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Finding why is a process  
of discovery, not invention.

 Simon Sinek 

“ “

3 CLARITY

The leadership team of one of New Zealand’s largest companies was inspired 
by the business framework of Jim Collins’ “Built to Last” model, which included: 
a compelling story, envisioned future, purpose and values. This team set out 
with a vision to transform their own business to follow this model.

But they faced a huge hurdle. Their biggest challenge was that they were only 
a team in name. In practice, they were a work group operating in silos. Even 
worse, they lived in different parts of the world, and only met rarely, when 
talking about strategy.

They had created a strategy document and turned it into posters, but they 
were just static pieces of artwork in the hallways, and not alive in the hearts 
and minds of their people.

When we started working with this team, our first action was to bring them 
together to create clarity. They spent long evenings debating whether a 
purpose should be functional or inspirational, what their shareholders would 
think, and how it would affect their brand. Later, as they became more familiar 
with each other as people, they shared their personal passions and visions for 
the future.

They then gathered a team of people from across the business – whom they 
dubbed “The Future Leaders” – and invited them to contribute their ideas as 
well.

They challenged each other more deeply and debated it further. This led to 
greater understanding and clarity about their organisational purpose, vision 
and brand.

When they eventually launched the new vision to the rest of the business, they 
did so as a cohesive and aligned team, who had sought input from across the 
business, and were willing to stand up together for their shared future.
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OVERVIEW

Teams want freedom and flexibility in the way they operate, but also 
want clarity about their direction. They want to understand the bigger 
picture for the organisation, their role in the structure, how things are 
organised, all the way through to their own roles and responsibilities. 

As a leader, part of your job is to give your team clarity – or, rather, to 
work with your team to create clarity.

Teams need different levels of clarity at different times. For example, 
a team member choosing between three different tasks needs to 
know what matters most, while a team member dealing with an angry 
customer needs to know how best to deal with them.

We build clarity from the inside out by starting first and foremost with 
the “Purpose” or why?

Then we look at “Where” – this includes Vision, Goal and Strategies. 

Then we explore “What’s important to our employees?”– this guides the 
cultural promise and values of the business.

Lastly, or possibly at the same time as culture we define “What do we 
stand for?” – this guides the customer experience and guides the brand 
promise and brand personality.

Some internal teams don’t need to consider creating a brand as this 
might have already been articulated by the wider organisation. But 
creating alignment to all of these (especially culture) is important. 
There are many strategic frameworks designed to pull all of these ideas 
together in one simple model and ours is not unique. We call this model 
A strategic framework and we encourage you to create your own 
representation of these concepts on a page.

These are the six parts in summary:

• Core purpose: Understand why you exist as a team, and how you fit 
in to the bigger context.

• Inspiring vision: Create a clear long-term vision for your team (5-10 
years).

• Big goal: Develop a 1-3 year goal to give you a clear medium-term 
direction.

• Strategic goals: Set annual goals that reflect what most needs to be 
achieved in the next 12 months.

• Cultural promise/values: an expression of your core purpose 
that articulates what’s most important and guides the employee 
experience.

• Brand promise/personality: an expression of your core purpose that 
articulates what you stand for and guides the customer experience.

In this chapter, we’ll explain each of these six areas in more detail, and 
we’ll give you practical steps to work through each of them with your 
team.
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WHY DO WE EXIST? 

We start with purpose, which is all about “Why?” In other words, why 
does this team exist?

We’re looking for a core purpose, or an enduring reason for being. It 
doesn’t change when the marketing direction changes, you introduce 
new technology, or there are changes to the people in the team.

For example, Disney’s purpose – as stated by Walt Disney himself – is 
“To make people happy”. The statement is broad enough to encompass 
all the changes in the company over the years, but narrow enough to 
give people a clear focus for their work.

Similarly, IKEA’s purpose is “To create a better everyday life for the many 
people”. Nothing about flat-pack furniture or do-it-yourself assembly!

Purpose drives engagement
If you’re passionate about creating an engaged, high-performing team, 
you’ll get an extra benefit from this purpose process: higher engagement 
from your team members.

The research into employee engagement shows a strong link between 
having a common purpose (and the sense of meaning and personal 
connection that creates) and a high level of engagement in the team.

