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The Natural Order of Things 
 

I’m on a mission to understand the interrelationships among and dynamics of impact and 

influence; values and values-based leadership; engagement and well-being. I feel I’ve stayed 

objective, formulating a hypothesis then setting out to prove the hypothesis wrong.  

 

But every test pointed toward the same conclusion. This hypothesis refuses to go down in 

flames. Organizational sustainability begins with me. Without people who are connected to 

and aligned with their personal purpose and values, organizational excellence and sustainability 

and all that highly coveted bottom line stuff is simply out of reach. 

 

For a company to achieve performance excellence and sustainable maximum results, it must 

invest in helping people connect with what is truly important to them. What drives them-not at 

work, but what is their life’s mission? What values influence their daily actions and help them 

set personal priorities? Personal connection kicks high-powered levers of engagement in gear, 

as depicted in the diagram below.  

 

That’s my story and I’m sticking to it, but I’m open to suggestions. So what do you think? 

 

Each of the building blocks below 

the arrow supports the higher ones. 

It’s not advised to fast-forward or 

skip. Example: don’t expect values-

based leaders without first making 

sure people connect with their 

personal purpose and values. Pour a 

solid foundation for leaders to stand 

on. Then and only then, connect 

“me” to the company’s purpose and 

values. If you don’t wait VBL won’t 

be relevant, it won’t make sense, it 

will be too scary, you won’t get buy-

in, it won’t happen. 
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Leaders are not easily convinced to venture down this path. There’s a perception that the first 

three building blocks are too fluffy, not results-producing enough. Except for alignment and 

control (finally, manager-friendly words!) the building blocks are tough for data and results-

hungry leaders to embrace.  

 

You say you need data that shows the correlation between level of engagement and bottom 

line results? Data that verifies the linkage between levels of engagement and all that purpose 

and values stuff?  
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We have it. We even have data that clearly shows the positive correlation between well-being 

and engagement, and of course between engagement and results. Following: the logic behind 

the progression of building blocks. 

 

(ONE) Personal Values-based Purpose Breathes Life Into (TWO) Company Purpose and Values 

Values are not the usual topic of water cooler conversation. They’re highly personal—you have 

yours and I have mine. Values define who we are, and they are defined by who we are. It’s easy 

to help people get their heads around values, if they are made up-close and personal. My 

WIIFM weapon of choice is stress management and well-being. Live long and prosper! Connect 

with your purpose and values then get aligned with the company’s. You’ll be more successful, 

and you’ll live a longer, healthier, happier life. Not a bad payback for finding out what makes 

you tick. 

Without first making purpose and values relevant and meaningful at an individual 

level, those fancy company words won’t ever escape from the plaque on the wall. 

 

Personal (+) Company Purpose and Values Make Sense of (THREE) Values-based Leadership 

Values-based leadership is relevant and beneficial for leaders. A leader who is purpose-driven 

and connected with their own values system is a more influential person, a more successful 

leader. But a team of leaders rallying around the organization’s purpose and values is an even 

more powerful force. 

 

To ensure broad leader buy-in company purpose and values must earn it by being relevant 

and meaningful. It’s a prerequisite, you won’t get out of the starting gate without it. First,  

solidify the “me” connection: give people a nudge toward realizing that the company’s purpose 

and values are in-step with their own. Show how values-based leadership makes the leader’s 

job much easier, more fulfilling, less stressful. Purpose, values, sense of community, making a 

meaningful contribution all have major impacts that are validated by data. Make the solid-line 

connection from well-being and engagement to results. Managers like lots of data, share some.   

 

(FOUR) Standardize: Define and Align Goals and Roles, Establish Controls 

Values-based leadership feels comfortable and for most it seems to be the right thing to do. 

Still, you need to transform the feel-good into daily routine.  

 

Performance metrics and personal growth goals are standard elements in most performance 

management systems. Add behavioral expectations, and performance management becomes a 

tool that helps sustain the culture by continuously reinforcing the values system. 

