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Most leaders know that a winning, engaged culture is the key to attracting top talent—and
customers. Yet, it remains elusive how exactly to create this ideal workplace —one where
everyone from the front lines to the board room knows the company’s values and feels
comfortable and empowered to act on them.Based on Ann Rhoades’ 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 Rhoades’ work with JetBlue, Southwest Airlines, Disney, Loma Linda University
Hospitals, Doubletree Hotels, Juniper Networks, and P.F. Chang’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 customersHow to develop a Values Blueprint tailored to your
organization’s goals and put it into actionWhy it's essential to hire, fire, and reward people based
on values alone, and How to establish a discipline for sustaining a values-centric cultureBuilt 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.
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of The 8th Habit: From Effectiveness to GreatnessI have believed in what Ann Rhoades is doing
since we met at a conference where we were both speaking years ago. We both heard echoes
of our beliefs in the other’s words, a belief that people matter and can be inspired to do great
things. What Ann Rhoades has done with this book, producing a blueprint for values-based
cultural transformation, meshes completely with those ideas. In order to be successful in a
volatile world, you must unleash the goodwill and creativity of your people. You must organize
your culture in a way that will help your people achieve great things without constant supervision
from above. Set this up right, and people will astonish you regularly with their great ideas and
ability to take your organization to a higher level.Built on Values shows exactly how to organize
your culture to make that happen. It is a practical guidebook for transforming an entire
organization or just your little corner of the world into a place of caring and passion. Ann’s Values
Blueprint process shows a clear pathway to harness the best impulses of your people to
accomplish a wholesale transformation of the way you do business. By aligning all of your
processes—hiring, rewarding, leadership, metrics, communication—with values that are
meaningful and profound for your people, you can reinforce the idea that your people matter and
their actions matter. The productivity that will be unleashed is likely to be nothing short of
astonishing.We have rarely witnessed more corporate leadership failures than we have over the
past few years. Debacles in the financial industry, an oil spill in the Gulf, auto industry
bankruptcies, and more have put corporate leaders on public display in an almost
unprecedented way. And, for the most part, the ones who have failed so publicly have
demonstrated, perhaps without intending to, that they have very little moral authority at all and



few real values beyond making boatloads of money. Once trouble hits, these organizations are
revealed to be among the most fragile and least able to respond nimbly. Their employees and
customers simply don’t care enough about the continued success of the company to do
anything to help as it circles the drain—they may even be actively rooting for its demise. For
every one of these failed or critically ill companies, when you look for any correlation between
their stated values and their behaviors you will, almost always, find that there is none.Companies
that have significant misalignments between their values and their behavior are all too common,
even when the consequences do not make headlines. A company may, for instance, claim to
honor the value of cooperation and then set up compensation systems that encourage
competition. By their actions and decisions, leaders create a culture, and culture always trumps
any strategy you try to implement. To inspire top performance, your organization’s strategy
needs to be aligned with values that are meaningful for your customers and employees. Values
need to be incorporated into the “operating instructions” of organizations—that is, into the day-to-
day behaviors of its employees and its leaders. You can’t just declare your values and hope that
people will understand what to do with them. It is absolutely essential that you make values
come alive for employees if you want them to change their behavior in ways that reflect those
values. In other words, if you want to inspire employees to care about the company’s
performance, you must tie values and behavior to a few compelling metrics in the company and
in their own teams. Simple scorecards showing how these metrics can be moved in response to
individual effort are some of the most powerful tools in a leader’s arsenal.Unfortunately, most
companies handle metrics by allowing only the leaders to see the important numbers.
Concentrating everything in the hands of leaders gives them both too much control and too little
ability to execute their strategies through the efforts of enthusiastic employees. Your employees
need to see what the score is every week. They need to know how the company is doing, so that
they can celebrate wins or help change things if they aren’t working. The team and the individual
need to know that they, not the boss, are responsible for beating the metrics. This is exactly what
Ann Rhoades has been promoting for years.I hope that Ann’s book convinces leaders that the
possibility of success lies in creating a shared vision in their people, based on values and
reinforced by hiring, training, and rewards. As the economy recovers, it is time to get this
message out so that companies can rebuild their businesses on a stronger foundation. In Built
on Values, Ann Rhoades presents a systematic method for integrating values and values-based
behavior into the daily life of everyone in the organization. Trust is the new leadership
competency for the global economy, but trust cannot be forced. It must be earned.Ann’s model
allows leaders to prove that they deserve that trust, by setting and upholding strong moral
authority and inspiring values. Paradoxically, leaders gain authority and trust by giving authority
away. The beauty of this book is that it shows exactly how to build a culture in which everyone
(including the leader) feels listened to, respected, and valued. From the janitor to the executive
suite, that’s exactly what people need in order to perform beyond everyone’s
expectations.INTRODUCTION: LAUNCHING A CULTURE CHANGE THE RIGHT WAYIt’s not