In 2015, Josh Bersin of Deloitte conducted research into employee 
engagement that Deloitte published under the title “Becoming 
Irresistible”. Of the five key elements they identified, one was a clear 
definition of purpose. (If you’re interested, the others are: meaningful 
work, hands-on management, positive work environment, and growth 
opportunity.)

In other research, IBM Kenexa Best Workplaces – New Zealand’s largest 
and longest-running employee engagement survey – also listed 
“a sense of common purpose” as a key factor in the most engaged 
organisations.

?
Purpose vs Mission
Some people use the words “purpose” and “mission” interchangeably, 
and in fact they are similar. But we prefer to treat them separately.

Too many people have seen long, boring, vague mission statements 
that look good on an office wall (or gathering dust at the bottom of 
everybody’s desk drawer!), but don’t mean anything to the work that 
people do.

That’s very different from a purpose statement, which is easy to 
articulate, easy to remember, and easy to follow. The best are no longer 
than a sentence, and might be just four words (like Disney’s purpose “to 
make people happy”).

Understand the Broader Context
Now that you know what a purpose statement looks like and understand 
its benefits, let’s look at the process of creating one with your team.

First, your purpose must make sense. Of course, that means it must 
make sense to your people (that is, it’s simple, obvious and meaningful). 
But it must also make sense in the broader context where you operate.

You can’t create your purpose in a silo and expect everybody else to 
accept it. You must identify and involve other key stakeholders as well 
– for example, other teams in the company, your customers and your 
suppliers.

Ask Team Members to have Conversations
If that sounds familiar, it’s because you have already done much of this 
work when you did the stakeholder engagement map in the Context 
chapter. Now, you take this a step further and actually talk to these 
people!

It’s not your job to talk to the other stakeholders; it’s the entire team’s job. 
So involve them all in this process. Start with a team meeting explaining 
what you want to know, request different team members to reach out 
to different stakeholder groups, then ask them to go out and obtain that 
information. 
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You might like to brainstorm a few questions for the team to ask 
stakeholders that might cover purpose, vision and goals to gain insights. 
Then each person or group can decide which questions work best for 
each stakeholder. Don’t forget that the team themselves and their 
families are important stakeholders.

Don’t make this too complex. You’re asking the team to engage in simple 
conversations, not detailed surveys. They do ask questions, but they are 
simple questions – for example:

• “From your perspective, why do we exist?”

• “What function do we perform for you?”

• “What could we do to do this better?”

Then hold another team meeting - we call this a stakeholder insights 
workshop - where everybody shares the results of their conversations 
and pulls together key themes from all the groups regarding purpose, 
vision and goals.

For example, we recently worked through this process with a customer 
care team in a large organisation. They asked key stakeholders, such as 
the marketing team, the retail team and the CEO. 

They were surprised to hear some of the feedback, especially the 
different perspectives from different stakeholders. For example:

• The customer care team itself thought its purpose was to care for 
customers!

• The marketing team wanted insights from the customer experience, 
so they wanted the customer care team to be the voice of the 
customer.

• The CEO wanted them to be the advocates and champions of the 
customer.

Despite these differences, the team also found key similarities, and 
that helped them to create a simple and meaningful core purpose. In 
a nutshell, they became the leadership team for the customer context, 
and would represent the customer within the organisation.

You won’t usually find a clear, simple purpose just by asking your 
external stakeholders. In fact, that’s rare. Instead, those questions help 

you understand the broader context, and that sets a framework for you 
to now explore purpose more deeply in your team.

Explore Personal Purpose
You have now looked outside and understood the broader context 
of your team. Now it’s time to turn inwards and create the purpose 
statement – and we start with personal purpose.

Keep in mind that “purpose” is a vague term, and some people won’t 
know what it means. Explain clearly what you mean, so everybody 
knows what you’re trying to create.

We often explain this with “the stonecutter story”. You might have heard 
it – it goes something like this:

A monk walked into the grounds of a cathedral under 
construction, and asked one stonecutter, “What are you doing?” 
The stonecutter replied, “I’m cutting stones”. The monk reflected 
that this man didn’t seem very inspired by his work.

He turned to another stonecutter and asked him the same 
question, “What are you doing?” This man replied, “I’m cutting 
stones, so I can earn money to feed my family.” The monk 
thought this man was more content and happier than the first.

