture. It should be culture by design;
you shouldnâ€™t just let it happen. Very rarely have cultures been successful that have just been
allowed to happen, and all of a sudden CEOs will call us and say, â€œOh my gosh, I didnâ€™t
realize this is what we had evolved to.â€• You need to pay attention to the culture of the organization
just the way that you pay attention to the financial side. The culture side will eventually be as
important as any other side, even in the near view. I will tell you, the Southwests, JetBlues, and
Doubletrees, any of the organizations we work with that have great cultures, they all understand
this. It is really about, first of all, designing it, and then maintaining it and making certain that you
continue to have the kind of culture that you really want to be proud of.
Kouzes

Expert Review by Jim

James Kouzes Jim Kouzes is the coauthor with Barry Posner of the bestselling book

The Leadership Challenge and over a dozen other books on leadership, including their most recent,
The Truth About Leadership. The truth is that credibility is the foundation of leadership. This is the
inescapable conclusion Barry Posner and I have come to after thirty years of asking people around
the world what they look for and admire in a leader, someone whose direction they would willingly
follow. It turns out that the believability of the leader determines whether people will willingly give
more of their time, talent, energy, experience, intelligence, creativity, and support. And just what is
credibility behaviorally? According to our research, itâ€™s doing what you say you will do, which is
exactly what Ann Rhoades squarely addresses in her powerful new book, Built on Values. Built on
Values isnâ€™t a theoretical book. Itâ€™s a practical guide to organizational culture creation and the
critical role leaders play in driving it. As Ann says, you cannot create culture; you can only create an
environment in which a particular culture can thrive. Leaders have to pay as much attention to the
culture side of an organization as they do the financial side. You cannot ignore it and assume it will
crop up organically. You must show which behaviors will be rewarded and which will not be
tolerated; which represent the identity of the organization and differentiate you in the marketplace.
And you must hire, fire, and reward based on this criteria, making expectations clear. Ann points
out that leaders drive values by making the commitment to a values-based culture and leading by
example. Values drive behaviors by illustrating to employees what acceptable behavior in the
company looks like. Behaviors drive culture because the collective behaviors of people in the
organization are, by definition, the culture, for good or ill. And, culture drives performance because
people who are committed to and understand the values and behaviors will take responsibility for
performance. Built on Values does not preach a particular set of values. Thatâ€™s for you to

decide. What Ann does make very clear, however, is that you have to define a set of values that
differentiate your organization from all the others out there and then make them a part of the
everyday experience of the company. From the front line to the boardroom, everyone has to know
the values of the organization and feel empowered to act on them. Built on Values is the best book
available out there on how to create this kind of an organization. Itâ€™s solid, practical, and full of
great examples to guide you. I highly recommend it to every leader who wants to be the envy of
their competition.
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This book is a gem. Really. So many books about organizational culture come across as stuffy and
self important. Not this one. Ann Rhoades, who has the "street cred" to be believable, provides an
easy-to-follow model for creating a culture founded on values. Not the superficial rah rah "values"
that are confined to wall posters and coffee mugs, but the real values that are explicitly observable
in people's actual behavior. When I examine an organization's culture, I use a museum mural as my
metaphor. You can step back and admire a panoramic view of the artist's work. But if you really
want to understand how the artist put it all together, step in close and examine the individual brush
strokes. In an organization's culture, people's behaviors are the individual brush strokes. When you
come to understand how those brush strokes are being applied, you better understand the culture. If
you're not satisfied with what the culture is producing, change the brush strokes and maybe even
adjust the hues and textures. Ann Rhoades shows how to do it.

Ann nails it. What is especially valuable is the fact that the book is written by someone who has
developed and successfully implemented a values based culture in highly successful companies.
This is not academic hypothesis or theory, it is a concise road map for those who aspire to build a
culture and company that achieves the phenomenal success of some of the organizations
mentioned in the book. I read a lot of business titles and this one is absolutely on my top 10 list.

Ann Rhoades provides great insight into transforming a company's culture into a fantastic,
performing engine. Starting from ground up, she outlines not just the philosophy, but the steps
needed to ensure that it isn't all about verbalization, but about doing and using values as the solid
foundation.Ann's insight helps identify some really important points that we know, but often
overlook, such as ensuring a top-down support of the culture change. She outlines the dangers of
not putting all pieces of the puzzle together.This is a great book and an enjoyable read. Keep your
highlighter handy and take plenty of notes. Her book will give you the tools needed to implement a
values culture.

There are many books about values based leadership, but very few that provide step-by-step
guidance on creating a values based culture. This book provides that guidance. I loved every
chapter and plan to read it again. The strategy is simple in some respects, yet can make a world of
difference in an organization.

If you do anything in your life that involves leading and managing people, you will benefit from this
book. . . . actually, you'll wish the people running every organization you deal with would read it,
unless they are your competition. Built on Values gives you the plan for creating an optimum culture
using the values that make your organization unique.This approach isn't for everyone. Not everyone
has the confidence and strength to lead this way, since it essentially calls upon you to "practice
what you preach", but if you want to develop a strong, successful culture for your organization, you'll
like what you find here.I especially appreciate that everything you need to make it happen is
outlined in the book. There are no gaps to fill, nothing is left out. You have the information you need
to make the process work.It's a great book for job-seekers. While it's a buyer's market, there is
always a shortage of top workers and this book will help you measure the companies out there to
help you target the ones where you will flourish. Interestingly, Rhoades and Shepherdson show you
how to guarantee failure with this process -- so you know how to avoid it.

In the couple of months since I read (and highlighted) Anne Rhoades' book, I have used its
approach and practical guidance to both deepen and broaden my work with two CEOs, a senior HR
team as well as the Compensations Committee of the board I sit on, with excellent feedback: People
not only agree easily with the concept of values-based leadership, but appreciate the hands-on
solutions, especially thanks to the business metrics-oriented focus. Heart and reason balance each
other in this book, as it spirals through its topics until the reader feels enabled and action-ready.
Leaders as well as their consultants and executive coaches will find this a go-to book again and
again: When preparing their strategic planning cycle, when reviewing the results of their customer
and employee satisfaction feedback, when making critical talent management decisions and on
many more occasions. And if young companies follow this blueprint in their early, culture-defining
years, the future will be more promising for us all.

Ann does a phenomenal job of walking you through a process she has demonstrated proven
success with. All of the examples and steps are clearly walked through so that you can take the
information and run with it. A truly valuable book and set of lessons for any CEO or leader.

This is an organizational and motivational book for corporate employees. Big company, small
company; every employee will benefit from reading this well organized tome on the failings of
corporate organization. Most such tracts lose the readers in complex jargon and endless
organizational charts. Not so here; every reader will jump up exclaiming, "We missed that!" as they
see the examples of failures the author notes. I could see how my own thirty two years in a
corporate culture fit into her scheme of improvement; both where we excelled and where we failed
miserably. I encourage you to find how you can improve your own corporate structure, no matter
where you fit in it. Read Built on Values and learn.
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