hard to understand why a company needs a culture that will encourage employees to treat
customers well. Trouble is, nobody wants to tell you the “secret” of how to do that because then
you might become a more formidable competitor. But I would like nothing better than to see a
world filled with companies that have a positive, customer-oriented culture—so I’m going to let
you in on those secrets and show you the exact steps for curing an ailing culture or creating a
new one from scratch.During my career I have been instrumental in helping create the high-
performing cultures at some of the most admired companies in America: JetBlue, Southwest
Airlines, Doubletree Hotels, P.F. Chang’s China Bistros, Juniper Networks, Loma Linda
University Medical Center, and many more. What I have learned from working with those
companies is a simple truth: There is no “right” culture; there is only right fit. Defining the right fit
is a process of determining what values are important to your organization’s success and
committing to them. You must then develop a plan for how people should behave based on
those values and put it into practice throughout your organization. The most critical element, of
course, is then helping your people adopt those behaviors and live those values, every day.If you
look at the behavior of leaders, you can tell what the values of a company really are. And all too
often, those lived values bear almost no resemblance to the stated values—those painted on the
walls or sanctified in a mission statement. Many leaders want to believe that all they need to do
is proclaim a set of values and culture will magically change—but that does nothing to retool the
actual values that control day-to-day actions on the front line. Changing those “inherent” values
takes considerably more effort and cannot be accomplished by any leader or set of executives
acting alone.That is not to say that there is one true path to the best culture or even one best
culture. I will not be recommending that you adopt a particular set of values. Far from it. “One
size fits all” fits everyone poorly. A culture that works for you can only arise organically from the
organization itself if it is going to fit with your leadership, values, products and, in particular, the
desires of your customers and the aspirations of your employees. People Ink assists companies
in identifying their underlying values and changing their cultures, but there is no reason why the
people in your company cannot do it on their own.If there is one secret shared by companies
that create customer-centric cultures, it is that their leaders profoundly understand that people
really are their biggest asset—and they act on that idea every day. Organizations that truly value
people often don’t use it as an advertising slogan. They just do it.Throughout this book, I will be
recommending that you involve front-line people in decisions and activities to a much greater
extent than you may have experienced before. Keep an open mind about this. Trust that this is
one of the secrets you really can steal from successful, high-spirit cultures.There are many
books describing the values and strategies that admired companies employ, but as many
leaders have found to their distress, simply appropriating values-based programs wholesale
from other companies doesn’t really work. What no previous book has addressed in detail is the
“how to” of building this kind of high-performing, sustainable culture based on shared values,
and this book will fill that gap. Built on Values will show you:How to develop your own Values
Blueprint and put it into actionWhy “living the values” is the first principle in leading people



successfullyHow to exceed the expectations of employees and customers by living the
valuesWhy it’s essential to hire, fire, and reward people based on valuesHow to establish a
discipline for sustaining a values-centric cultureGreat cultures can’t be replicated or copied; you
must launch your own, based on values you and your people determine are best for your
organization.I remember laughing when reading an article on Richard Branson in 2009, in which
he announced that Virgin America’s new planes would be “equipped with mood lighting, Wi-Fi
access, power outlets and touch screen entertainment networks at every seat. It’s got to be twice
as good as JetBlue,” he said, “and a thousand times [better than] the rest.” Sir Richard
apparently believed that to be “twice as good” as JetBlue (and five hundred times better than
every other airline, by implication), they only had to change the ambiance and technology
offered with each seat. But in JetBlue’s case it’s not about the bells and whistles. It is always
about the people: personal, sincere, warm people delivering great customer service. And Mr.
Branson can’t touch that with mood lighting.1WHEN SHOULD YOU CONSIDER A CULTURE
CHANGE?When is a culture change necessary or appropriate? You should definitely consider it
if (1) you are being outperformed in your category, (2) you have high turnover in key positions,
(3) your employee and/or customer surveys are stubbornly low, or (4) if your financial
performance is shaky or declining. More often than not, these issues are the result of an ailing
culture, and by changing the culture you fix the problem. You should also consider a culture
change if (5) you just want to go from good to great.Built on Values and our Values Blueprint
were developed from my experience with Southwest Airlines, JetBlue, Doubletree Hotels, P.F.
Chang’s, Loma Linda University Medical Center, and the many clients of People Ink. While
working with these companies I have seen, over and over, that companies that put values-based
cultures into place become higher performers, both in customer satisfaction and in financial
return. At Loma Linda Medical Center, for instance, turnover was 30 percent per year before they
went through the process of culture transformation. Not even a year into the change, turnover
was down between 1 and 15 percent in every department, Even better, JetBlue and Southwest,
which are examples of great cultures and emulate the model I describe in this book, are two of
the few major airlines that showed positive balance sheets in the challenging economy.Don’t get
me wrong. Most executives know what a great culture looks like. They are just unsure of how to
implement one. It’s a big job but one that is absolutely worthwhile.When I give talks on the value
of culture change to large groups of C-suite executives around the country, I always start out by
asking a few simple questions:Where do you get the best customer service?Have you noticed
that the very best companies in the world have the happiest employees?Which competitors do
you have the hardest time hiring people away from?Nordstrom’s and Southwest are almost
always in the top five answers to these questions. And in the cities where JetBlue flies, they’re
mentioned, too. Fly on Southwest and JetBlue and what will you hear the passengers say?
They’ll talk about what a pleasant experience it was and how things just seemed to be handled
well, even when there were serious problems.For example, in February 2007, when JetBlue was
seven years old, an ice storm kept a plane full of passengers on the runway at JFK for ten hours.