He then turned to a third stonecutter and asked, “What are you 
doing?” The man replied, “I’m cutting stones to create a great 
cathedral where people can gather. It will be the centre of our 
community, and people will come together and worship in it for 
centuries to come.” That man was inspiring!

Even though this is a simple story, and some of your team might have 
heard it before, it clearly explains what you mean by a core purpose. Use 
it to introduce the concept, and then invite team members to pair up 
and discuss their own role with each other. This is a perfect opportunity 
for the team to use an EQ listening tool like “Mining the Gold” and listen 
through the functional information for the magnificent and meaningful 
in someone’s role.

When team members start exploring their roles, they fall into three 
groups, depending on how they view that role:
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• Functional: They see their role as purely functional – that is, “I come 
to work and I do this job.”

• Transactional: They see it as a vehicle for earning money to enable 
them to do other things in their life.

• Meaningful: They have a deep sense of connection to their role, and 
it gives greater meaning to their life.

We know from the research by Martin Seligman in his book Authentic 
Happiness that the third group of people – those who have a strong 
connection to meaning in their jobs – are far more satisfied and engaged 
than the others.

Explore Shared Purpose
After you give people the chance to discuss their personal purpose, 
you bring the group together again to explore your shared purpose as 
a team.

When we facilitate this process for teams, we generally follow this 
broad outline:

• Ask people to share the insights and stories from the key stakeholders 
one at a time. This is an opportunity for the group to be reminded of 
mindful listening and its qualities. 

• Share some examples of purpose statements (such as the Disney 
and IKEA examples), and discuss the key qualities of an inspiring 
team purpose.

• Break into groups and ask each group to create their purpose 
statement for the team.

• Change the groups and repeat this exercise, so that individuals don’t 
get particularly attached to any one statement too soon.

• Ask the groups to present their results to the team, and then ask the 
entire team for feedback about what most inspires them. Identify the 
key elements and underline them.

• Let people speak up if they disagree with something, but ask them 
to improve it. Don’t allow criticism unless they are willing to suggest 
an improvement.

• Avoid the temptation to use your authority to override actions. For 
example, if you think something is strong, but somebody changes or 
deletes it, let it go. If it is really good, it will come back

• Persist! It’s going to get tough, but keep going.

This process can become tiresome, especially when you get to 8-9 
rounds, and it seems like you’re going around in circles, and team 
members may feel like they’re losing the will to live. If the team gets 
bogged down and wishes to take a break use a minute of silence to 
gather attention but don’t take a coffee break.

This is where you as a leader need to show up. Don’t give up. And don’t 
let the team give up. Explain that it’s going to get tough, it’s normal to 
feel frustrated or tired, but it’s worth the effort.

You only stop when you reach a point where everybody is happy 
and quietly inspired. They don’t have to be amazed, and leaping 
out of their skin. They just need to be at a point where they’re 
happy with it, it makes sense to them, and they can live with it.  
 
As Simon Sinek says in his book “Start with Why”, “Finding why is a 
process of discovery not invention.” So, when it’s right everyone will 
have a sense of it being just right, like on some level they always knew. 
This is particularly true if it is a purpose for a business. If the business 
owner is still involved, it is also important for them to be present and 
acknowledge that it is right. 

But if even one person in the room says, “I can’t live with this particular 
word …”, then keep going with the process. As trivial as it might seem, 
you cannot move forward with that word in there. That person will not 
be on board.

And if one person isn’t on board, that is like a small cancer in your team, 
which will try to move forward but isn’t really connected. It also means 
you as a leader weren’t willing to really listen and validate that one 
person and their view, so you haven’t really connected with the entire 
team, either.

So don’t let it go!



62 63

C H A P T E R  3   C l A R i T yT H E  P O W E R  O F  T E A M

We have often worked with teams who have persisted and persisted 
and persisted – long after most people were ready to give up. It’s 
always been worthwhile, because the final purpose statements inspired 
everybody – and truly reflected a connected team.

ACTION SUMMARY:

1 Ask key stakeholders what they think your purpose is and why you exist.

2 Bring the team together to explore insights from this stakeholder 
exploration.

3 Get the team to connect with their own personal purpose statements and 
why they do what they do.

4 Explore as team what makes a great purpose statement and gather 
examples from other companies' purpose statements that they are 
inspired by.

5 Get the team into smaller groups to explore possible purpose statements 
and keep refining and uncovering until you arrive at something that 
connects to everyone. 

