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BRINGING VALUES TO LIFE
Creating more connected organisations...

• The role of values in organisations
• An approach to bringing values to life
• Challenges in a complex organisation
• Top tips and success factors
• Questions
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HELLO - INTRODUCING OE CAM
Experts in organisation development & talent management…
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INTRODUCING SAM
Leading values work across a number of organisations…
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WHAT ARE VALUES?
What is your experience of how values
are used in your organisation?
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THE ROLE OF VALUES IN AN ORGANISATION
The internal…
An organisation’s values:

are the guiding principles that
are most important to the
organisation about the way it
works

© OE Cam LLP 2022

are used to choose between
right and wrong ways of
working and help employees
make important decisions

set the tone for the company's
culture, and identify what the
organisation, as a whole,
cares about
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THE EXTERNAL ROLE OF VALUES
Clearly articulated values will…
Explain how people work
together, within and between
teams

Help the prospective employee
understand the leadership style of
the organisation
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Help prospective employees assess
their fit with the organisation

Give prospective employees a
sense of autonomy and career
opportunities

SOURCE: CONSEQUENCES OF INDIVIDUALS' FIT AT WORK: A META-ANALYSIS OF PERSON-JOB
Kristof-Brown, Amy L; Zimmerman, Ryan D; Johnson, Erin C Personnel Psychology; Summer 2005; 58, 2; Pro Quest Central pg. 281

8

THE RISKS OF NOT LIVING YOUR VALUES
Potential negative impact…
Values can:
• Become meaningless (window dressing) e.g. Enron

Correlation between
financial performance
and belief in values
Great Place to Work survey (2017)
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• Be co-opted, misused and weaponised
• If values aren’t lived, people may believe the
company doesn’t mean what it says… about
anything
• Lead to cynicism, resentment and low morale
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YOUR VALUES
How many values does your
organisation have?
Are they easy to remember?
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KEY PRINCIPLES FOR DESIGNING VALUES
Ensuring that values are relevant…

Objective: to help people understand how to bring the values to life and deliver the business strategy

Supports strategy

Limited in number

Succinct

Meaningful

Tangible

Drives the required
culture /
behaviours

Somewhere
between

Easily
remembered

Use language that
resonates with
people

Overview that is
supported with
further description

3–6
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SAM’S EXPERIENCE
What were the drivers behind ‘bringing your values to life’ projects?

Ø Supporting and driving a new
strategy

Ø Integrating two organisations
into one

Ø Reflecting our growth and new
strategic priorities

Ø Modernising and developing
ways of working

Ø Setting out a future vision of joint
success

Ø Responding to feedback and
employee insight

Ø A way to re-engage and
energise our people

Ø Underpinning new, integrated
policies and processes

Ø Driving behaviours for Collibra’s
next phase of growth
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YOUR DRIVERS
Why do you need to bring your
values to life?
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AN APPROACH TO DEVELOPING VALUES
Ensuring the values are brought to life and help deliver the strategy…

Set-up

• Define target
culture

• Agree design
principles

• Senior sponsorship

Design /
Refine
• Review current

values / behaviour
– gap analysis

• Develop the detail
with a wide
audience

• Test language
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Socialise

• Recruit values
champions

• Communicate
regularly

• Use different

comms platforms

Embed

• Prioritise gaps
• Integrate into organisation
• Remove organisational
blockers

• Ongoing review of values
and behaviours
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VALUES AT CAMBRIDGE ASSESSMENT AND COLLIBRA
Approach taken…

Bottom-up evolution

Middle-out consolidation

Top-down revolution

Ø Keeping the headline values, but
updating the behaviours and
descriptors to capture what makes
(and will make) us successful.

Ø Agreeing principles and direction for
the top and working with leaders,
managers and representative
employees to bring two sets of
values together into one

Ø Steer from the top based on shifting
priorities and strategic focus.

Ø High involvement from employee
communities.
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Ø Keeping the best of both, but
aligned to a new strategic
approach, approved by senior
leaders.

Ø Validated by employee research,
with ultimate decision-making at the
senior levels.
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PROS / CONS OF THE DIFFERENT APPROACHES
In order to bring values to life for a more connected organisation…
Cons

Developed by those closest to the strategy
Quick process

•
•

Can be seen as imposed set of values
Limited employee involvement

•

High level of leadership buy-in

•

Language may not resonate with employees

Middle out

•
•

Combines the advantage of the two approaches while mitigating the disadvantages
• Key to success is Senior Leadership ownership
•
•

Involvement of employees that are seen as influential, valued and representative across the organisation
Comprehensive communication plan that reflects each stage of the values project

Bottom up

Top down

Pros

•

High level of employee involvement

•

Takes longer to develop the values

•
•

Language will resonate with employees
High level of ownership will increase
employee implementation commitment

•
•

Significant communication needed to ensure
strategy if understood
Expectation build that values reflect their input

•

Can impact leadership buy-in
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CHALLENGES IN COMPLEX ORGANISATIONS – LESSONS LEARNED
What worked well…

Ø Expansive employee involvement
from the start to explore and define
parameters.
Ø Building from the ground up
Ø No surprises when the values were
launched
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Ø Iterative design cycles and clear
staging

Ø Representative values steering
group

Ø Freedom and autonomy within an
agreed framework - building from
the roof down

Ø Clear mandate on what to keep
and what to update

Ø Data and evidence driven

Ø Up-front understanding of different
stakeholder preferences and
priorities
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LESSONS LEARNED (2)
What could be improved…

Ø Hard to please all of the people, all
of the time
Ø Balancing wordsmithing with
direction
Ø Prioritizing design and content
criteria (rather than trying to do it all)
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Ø Shared understanding of what
values are for - giving people
licence to interpret
Ø Importance of sequencing - not
going too far before sensechecking
Ø Communicate, engage, role model

Ø Understanding sensitivities, politics
and changing context
Ø Importance of key stakeholder
relationship management
Ø Balancing the external view with the
internal view
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THE ROLE OF HR IN BRINGING THE VALUES TO LIFE
With the ownership being at the C-suite…
• HR acts as supporters & experts
• Work with leaders to role-model the values
• Provide the employee perspective in high-level reviews
• Drive the roll-out of new ways of working
• Embed values in all HR processes and communication
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TOP TIPS AND SUCCESS FACTORS
An overview…
• Ensure there is sponsorship at the highest level
• Engage key stakeholders and a wide range of people – early and often
• Be clear about what you want the values to do
• Ensure the strategy can be seen in them
• Develop clear design principles
• Establish a clear approach to drive their development AND how they will be
brought to life
• Get the right balance between ‘top down’ and ’bottom up’
• Spread responsibility for embedding the values across all functions
• Work with external, independent provider who can provide neutral insight &
challenge
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THANK YOU
Any questions?
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TO CONTINUE THE CONVERSATION
• Please visit our website for a short summary of today’s
discussion (available from Monday 7th November):
• https://www.oecam.com/events-oecam-news/bringingvalues-to-life/
• Do stay in touch – find us on LinkedIn

gary.ashton@oecam.com
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