Set clear and meaningful behavioral expectations, hold people accountable to 

consistently model them, coach up to expectations as necessary. 

 

Values and Purpose: What’s the Big Deal?  

Simply this: people are starved for deeper meaning in their lives. We are drawn to the power of 

something bigger than we are as individuals. It’s both human nature and physics: something 
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will rush in to fill a void. And there is a giant purpose and values void for too many people. Give 

them something meaningful to care about and they will surprise you.  

 

Per the progression of foundation building blocks, individual alignment with company purpose 

and values is much more do-able when It Starts With Me and is relevant to me. 

 

The Rest of the Story 

After the sun of standardization begins to burn the haze away, the four blue-sky elements start 

to take shape. Unlike the foundation, these four are not actions or goals, they are the result of 

doing the right things the right way. High Engagement and Maximum Results go hand-in-hand.  

The outcome is sustainable organizational excellence and a vibrant culture.  

 

All we have to master is the building blocks in bottom-to-top sequence…. 

Personal Purpose and Values

Shared Values, Norms

Values-based Leadership

Align: Goals, Roles, 
Controls

 

…and all that good stuff will just come along for the ride! 

 

 

 

 

 
 

The Rest of the Rest of the Story… 

Society is a collection of individuals, so are organizations. Culture is driven by individual values. 

Shared values evolve out of the collective of individual values, out of which norms emerge. The 

group may enforce norms via peer pressure and those norms with enough stickiness become 

policy or law (see reinforcing loop diagrams in Values, Culture and Organizations). The catalyst: 

you and I. 

 

Do you still think you are insignificant, that you have no influence or impact, that you have 

nothing to do with making the world a better place?  

 

Toss one pebble into one pond at a time. It Starts With Me. 
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Making Waves Ripples 
 

Whether by conscious effort or simply by association, each of us influences others and the 

environment around us, for better or for worse. “Better” is the more likely outcome with a solid 

foundation of integrity that comes from living by your personal purpose and values. Find your 

right-sized pebbles and target your ponds…your circles of influence…and things happen.  

 

I’ve been a wannabee boulder lifter. World hunger, stop the war, save-the-whales, blow out a 

disk. I finally realized I simply can’t pick up boulders and heave them into the ocean. But I can 

drop one little pebble into the pond right here in front of me. The ripples travel outward; it’s 

likely I may not even be aware of who feels the ripples. But I know some of those people will 

drop their own pebbles, creating ripples in their own ponds.  

 

And on it goes—a pandemic of pebbles and ripples, maybe even a boulder getting heaved now 

and then. All initiated by me and my handful of pebbles. 

 

Suppose a company cares enough to ensure their people are connected to their personal 

purpose and values, then helps them align with the company’s purpose and values. Result: a 

much larger boulder thrown into a much bigger pond, with a far greater impact. The local 

community’s well-being—society—gets stronger. The company becomes a model good citizen 

and the employer of choice with people lined up to get in. Sustainability is ensured by the well-

stocked, highest quality talent pool. Everyone feel the waves. Surf’s Up! 

 

Systems thinkers call this dynamic a reinforcing loop, others call the relationship a virtuous 

circle…each element directly impacts all the others. Let’s just call it a WIN->WIN->WIN.   

 

Me -> my company -> our community -> back to me… 

We’re all in this together, and it starts with Me  

dropping one pebble into one pond. 
 

An old man was walking along a beach littered with thousands of starfish that had 

been washed ashore by the high tide and left behind as the tide receded. As he 

walked he came upon a young boy who was busily throwing starfish back into the 

ocean, one by one. 

Puzzled, the man looked at the boy and asked what he was doing. Without looking 

up from his task, the boy simply replied, “I’m saving these starfish, Sir.” 

The old man chuckled aloud. “Son, there are thousands of starfish and only one of 

you. What difference can you make?” 

The boy picked up a starfish, and looked at it closely before gently tossing it into the 

water. He turned to the man and said, “I made a difference to that one!” 

 