WHERE ARE WE GOING?  
PART 1. INSPIRING VISION

Now the team have a purpose statement – so you know why you exist 
– you can ask the question of where you would like to go. For that, you 
create your vision.

An inspiring vision statement combines a few key qualities:

• It’s future oriented – possibly 5-10 years in the future;

• It’s inspiring, and captures people’s hearts and imaginations;

• It’s often creative.

Here are two examples:

• Southwest Airlines: “To become the world’s most loved, most flown, 
and most profitable airline”

• Amazon: “Our vision is to be earth’s most customer-centric company; 
to build a place where people can come to find and discover 
anything they might want to buy online.”

These are big, global vision statements from companies that want to be 
among the world’s leading brands. Your vision statement doesn’t have to 
be as broad and global. In fact, making it too broad might make it seem 
too distant. It’s more important that everybody in the team connect with 
it, so choose something that inspires them, not the rest of the world.

For example, we recently worked with a team that created this vision:

“To totally change the way we work by 2020.”

They didn’t want to change the way the world works, or even the way 
their entire organisation works. It was only about changing the way they 
work. Their vision didn’t necessarily inspire anybody else, but it was 
deeply motivating to them.

Leadership expert Jim Collins publishes a Vision Framework workbook, 
and makes it freely available on his website:

jimcollins.com/tools/tools.html

We’ll describe our process here, and we recommend you use this and 
the Jim Collins resources to create your own vision.

Have a Conversation with Key Stakeholders
As with your purpose, your vision can’t be created in a silo. Again, ask 
your team members to engage in conversations with key stakeholders 
to ask questions like these:

• “Where do you think we are going?”

• “Where are you going, and how do you see us fitting in?”

•  “What do you see as our team’s potential?”

All these questions are useful, but the question about potential can be 
the most revealing. Many teams don’t recognise their own potential, and 
it often takes an outsider to shine a light on just how valuable they can be.

Explore the Future
Bring the team together to share back the insights they received from 
stakeholders. This is an important warm-up activity. Then connect with 
the purpose, which directly answers the question why? 
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So now you know the stakeholder feedback and purpose, what could 
you achieve together?

We often start this envisioning process by asking everybody to close 
their eyes, sit quietly, and imagine the team’s ideal future. Guide this 
process by asking these questions and ask them to use the journaling 
process to capture their ideas:

• “What are we doing as a team (in the future)?”

• “What are you doing as an individual?”

• “What has changed?”

• “What have we achieved – that we’re really proud of?”

• “How has the organisation changed?”

At the end of this process (which only takes a few minutes), ask everyone 
to pair up and share their insights using active listening so that they have 
support while they flesh out their understanding. 

You could also invite them to draw pictures of their ideal future, so 
others can see it, not just hear about it.

Look for common threads and themes in their ideas and pictures, capture 
these common parts, and use them to craft your vision statement.

As with the purpose, you will probably go through a number of iterations 
before finding something that everybody embraces. You will know 
when you have created a great vision when the team feels energised 
and inspired to make it happen. It will immediately bring commitment 
to the team as they intuitively align their personal career aspirations with 
where the team or business is heading. 

ACTION SUMMARY: 

1 Ask key stakeholders what they think about your future and your potential.

2 Bring the team together to discuss stakeholder insights and what inspires 
them most.

3 Get the team into a creative future-visioning process.

4 Share back ideas and look for common threads creating a statement that 
inspires and motivates.

WHERE ARE WE GOING?  
PART 2. BIG GOAL (BHAG)

Now that you have a purpose and vision, you can create a Big Hairy 
Audacious Goal, or BHAG – a term coined by Jim Collins and Jerry 
Porras in their book “Built to Last”.

A BHAG (pronounced “BEE-hag”) is more ambitious and long-term than 
the typical strategic goal (which we’ll discuss in the next section), but in 
a shorter term than your vision.

Collins and Porras themselves defined a BHAG as “... an audacious 10-to-
30-year goal to progress towards an envisioned future”. But that was in 
1994, when the world wasn’t changing as fast as it is now. In today’s fast-
changing business environment, we recommend creating a BHAG for 
one to three years. A lot can change even in 12 months, so even shorter 
goals can be Big, Hairy and Audacious!

Your organisation might have its own vision and BHAGs, but also create 
one for your team. It becomes a rallying cry and motivator, and drives 
the smaller strategic goals we will discuss later.