Just days after the incident, founder and CEO Dave Neeleman introduced a passenger’s bill of
rights, the first in the country, offering customers increasing levels of cash compensation based
on the length of any flight delay that is the fault of JetBlue. They would get a $25 voucher for an
hour of delay, a full fare for four hours or more. The document also promised that the company
would find a way to get passengers off planes that had sat on the tarmac for five hours or more.
(That full fare idea almost made it into the national Air Passengers’ Bill of Rights, passed by
Congress in April 2010. The airline industry fought it, though, so it was dropped from the final bill.
In Europe, passengers’ legal rights are already similar to JetBlue’s.)Even with the media storm
that surrounded the incident, when we followed up with the passengers who had sat on the
plane for ten hours, we found that 80 percent had a favorable opinion of JetBlue even after that
horrible experience and were still flying the airline. Eighty percent. Most of them said it was
because of JetBlue’s honest and transparent response to the situation. In other words, JetBlue
showed obvious remorse and committed to doing much better for them in the future. That’s the
kind of metric that makes the upheaval of culture change worthwhile.BEGINNING THE
PROCESS OF CHANGEYour organization already has a culture, so you need to begin any
change process by letting your people inform you about the culture that already exists. Once you
have identified what your culture is, the next step is to identify the best culture to drive your
organization’s success. The ideal is a high-spirit culture where everyone is engaged for the good
of the company. All the organizations included in this book have this kind of spirit, which comes
from everyone steering in the same way, toward the same goals, with everyone helping everyone
else. It is amazing how behavior changes and enthusiasm grows when values and culture are
clear.To make this work, involving your front-line people is essential. From the very beginning,
the involvement of your best front-line people will begin to tie your culture more firmly to what is
most important: giving customers such a satisfying experience that they will buy from you again
and again. Front-line people, surrounded by customers every day, know how to do that. And the
best ones are eager to tell you. Involving respected front-line people gives your culture change
instant credibility.From that initial process will emerge a Values Blueprint that codifies the values
your people have agreed upon and the behaviors that exemplify those values. Values are only
explicitly incorporated into daily operations by tying them to expected behaviors and rewarding
your people for living them.ATTRACT THE A PLAYERSElite employees, the best of the best—
the A Players—are never begging for work. These people have jobs, even during an economic
downturn. The best people typically never want for job offers but may have trouble finding a
company where they are comfortable and happy. In fact, I believe that there is a rising “V-
Generation,” committed young workers who expect the places they work to reflect their own
highest impulses. Your job is to create a culture where people want to work so you can attract the
best talent.The best players, no matter their age, look for companies whose values match their
own and where they look forward to going to work every morning. But those rewarding and
satisfying jobs are few and far between, even for them. In other words, you are looking for A
Players, and they are, potentially, looking for a company like the one you aspire to create. In Built



on Values, I lay out a method for changing your recruiting and hiring methods, so that you attract
more than your share of A Players. My definition of A Players is somewhat different from some in
academic circles. Quite simply, they are the people in your company whose skills and passions
are well matched to their jobs, regardless of what their jobs may be. People who, through their
behaviors, display the values of your organization daily. We are not just talking about recruiting A
Players as leaders. In my experience in high-performing operations, I have found that A Players
are needed at every level of the organization. At JetBlue and Southwest, baggage handlers take
pride in the job they do and are obsessive about making sure the bags are handled carefully and
without mistakes.When you have the right hiring model, it is irrelevant whether or not it is a hirer’s
market. If you want to outperform the competition, you want the majority of your employees to be
A Players. Your customers want that, too. Though they may not articulate or even realize why,
customers want to do business more often with companies where the employees thrive in a
culture that rewards the very best customer service.Becoming a values-rich company is not
necessarily going to make your search for A Players easier—you’ll still interview a lot of people,
at least at the HR level, while looking for top talent. But your definition of what “top talent” is will
change as your ability to attract and retain them increases. You will find that more of your
workforce comes from employee referrals, as current workers recommend people they know will
fit into the culture because they understand it so well. You’ll also attract a lot of attention from
your competitors’ A Players, who wonder what all the happiness is about at your place. And you
will find them in completely unexpected places, because A Players are all around you once you
stop to notice them.One night in Dallas while my family was eating at Macaroni Grill, I was
impressed by a waiter who offered fantastic, “over the top” service. As I recall, he brought a
complimentary dessert to our table because he thought we had waited too long for our food.
With my encouragement, he came to interview at Southwest and was hired. He went on to
recruit several fraternity brothers who exhibited the same service attributes. A number of those
friends went on to serve as flight attendants for Southwest, after going through our rigorous
values/behavior interviewing process.That interviewing process, perhaps more so than any
other piece of the Values Blueprint, will ensure that you select A Players. But all of the other
components of your people and leadership processes also play a part in attracting and retaining
a high proportion of A players in your organization. I will show you a way to integrate your values
completely with your recruitment, hiring, training, compensation, performance metrics, rewards,
communications, and even executive behavior.SIX PRINCIPLES FOR CREATING A VALUES-
RICH CULTUREThe Values Blueprint method of changing culture works. I have seen it happen
over and over, in large companies and small, for-profits, non-profits, and every iteration in
between. Single departments and workgroups can also use this to create islands of excellence,
even if your leaders are not ready to buy in. Perhaps you can lead them to it though
demonstrated results. Even though culture change will be driven by different values in every
organization, six fundamental principles inform every successful values-based culture
change.Principle 1. You can’t force culture. You can only create environment. A culture is the



