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Personal values

The more surely and quickly you are able to deliver your goals, the greater your responsibility for ensuring those goals are the right ones.

I think therefore I am!  Does this mean that the extent of my existence is dependent on the quality (or otherwise) of my thinking?  Perhaps if we do not think enough, our existence may tend to be simply the extension of somebody else's thinking?  A tool driven by their ideas and their view of the world?

As you become a more powerful tool, shouldn't you examine more carefully the ideas and values that you are driven by?

There is a risk in any section like this that the reader ends up being told what to believe.  The intention here, however, is not to provide answers, but to stimulate questions which you need to answer for yourself.  Of course, simply saying that is in itself suggesting that 'responsibility' is a valid and acceptable model.  However, in this case, it is a fairly safe and reasonable one.

Stewardship

Depending on your world-view, the human race has either been appointed stewards of the world in which we live, or, by dint of our own strengths and superiority, we have taken stewardship of the world.  Either way, our position in the world establishes us as stewards, and we carry the authority of stewardship, which we exercise for good, or ill.  The world: socially; physically; spiritually will become what we make it (at least in the short term).

Every choice we individually make, and everything that we do, affects the world in some way.  Every time we make a selection, or speak out, or demand, or praise, or criticise, or purchase, or ignore, or support, or use something, we are either exploiting our rights of stewardship, or exercising our responsibility for it.  The sum of our collective decisions is the major influence in the world today.  Our small, even minuscule, part in stewardship will build up and compound with millions of others for good or ill.

And, as leaders of our organisations, our impact is greater still.  We do have a real responsibility to re-examine what we are trying to do.  To challenge some of the myths and fuzzy thinking that abound, and to begin to deliver a result that we feel really will begin to change things for the better.

We have a responsibility to at least face up to exploring what our view of stewardship is, and what it means.

Making a difference

What difference do you want to result out of your time here on Earth?  Do you have a purpose for your life?  What do you invest your time (work and personal) into?

You will almost certainly be doing something that adds value somewhere.  It is highly unlikely that anybody entirely hedonistic and self-centred would have persevered anything like this far with the book.  So what actually are your values?

· Community?

· Justice?

· Humanity?

· Learning?

· Truth?

Whatever your values are, whatever you hold dear, you will be more effective if you are clear about them.  

Is business any different?  Is your organisation simply a means for you to fund your personal life, or does it represent the opportunity for you to progress your values more directly?

There is a serious risk of misinterpretation here.  What is being advocated is not the subversion of business to your personal ends.  Rather it is the alignment of your values with your role in achieving the goals of your organisation and vice versa.  It is about the power of integrity.

The business context

To explore this further, let us consider the context of business.  At its simplest, a business is a symbiosis between three stakeholders:

· the shareholders, or owners of the business

· the employees, and the local community

· the partners (customers and suppliers) of the business.

It exists to trade and convert what each of these stakeholders has into what another needs in return (see diagram on the right):
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shareholders provide capital in exchange for some security of return

· employees provide ideas and effort in exchange for wages and development

· trading partners provide revenue in return for service and vice versa.

The business needs to invest the capital into facilities, which the employees can use to develop and supply services in return for revenue, which is repaid to the shareholders and employees.  If it does all these efficiently, then everyone is happy to continue and build on the relationship.  If it does it inefficiently, one or all three parties migrate to other relationships and the business dies.

If the organisation is super-efficient at these things, the business develops a discretionary power of its own.  It develops a 'surplus' over that needed to satisfy the needs of all three parties.

· It has delivered a return to the shareholders, which meets their fair expectations, and secures their continued involvement.

· It has delivered opportunities, rewards and salaries to the employees, which meets their expectations and secures their continued service.

· It has delivered service to the customers and custom to the suppliers that meets their expectations, and secures their continued loyalty.

· And it has generated additional wealth, which is not required simply to maintain the status quo.

The 'big question'

So what does the organisation do with this additional wealth that it has generated?  Conventional thinking might see it as naturally the due of the shareholders.  They are, after all, the legal owners of the business.  This is the concept that underlies 'managing for shareholder value': the goal is to maximise share growth to outstrip other businesses.

But why?  To what end?  Does delivering the additional wealth directly to the shareholders provide any additional benefits to the organisation?  Or are they likely to be, as a result of this unexpected windfall, more expensive in terms of their future expectations? And given the impact of dividends on share price, are the shareholders at the end of this transaction the same ones you started out with? 

And anyway, other stakeholders have played just as big a part in generating the surplus; do they not have some claim on the benefits?

For instance, it might be better to invest it in your employees.  In developing their numbers, or their skills, or their attitudes and motivation, or in improving their community and environment.  

Alternatively you might invest it in your business partners.  To improve the quality and impact of the services you provide, or to develop new products.  

And both of these investments have the potential to improve your effectiveness; to increase your efficiency and help build more 'discretionary surplus' for the future.  Both of these investments, managed properly, provide ultimate benefits for your shareholders, not as a one-off windfall, but as a sustainable long-term return.

In a partnership shouldn't the spoils benefit all parties?  Is it really a partnership?

The role of vision

This might sound academic.  You might feel that you are not in a position to call the shots.  But even though your shareholders or parent organisation are the legal owners of the business, you are not powerless in how you influence the distribution of the wealth you have created.  

But if you want to have a voice, you have to have a vision!

It is the vision that defines the partnership, and it can be a partnership if there is a common goal, a common vision, to pull all three parties together.

You have to be able to paint a picture of the future that is big and bright and powerful, which people want to be part of, and which they feel confident in.  You have to be able to explain to your shareholders why retaining their money will enable you to build a future for them that is better than anything they are likely to achieve by taking the additional wealth to themselves.  And if you are already delivering to them what they were expecting, they are very likely to listen to what else you have in mind - you have already proven your worth.

The point is, implementing the approaches outlined here will generate more output for less resource, more impact for less cost.  It will generate a 'discretionary surplus' for your organisation.

That additional wealth can be absorbed by the shareholders, or it can be used to leverage the future of the organisation.  But it can only be used for the latter where there is a clear, ambitious and compelling vision for what that future is.

Creating a vision

People are not motivated by money.  People are motivated by vision.  Money way well be needed to pave the way to that vision, and it may also be an indicator that the vision has been reached, but money is not the vision itself.

The challenge then is to develop a vision that your people, your shareholders and your business partners can believe in.

And the closer that vision parallels your own value set the more effective and compelling you will be in selling it to other people. 

The first thing is to be clear on what your values are, and then to understand how your work provides opportunities to influence them.  At first the links might seem a little tenuous, but it is possible to find the means to link almost any situation with your value set, and to do so profitably.

And as we recognise our work as an extension of ourselves, rather than the other way round, we become better at it, and more committed to it.  We develop a passion that can win others over to our vision as it strikes personal chords with their own value sets.

So what do you want your organisation to achieve?  If you really can't personally identify with anything, then you are probably in the wrong job, and you should get out of it.  If, however, you can see real opportunities to shine, to add real value, to make a difference, then you should grasp it and pursue it.

Work can profitably be a meaningful activity.  The unquestioned assumption that additional wealth is automatically the due of the shareholder is quite often the major factor in people seeing their work as simply the means to fund their lives and their purpose, not to be their lives and their purpose.  You have the opportunity to break that paradigm to the benefit of all parties.  But if you are bored with your organisation, why should any of your people be any different?  
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