Breaking BHAG down into its four parts:

• Big: Bigger than a three-month strategic “project”, but smaller than 
your vision

• Hairy: Not necessarily specific and tangible

• Audacious: Challenging and stretching beyond your comfort zone

• Goal: Clearly defined – for example, using elements of the popular 
“SMART” goal-setting process

All of these are important, but the “audacious” part is crucial, because 
it’s about ego (in a good way). 

It needs to be something that the team could proudly declare to others, 
and work enthusiastically to achieve. And, when they achieve it, they will 
strut around with their chests puffed out, high-fiving each other (even if 
just in their heads!).
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Define Your BHAG
Your vision gives you an obvious starting point for shaping your BHAG. 
Your vision maps out the long-term goal, and the BHAG defines the first 
one to three years along the way.

Involve your team in creating your BHAG. That way, you create something 
together that inspires everybody, and the creation process holds the 
entire team accountable and keeps them committed.

Start this process by asking your team members to reflect on the vision 
and the stakeholder insights regarding team goals. Then ask everyone 
to share their thoughts about what they could achieve together in the 
next one to three years. You could ask questions like these:

• “What do we really want to aim for?”

• “What are we passionate about?”

• “What could we achieve if we really commit to it?”

Different people will have different perspectives, and you want them to 
all share their thoughts. You could start by pairing people up to discuss 
their ideas in private, then bring the group together to share ideas.

If you’re starting with a siloed team (as we discussed earlier), they might 
be reluctant to share openly too soon. They will feel more comfortable 
sharing their ideas with just one other person at first, and they can use 
that opportunity to test the water before they share them with the entire 
group.

When you all share your ideas, look for common themes, and look for 
ways to expand on these themes. Once you have three or four themes, 
put people into pairs to create a vision statement for one theme and ask 
those pairs to present back to the group. 

Keep working at this until you reach a goal that’s big and audacious 
enough to inspire everybody, but not so big that it’s unachievable in 
one to three years. You will know you have achieved this outcome when 
everybody can honestly say they are inspired to achieve the goal.

ACTION SUMMARY: 

1 Ask key stakeholders what they think your priority action needs to be over 
the next few years.

2 Get the team together to share stakeholder insights and their ideas for 
what will be a big measurable goal for 1-3 years.

3 Ask everyone to share their ideas through brainstorming and gather 
common themes.

4 Create a goal that is audacious with clear measures of success.

WHERE ARE WE GOING?  
PART 3. STRATEGIES

Now that you have a BHAG for the next one to three years, break it down 
into smaller strategic goals to help you get there.

The key thing about a strategy is that it drives the action towards your 
BHAG. Don’t create a strategy by thinking about your vision – that’s too 
big and too far in the future. Instead, let your BHAG drive your strategy.

Focus on Problems
When designing a strategy, most teams underestimate obstacles and 
pitfalls. Their plans show the steps towards the goal, but don’t account 
for things that could go wrong. With the external environment changing 
so fast, this puts your strategy at risk of becoming unusable or obsolete 
– even just a few weeks after you create it.

Instead, start your strategy process by looking at obstacles and 
problems. This approach is often used by sporting teams, and is also 
the basis of the “pre-mortem” process, developed by Gary Klein and 
published in the “Harvard Business Review”:

hbr.org/2007/09/performing-a-project-premortem

With this process, you bring your team together, look at the BHAG, and 
then brainstorm every way in which you could not achieve the goal. This 
gives them permission to point out the flaws, problems, challenges, 
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obstacles, blockages, constraints in the external environment, and 
so on. Nothing is out of bounds, and they can say anything that they 
perceive as a block to achieving the goals.

People usually get to a point where they feel utterly and totally 
exhausted and discouraged. When they get to that point, reassure them 
that they’ve done a good job!

Now it’s time to turn your thinking to a more productive space. Ask them 
to review the list of obstacles and group them into common themes. 
Some of the obstacles might look very different, but have the same 
underlying cause, so they are all based on the same problem. Your job 
as a team is to identify those common problems.

At the end of this process, you will have five or six clearly-articulated key 
problems you face. For example:

• “We don’t have the right people in the right roles.”

• “We don’t have the budget or financial resources.”

• “Our suppliers won’t be able to change in time.”