culmination of the leadership, values, language, people processes, rules, and other conditions,
good or bad, present within the organization. The organization’s leaders are the most
instrumental in creating the environment and provide the most direct influence on it. However,
they cannot “create culture,” especially by assigning the task to a Culture Committee; they can
only create the right conditions for it to arise. We certainly recommend that you set up such
committees, but you must realize that neither they nor leaders themselves have complete control
of what your culture will turn out to be. You can only create an environment that will help your
desired culture emerge and flourish.Principle 2: You are on the outside what you are on the
inside . . . no debate. What many leaders don’t understand, except perhaps intellectually, is that
you cannot create a great customer service organization if you treat employees badly. You can’t
force people to smile and treat customers well, especially when they feel ill-used themselves.
Not surprisingly, those organizations that do customer service best also treat their employees
best. The bottom line? The service you provide for your customers will never be greater than the
service you provide to your employees.Principle 3: Success is doing the right things the right
way. One of the best reasons for redefining corporate values is that they can help us make better
decisions. And the front line is where most decisions about customer service should be made. In
a company where customer service is one of the values, one of the behaviors tied to it could be
empowering front-line people with tools and knowledge to handle problems personally and
immediately. A win there is a happy customer who did not have to speak to a supervisor. By
defining your values and the behaviors based on them, you also simplify the task of day-to-day
decision making: “Does that make sense in light of our values?” is all you have to ask.Principle 4:
People do exactly what they are incented to do. At one large manufacturer of mobility equipment,
an incentive paid more for faster deliveries. The result might seem predictable to anyone outside
the company: Aggressive delivery people almost literally tossed the equipment off trucks at
elderly customers so they could rush off to the next one. This is probably not the behavior the
company wanted to induce, even though it is the result they incented. The model of culture I will
show you, however, requires rewarding the behaviors you do want, taking into account how they
lead to an outcome. This is made easier with simple values-based performance metrics. In
addition, your values will be perceived as hollow and meaningless unless you base
compensation and rewards on expressions of the behaviors that go along with the values. Hiring
and performance appraisal methods, too, must be revised to select people who already display
the values important to you. And you must be courageous enough to fire those who don’t. Even
long-time employees. Even executives. Otherwise, they will render your ideal culture
impossible.Principle 5: Input = Output. Organizations will only get out of something what they are
willing to put into it. Values maintenance—what we call continuous improvement—is as
important as values creation. In other words, you are never fully “done” with culture; you must be
always vigilant that no one backslides into old ways. This requires regular monitoring of progress
toward full implementation of the model, as well as values-based leadership development and
succession planning.Principle 6: The environment you want can be built on shared, strategic



values and financial responsibility. Conscious action, beginning with determining a set of shared
values, can set up the necessary condition for encouraging a culture that will make an
organization into a leader in its industry. It should almost go without saying that those values
should also be vetted in terms of responsible fiscal management. Happy-talk values that result in
spending huge sums of money on questionable programs are not values that are sustainable in
the long run. But neither should you let financial concerns derail the process in its infancy.
Counsel your financial people to give it a chance—it is likely to save buckets of money sooner
rather than later as turnover and training costs go down. It can even help companies avoid the
high cost of layoffs—which will no longer be a first resort to cut costs—that have been shown to
hurt stock price anyway as investors flee from a troubled company.2 Values are most critical
when making tough decisions, but that is also when they come in handiest to illuminate the way
forward.WHO NEEDS VALUES?All companies need a values culture in order to attract the best
people and compete effectively. People coming out of college today are looking for a company
that reflects their values. The case can be made that companies who are the best in their
categories, like JetBlue and Southwest, consciously create cultures that make that success
possible. And those cultures are based on positive values but are defined by and are unique to
each organization. There is no such thing as one-size-fits-all values.All leaders will benefit from
the step-by-step instructions in this book that will help create such a culture, whether they’re a
CEO, a board member, or a front-line team leader and whether they’re trying to shift the attitudes
of the executive team or the front-line employees. In fact, the attitudes of your executive team
members are just as important as employee attitudes if you want to become a company with
strong, profit-enhancing values. If the behavior of your executives does not reflect the values that
your company supposedly values, no one will believe that values are important. If one of your
values is “caring,” but you let a senior manager yell at employees, everyone will know that caring
carries no weight in your organization. This is especially true of the CEO, who should always be
aware that every little thing a CEO does or does not do is noticed by those lower down the
ladder.All across the country, my team is helping companies use values and their associated
behaviors to deliver on their brand promises, create new brand personalities, and make
execution of corporate strategies less of a Herculean struggle. Defined and agreed-upon
behaviors from the bottom of the company to the top afford considerable flexibility in crafting
responses to competitive pressures and make the organization more responsive and nimbler.
After all, if you can count on employees to help you carry out your mission rather than grumbling,
you’ll have an unstoppable team on your hands.At JetBlue, we knew we wanted to create exactly
that type of culture when we in the executive team sat down to create our brand-new airline.
Over several days of brainstorming, we identified five values we personally wanted to experience
in an airline: safety, integrity, caring, passion, and fun. We put those values in place; we
celebrated them every day; we hired people who shared those values; and we set up systems to
recognize employees who were living those values. It was as simple—and as complex—as
that.The key is to focus on both the big picture and the smallest detail at the same time. It



sounds difficult, like spinning a couple of hundred plates in the air at the same time. But it really
isn’t, when leaders realize that everything they do and everything they say can either reinforce or
destroy their efforts to change their culture. Built on Values is based on that very simple principle.
Changing a culture starts with getting the basics right (values and behavior at the C-level). Then
the big things (hiring the right people, keeping them, and delighting customers) fall more easily
into place.The big question is how to implement something like this in practice. After my
speeches, there are always some executives who come up to me afterwards and want to know
how to get started right now, today. They ask for copies of my slides and detailed information
about the Values Blueprint. What they all say, fundamentally, is, “We really need to do this, but no
one has ever told us how. It sounds like things would actually get easier once we put your system
into place.” They are absolutely right about that.Built on Values provides a clear road map for
how to accomplish culture change, not just inspirational stories of great cultures. This is a model
that I have used for twenty-five years, and it has worked for companies in many industries: health
care, IT, retail, services, financial, and more. If you take the steps I recommend to implement the
Values Blueprint, you will find a simple path to a great culture. Complexity and extraneous work
tend to fall away once your employees understand which values are truly fundamental, because
the behaviors associated with those values are always rewarded. It becomes easy for them to
see what they should be doing with each moment of their time. Going a step further, if it
becomes plainly apparent to everyone that their leaders are in the trenches with them, working
as hard for a common goal, culture change isn’t that hard at all.CHAPTER 1IS A VALUES-
BASED CULTURE WORTH THE EFFORT?A high-performing culture doesn’t just happen. It
can’t be forced into being through willpower. But it can become an inevitability if you create the
right environment to foster it. We have found that to move to a positive, performance-enhancing
culture, leaders simply need to model the values and behaviors they want to see in employees
and create systems to reinforce those behaviors. Yes, it is simple conceptually. You can change
culture by design if you remember that you can influence how your employees think. Your
corporate culture can actually elicit cooperation and commitment from employees, almost
without their awareness, if your values are clear and your systems are properly designed to
reinforce them. And, perhaps surprisingly, a strong corporate culture can have a huge and direct
impact on performance.In the course of my work, I have become convinced that positive, people-
centered corporate values lead to higher performance. Perhaps you have noticed that in the
thirty-five years of its values-rich existence, Southwest Airlines is the only airline that has been
profitable during every one of those years. Research similarly supports these findings. For
example, Harvard professor Rosabeth Moss Kanter studied large market leaders worldwide that
she calls “vanguard companies.” She has found that these companies have been able to nimbly
deal with challenges and transform themselves when necessary because they are
“fundamentally driven by a core set of values.”1 A 2008 American Management Association
study found that a “positive corporate culture” is associated with higher performance.2 And as
far back as 1999, Ronald Burt suggested that a good culture was a “competitive asset



associated with economic performance.” Burt, a professor of Sociology and Strategy at the
University of Chicago Booth School of Business, found that almost 25 percent of the return in his
sample companies was accounted for by the relative strength of their corporate culture.3 More
recently, a study of thirty large corporations over the past five years by consulting firm Senn
Delany in Los Angeles showed that culture change “led from the top and encompassing every
part of the organization can deliver huge cost savings, improve performance, and boost
profitability.”4Too many leaders, though, feel that corporate culture is a low priority, especially
when compared to running the business day-to-day. My colleagues in culture-rich companies
would respectfully disagree. “The best companies—those with clearly articulated values and a
sense of direction—have a constant sense of urgency but they’re not frantic and under
enormous stress,” noted Joel Peterson, chairman of the board of JetBlue, founder and chairman
of Peterson Partners, and former CEO, Trammell Crow. Is your company like an emergency
room, he asks, a survival culture that’s just trying to keep the company alive or maximize sales or
new product development? That works great for a while, but your best people will burn out
eventually. Remember, the best employees—your A Players—have options, no matter what the
economy is like. In the war for talent, as in the war for profit, culture does make a
difference.5DOES YOUR COMPANY NEED A CULTURE CHANGE?If your turnover is high,
your customers are unhappy, and your A Players can’t wait to leave, you need a culture change.
In a business that needs culture change, the best employees—the A Players—don’t have any
loyalty to your company. They know they can command good pay and good working conditions
anywhere. So when rough times hit, many just hunker down, confident that a better opportunity
will come along eventually. They’ll run when it does. The B and C players may be running, too.
High turnover, in fact, is a waving red flag that culture change is necessary.You may even need a
culture adjustment if your company or division is doing pretty well. You may be making your
goals. But if your employees don’t understand your company’s values—and what behaviors
exemplify those values—then you are missing an opportunity to achieve greater success. In
those circumstances, those results you may be proud of today won’t last. You’ll plug along; long-
term performance will never approach greatness. Worse, without solid, behavior-based values,
you are vulnerable to employee poaching by any competitor who discovers how to define and
live up to values that employees can be proud of.When a culture isn’t working as well as it
should for an organization, it shouldn’t come as a shock to its leaders, but it often does. One
client I worked with spent two years avoiding speaking one-on-one with his people and ignoring
feedback as he struggled to keep the company out of bankruptcy. He thought he still had a great
relationship with the rank and file because every time he gave a speech, he emphasized the
positives of the situation. Strangely, his people told us that they were telling him all along that the
culture was fragmenting under the strain, but he swears that he hadn’t heard them say anything
was wrong.One of the values that developed in his company, obviously, was the need to protect
the CEO from bad news. His employees felt sorry for him, struggling as he was under the strain,
so they decided to keep him in the dark. Clearly he needed a culture change. We helped him