Identify Compelling Solutions
Then, for each of these problems, you identify a compelling solution, 
which is a statement that describes the problem having been solved.

For example, if the problem was:

“We don’t have the right people in the right roles.”

The compelling solution might be:

“Get the best people in the right roles doing awesome work.”

Each compelling solution is a strategy!

Notice that each strategy describes the outcome of solving the problem, 
but doesn’t describe how to achieve that outcome. Also, each strategy 
starts with a verb because it is a call to action.

Don’t be tempted to try and determine the “how” at this stage, and 
definitely don’t be tempted to create a detailed, specific action plan for 
each strategy. Detailed action plans can be overwhelming, and they are 
often inaccurate anyway.

Instead, assign each strategy to one or two people who are interested in 
tackling it, and ask them to identify “a simple doable next step” for that 
strategy, with a time frame of one month or less.

For example, if a strategy involves reorganising a team structure, a 
simple doable next step could be researching best team structures and 
reporting back to the team.

Hold back on roles and responsibilities
Some team members will want clear roles and responsibilities, but be 
careful not to jump into this step too soon.

You cannot create roles and responsibilities until you have a clearly 
defined goal and some clear strategies about moving towards that goal. 
These strategies will inform the structure of the team, which will inform 
skills and competencies, and that in turn will determine specific roles 
and responsibilities.

So avoid the temptation to assign roles and responsibilities too early 
in the process, because it will confuse everybody. Be content with 
assigning only the responsibility for each strategy (to one or two people 
for each), and let them determine what they need.

ACTION SUMMARY:

1 Brainstorm all your barriers to achieving your BHAG.

2 Group these barriers into like themes.

3 For each theme get clear what is the problem you are trying to solve and 
a compelling solution to this problem.

4 Agree for each a simple doable next step and a date to review actions.

5 Ask for volunteers who are passionate to undertake tasks.

6 Begin to align roles and responsibilities to strategic actions.
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WHAT’S IMPORTANT?  
AGREED VALUES

You now have a set of strategies for achieving your BHAG, and you now 
need a set of clearly articulated values. Values answer the question - 
what do we value or what’s most important? They guide how your team 
does what it does. 

Values describe what is most important to us and they form the 
foundation of your team operating culture, which in turn forms the 
foundation of your day-to-day decision-making. To create a strong 
culture in your team, you need to clearly articulate values created by 
the team itself.

Use Appreciative Inquiry
There are entire books and programs dedicated to team culture, and we 
have spent decades working with teams big and small on their culture. 
It’s easy to be overwhelmed by the concept of building a “culture”. But 
we recommend you focus on one simple method, which starts with a 
process called appreciative inquiry.

With appreciative inquiry, you focus on positives, strengths, and what’s 
working in the team. For example, when working on values, you engage 
your team with things like this:

• “Tell me a story about when we’re at our best with our customers.”

• “Tell me a story about when we’re at our best with each other.” 

• ”What’s most important to us when fulfilling our purpose?”

• “How are we being with customers that makes them value us?”

• “What makes us all want to work well together in this business?”

Encourage them to share stories, and then review the stories together 
to identify common themes. These are the qualities and attributes that 
become your values.

Every team finds its own set of values, but we have identified some 
common themes in every team we’ve ever worked with – such as 
excellence, communication and teamwork.

If you want to go even further, you could add some key behaviours that 
describe each value.

Limit your list to four values. Any more confuse people and are difficult 
to remember. If you also add four or five behaviours to each value, you 
end up with 15-20 behaviours, and that’s far too many for people to keep 
in mind.

It is worth noting that if you are leading a team that is part of an organisation 
that already has a defined set of values then please don’t create new 
ones. Creating a new set of values different to the organisational values 
will separate and silo the team further. Rather, spend time with the team 
talking about how you can bring to life the organisational values through 
your unique team processes.

Align Values with Brand
Your brand expression (promise and personality) guides the images 
and messages you portray to customers through all your touchpoints 
(including your people), while the values will guide the internal 
expression of your brand. When your brand and values are aligned, 
customers will experience messages and behaviour that are congruent 
but when they’re not in alignment customers will experience a sense of 
disconnection with your brand. 

Alignment of brand and culture is driven by purpose. The purpose is the 
central, constant alignment point and the place to start for both values 
and brand, with the brand being the external customer experience 
representation of the purpose and values being the internal representation 
of the employee experience. Together the values and brand guide the 
emotional connection – the strongest connection a customer can have. 