figure out, with the input of his people, that two important values this company needed to adopt
were transparency and humility. The first step this leader took after that was to immediately go
out and tour every one of his facilities. He told his employees about the turnaround that he was
still in the midst of and (very difficult for him) asked for assistance. Even with two years of
miscommunication to recover from, most employees decided to pitch in and help.We all know
the names of companies that have run into problems because of negative cultures or cultures
not focused on customers—for instance, airlines that started charging for bags during hard
economic times. JetBlue has not considered charging for baggage because doing so simply
does not fit in with its of value of caring, both for employees and customers. Although the
company may make more money on a baggage charge, employees take the brunt of negative
customer feedback. Huge financial gains could result in the short term, but there could be real
consequences down the road as customers move to other carriers who do not charge those
fees. Caring about customers is simply too important a value for JetBlue and Southwest to
trample on it with something as trivial as bag charges, even though doing so could afford them
large short-term financial gains.Does your company need a culture change? Or does it just need
to tie employee behaviors to its perfectly fine values? Most companies could improve in both
areas. Others are in need of a radical values overhaul. Where your company falls on the
continuum doesn’t matter, really. It has been our experience that every company that decides to
embark on the Values Blueprint process will see some improvement in these areas:People
problems. Turnover rates higher than your industry are a red flag, as are concerted efforts to
unionize. In addition, employee satisfaction surveys that are screaming with either dissatisfaction
or indifference are often ignored or not action-planned against for too long.Customer
satisfaction. If your company has not defined good customer service behaviors, customers will
suffer, as will repeat business and profits. Once you begin to understand values-oriented
behavior, you will see examples of the lack of it all around you. How prevalent is it in your
company?Falling quality scores. Quality lags first become apparent in many companies in a
growing problem with cleanliness and order. Are your employee restrooms a mess? Do your
people litter your grounds or allow debris to accumulate in their work areas? In this situation,
quality control will soon start identifying growing numbers of preventable errors.Lack of trust. If
leaders are not transparent and straightforward, that is a value that will quickly spread
throughout the organization. Leaders who repeatedly lie about provable things, like performance
results, are showing what the organization values through their actions.The Bernie Madoffs and
Enrons of the world had a skin-deep attitude toward values that worked fine until, suddenly, it
was exposed as a fraud. These companies were among those that professed to take values the
most seriously. They just didn’t live the values that they put on the wall. They had values all right,
but they were the unspoken ones: greed and hunger for power.CULTURE BY DESIGNObviously,
I think creating a culture on purpose is far superior to just letting your culture grow without
guidance (which it will). But I am not proposing that companies adopt some ideal set of values
that can somehow magically create a high-performing culture. No such set of ideal values exists,



although caring, integrity, customer focus, and the like routinely appear in the Values Blueprints I
help companies create. Rather, the values that are right for your company depend on your
competitive space, your product offerings, your target customers, and many other factors unique
to your company.As I’ll discuss in detail in upcoming chapters, your goal in the design phase of
the culture change process is to develop a set of values and value-based behaviors that
everyone in your company can embrace. Written down and summarized in a one-page
document, this is what I call a Values Blueprint. The first step in implementing a Blueprint that
works for you is to figure out what set of values operates in your company now. It is essential to
assess what value systems your employees at all levels believe they are operating under as well
as their behaviors when faced with important decisions. It is necessary to delve deeply into
exactly how employees and customers feel about the company and its values in order to know
where changes in those values are necessary. The more information you collect at this point on
the “is state” of the company, the better your ability to construct a new set of values that will
capitalize on your strengths and create a high-functioning company for your customers. Themes
and trends will emerge from your assessment process that will be essential to an understanding
of the values and behaviors that will fit your company and its goals.The next step in the process
is naming a Values Committee (five to thirty people, depending on the size of the company) that
will be in charge of the overall process of change. These employees should be drawn from all
areas of the company, especially from top-performing, committed employees on the front line.
Unless you involve such employees, the process will have little credibility and is very likely to fail.
After this step, it won’t take long to embark on real change. Your Values Committee will go off-
site for a two-day Values Workout retreat and will use the assessment data collected, as well as
their own knowledge, to hammer out a preliminary set of values and behaviors. What they bring
back—a draft Values Blueprint—is then subject to discussion and vetting throughout the
company, not just in the executive suite. Most of my clients find that, if they’ve listened to the
assessment piece and included front-line employees in the process, they get more praise than
criticism for the values and behaviors they come home with.And then the essential piece: the
Values Blueprint needs to be tightly integrated into your organization’s DNA and used for every
subsequent decision in the organization, including hiring, compensation, benefits,
communications, and even executive behavior. If it isn’t, you might as well just hang it up on the
wall and forget about it.HIRING BY DESIGNNot every talented person will thrive in every
company culture. You need to create a system of hiring whereby you hire people who share your
organization’s values. Just hiring the most talented and experienced person does not mean
you’re hiring the best person for your company. In fact, David Neeleman, the founder of JetBlue,
would probably admit that he didn’t quite fit with the culture when he worked at Southwest. He
was constantly questioning how things were done there, pushing people to upgrade technology,
and generally questioning twenty years of success. (I know; I was there.) “What to do about
David” became a topic of constant discussion. David eventually went on to found West Jet in
Canada and eventually JetBlue and developed cultures that were much more in line with his



thinking regarding technology. He is the father of the e-ticket, after all.Unlike David, other people
will simply keep their heads down so they can keep collecting a paycheck. Meanwhile, you are
filling your organization with employees who just aren’t happy or excited about their work. Some
of the best companies recognize this dilemma and deal with it directly. offers new hires $2,000 to
quit within ninety days after training if the new employees don’t think they are a match for the
Zappos corporate culture.6What if your organization is already full of people simply biding their
time and collecting a paycheck? Some kind of mismatch of environment and culture is obviously
going on, but it is often not clear what it is. Are you hiring the wrong people? Why is that? In
many cases, the “wrong” people are hired because line managers are not at all sure how to hire
people to fit into the corporate culture. Your company’s values may simply be words on a wall or
in print that are ignored in practice. Managers probably don’t even know what specific behaviors
to look for in employee interviews so that new hires will fit into your existing culture. Maybe your
culture itself is the problem: in the struggle for growth and profit, it may have grown up without
much conscious thought devoted to the behaviors that will contribute to long-term success. Your
culture may now be something that actually makes it harder for your company to be successful.If
no one articulates what the real values of the company are, managers are left to glean them from
the CEO’s speeches and actions, memos from corporate, and their own performance reviews.
And glean they will. As a result, in a lot of companies, managers might as well be reading tea
leaves or putting fingers up in the wind to see in which direction they should tack. So is it any
surprise that hiring managers fall back on the old reliable standards of hiring people they like,
whose resumes look presentable, and hoping for the best? Not surprisingly, that sort of hit-or-
miss hiring method results in a lot of misfires. If you have never really thought about (or been
told) what your company values, you just cross your fingers and hope that your new hires will “fit
in.”Len Trainor, CEO of the thousand-employee Heritage Home Health Care, tells the story of a
woman he would definitely have hired before the company went through the Values Blueprint
process that I recommend in this book. After her interview, Trainor says, his reaction was “I like
her—we hit it off.” But he also recalled, “She rambled a lot and couldn’t give a complete story of
handling a crisis with a patient from start to finish. It was obvious the situation was never
resolved to the satisfaction of the patient, and we didn’t hire her. But we would have in the past
because I liked her so much, personally.”7 I would have loved to have known about this method
in the early days of my own career. When I was the HR and marketing officer for a bank, the first
person I hired was a head teller. I chose her because I thought she was a nice person and she
had prior experience. The next day, she walked out of the bank with the entire coin vault
wrapped as Christmas presents. Moral to the story: there is more to hiring than “gut feel.” Should
I have been interviewing for the values of integrity and honesty? You bet. But the company’s
priority was to find someone experienced to fill the position—and do it in a hurry. With some
better interviewing methods (which I’ll be showing you in detail later), I might have realized that
what this woman did not value was honesty.In a values-based interview, for example, you
wouldn’t ask people to tell you their strengths and weaknesses; you’d ask them to tell a story. We