Customer 
experience: 

Brand Promise  
and Personality

Employee 
experience: 

Culture Promise 
and Values

Core  
purpose
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You know yourself when you experience a great brand it’s a brand you 
love. Likewise, when people experience a great culture they say they 
love working at a certain place.  

As markets change so do brands and the internal values of a team or 
business might need to adapt. Adapting doesn’t mean throwing out the 
“old values” - it means prioritising or giving a value a particular focus 
for a period of time (just like we do as human beings) to ensure that 
what we value (or hold most important) aligns to what we are telling 
customers externally.

We don’t get into the work of helping our customer create a brand. 
There are far more talented brand strategy companies that do that. The 
point we’re making here is when designing your culture and values you 
need to know your brand and align to it. 

How You Use the Values
Values should be used as a decision-making framework to guide how 
you do what you do, and not as a behavioural control mechanism. 
People do not come to work and change their values to match a team’s 
values - they live their own values. When their own values align with the 
team’s they experience harmony. 

The challenge is that people don’t always live their values, particularly 
in times of stress, and instead default behaviours will govern how 
people cope. Life, as well, can be stressful and just because someone 
isn’t living the values at a particular moment doesn’t mean they’re not 
aligned to them. What it really means is that they’re struggling and need 
support. (There is more about this in Chapter 5.) 

For too long “Team charters” have formed the basis for organisational 
values that require people to listen, support, be honest etc. All of these 
are EQ skills not values and, as we have addressed earlier, these skills 
take time to develop. 

Values guide what is important to deliver your customer experience and 
brand, and to honour your core purpose.. You create them by asking the 
question: “What do we hold most important?”

Let’s take an example of a creative company that has a purpose of 
“Design for a better World”. They might create values such as:

• Creative excellence that knows no bounds

• Inspiring, challenging each other to be our best

• Consider first what’s meaningful 

• Seek opportunities for learning and growth

It’s clear that being aware of and developing EQ skills to support the 
purpose and build effective relationships will also be important to 
sustain and fulfil the values but these are not the values themselves. 

Let’s now imagine that this design company requires a restructure 
to meet changing work demands. The values then provide a useful 
framework for how they will implement this. 

Using the above example: you would likely discuss up front what 
the changes mean and how the changes will support creative 
excellence. You would provide ample opportunity for creative input and 
opportunities for growth. Cultures are destroyed, not by change itself, 
but by how change is led and the quickest way is by ignoring “what’s 
most important to us” – as defined by the team’s values.

ACTION SUMMARY:

1 Use appreciative inquiry to find out what’s most important.

2 Align the cultural promise and values to the purpose, to define your 
desired employee experience.

3 Align your brand promise and personality to the core purpose to define 
your desired customer experience.

4 Educate the team on using values as a way to make decisions. 
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INTEGRATION

You have now completed the six stages of the clarity process: core 
purpose, inspiring vision, big goal (BHAG), strategic goals, and agreed 
values and brand. The final step is to ensure you integrate these into 
your operations. Otherwise, it’s too easy for your team to walk away from 
the meetings and forget the results.

Examine your regular operations, and consider how to incorporate these 
elements into those operations.

Here are some specific examples:

• Performance management: Build your strategic goals into each team 
member’s individual goals and KPIs.

• Strategic planning: Let your strategies guide what you’ll do for the 
year and the key activities of each team member. 

• Day-to-day decision-making: Ask your team to design a one-page 
summary of your strategic framework, and display it prominently 
throughout your workplace.

• Regular team meetings: Ask people to share stories and examples of 
where the values have guided the delivery of important actions and 
where the brand has guided the customer experience.

If it’s done well, this process will give you a decision-making tool for 
your team. Whenever you have to make an important decision, refer to 
your BHAG for overall direction, strategic goals for clear action, and your 
agreed values for how it is delivered.

WHAT’S NEXT?

We have now completed Part One of the book, where we discussed the 
three core principles of a collaborative high-performance team:

• Context: The environment in which you operate, both internally and 
externally

• Connection: The tools to develop emotional intelligence and foster 
authentic relationships between people

• Clarity: A detailed picture of what you do, from purpose and vision to 
goals and values

Now it’s time to apply these principles in practice, beginning with your 
own leadership.