advise hospital clients, for example, to include a question about how prospective employees
saved a life or changed an outcome for the better by telling the truth to superiors, regardless of
consequences. If one of your values is integrity and the prospective employee can’t think of an
example in which she told the truth even when her job was at risk, she’s probably not a good
match. I wish I had known to ask that when I was hiring the head teller!A BLUEPRINT FOR
VALUESLoma Linda University Medical Center, based in California, is a century-old institution
that, with some effort, got the culture, the hiring, and the entire blueprint for a values driven
organization exactly right. Loma Linda has always had a great reputation in the community;
however, in 2006 actual patient satisfaction after a stay was only 42 percent in the Gallup
Organization survey. “We wanted to move from good to great,” notes Dr. Gerald Winslow, vice
president of mission and culture at Loma Linda. “You can teach people best practices, but that
doesn’t mean they will actually do them unless they are reinforced.”8 In that, they are
succeeding spectacularly well—by 2009 Gallup patient-satisfaction scores had risen to 86
percent and continue to rise.Loma Linda began the process as all of our clients do, by naming a
permanent Values Committee made up of people from all areas of the hospital, including front-
line employees, doctors, nurses, support staff, and a couple of people from top management.
They spent two days clarifying their values and working on the Blueprint: they felt, because of
their reputation with prospective patients, that their core values were good. Teamwork,
wholeness, integrity, compassion, and excellence were the values that emerged from this
process. (Conveniently, they formed the acronym TWICE, now often used to remind employees
to think twice about values.)This is where many culture change efforts end. Slap those values up
on the wall and expect everyone to figure out for themselves how to live them.In order to make
sure the values were, instead, percolated through the entire organization, Loma Linda embarked
on an effort to tie values to specific behaviors, in every job category. Teams of hiring managers
and A Players in each department, selected by the Values Committee, identified the key
attributes for each and every job and tied them to one of the values. The work of these teams
allowed the hospital group to create an interview guide for each position that not only verified the
attributes but also identified a cultural match.Then the hospital group implemented a new
copyrighted leadership model called SOAR (Select, Orient, Appraise, Recognize) to make sure
that values-based behavior was selected for and reinforced at all levels. The first step, “Select,”
begins with teaching managers values-based hiring techniques at an all-day seminar. Temporary
workers were hired and brought in to serve as interviewees during live practice sessions. “It was
a revelation to me and the other leaders,” notes Winslow. “We discovered that we didn’t do
interviewing particularly well when it comes to hiring for our values, but there was still some
resistance because they felt they already knew how to interview.”Loma Linda also had A Players
from the staff level participate in the training and demonstrate the interview techniques. Winslow
called that “truly revolutionary” because the A Players pick up on things leaders don’t. “Instead of
‘tell me about yourself,’ you’ll hear the A Players ask things like ‘tell me what you did when you
had a really unreasonable deadline to cope with,’” says Winslow. “And what you don’t hear in the



answers is ‘typically’ or ‘generally’ or ‘we,’ at least from the people you want to hire. You find a lot
of enthusiasm in people who relate to the values and a lot of eye contact. We look for
that.”Another innovation for Loma Linda is the selection team. Three people, a manager, an A
Player peer, and an HR staffer interview each prospective hire. And any one of them can be
overruled by the other two. “Did you ever stop to think how much more time people spend
choosing a copy machine than a colleague?” asked Winslow. “How much more time does it take
to fix a mistaken hire?”Once the hiring decision is made, the next vital step at Loma Linda is
“Orientation and Onboarding.” Winslow says that orientation formerly consisted of “laying out
rules in a fairly perfunctory and mind-numbing way.” (Sound familiar?) The hospital group now
calls orientation “Living Our Values Day” and tries to make it fun and participatory. The day is
hosted by the CEO or a senior VP, and much of the first day is spent discussing stories about our
values and letting employees talk about their values. And rather than presenting a lecture about
employee benefits, the leaders take new hires on a tour of things like the fitness center, which
Winslow calls their “benefits fair.” The more boring elements, required by compliance, are
livened up with a team-based quiz show and generous prizes for knowledge. And at the end of
the day, new employees are asked to fill out a personal commitment card. This will be opened in
ninety days by the employee and a supervisor together. “The purpose is to provide the employee
an opportunity to reflect on the values they expect to be living by from now on,” says Winslow.
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Rodger Dean Duncan, author of CHANGE-friendly LEADERSHIP: How to Transform Good
Intentions into Great Performance., “Values - the Root of all Performance. 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.”

Bob, “Built on Values - Great Guidelines and Insight. 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.”

Facilitator with Fortitude, TKO, “Solid advice for creating the right environment to hire and keep A
Players. This book is packed with real examples from great companies (Southwest Airlines,
JetBlue, Doubletree, and more) who used Ann's process. While it's not a quick fix, it is a well-
defined process that takes a little work at the front that pays HUGE dividends later. Very helpful
book.”

Average mildly hot couple, “Buying it will make you smarter???. Meh. Same old business book
flow. Average writing with less than useful stories. A few good points, but should have been a
pamphlet.”

Jenn Good, “I loved every chapter and plan to read it again. 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.”



Victor R. Jury, Jr., “A must read. 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.”

Parentswithlittlehumans, “Excellent book, it helps you think of how to .... Excellent book, it helps
you think of how to be a better leader and it is a recipe book on how to change the culture of your
organizations for the better!”

Edith Fee, “A must read for every corporate officer. As an executive coach, I find that corporate
clients are often clueless about what drives employee performance. This book clearly explains
the value of culture and why it a key success factor to an organization's sustainability. This needs
to be a must read for every corporate officer and especially every MBA student - this is what will
insure a healthy balance sheet.Edie Fee[...]”

The book by Ann Rhoades has a rating of  5 out of 4.3. 41 people have provided feedback.
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