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Defining the Heart

p of Your Company

A value statement isn’t some kind of jargon speak for “what we think matters”. It's a statement
of what your company is, what it stands for, and what everyone can expect from it.

It's the “soul” of your team.
“Culture is living values.

Values are written words, and your culture is how you actually live [them] .” — Jeff

Lawson, Articulating Company Values & Living Them Authentically: Jeff Lawson

Whether you need to unite your team around a core set of ideals, show potential recruits what
to expect and how to act or resonate with your core audience, these values are an essential
part of any coherent company. Without defining them everyone will be working on their own
assumptions.

So, how do you create a value statement that’s effective, concise, direct and, most importantly,
accurately reflects your company?

To answer that, let’s dive straight in.
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What a value statement is

A value statement shows the “soul” of the company

(Source by tangi bertin, used under license CC BY 2.0)

The term “value statement” is pretty self-explanatory. It's a message which conveys the values
and priorities of the company, organization or team it represents. This lets your customers
and staff know what’s important to your business and the kind of culture it has.

That’s the real magic of a value statement — it can be usedinternally and externally. It's both
a guideline for operations and a way of marketing to your core audience.

I's as simple as that.

Still, I'll be the first to admit that “value statement” sounds a little too close to being marketing
jargon for comfort. What's really important is that it's something useful that is distinct and easily
identifiable.

To help keep it distinct, you need to know how it differs from similar aspects like your mission
and vision statements. Don’t worry, we won't get lost in the terminology.

The difference between value, vision, and mission statements
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While it sounds like buzzword city, value statements aren’t the same as mission statements
and vision statements. Treating them as such will only weaken the impact of the message (at
best) or alienate the audience entirely (at worst).

To be brief:

e Value statement — what’s important to your company, what it prioritizes, and how it
conducts itself

e Mission statement — why your company exists, usually by saying what it aims to do in
the short-term
e Vision statement — a long-term view of what the company wants to achieve

The value statement should show what the company believes in. It's the backbone which
can be referred back to as context for what to do next, how to act, and so on. Think of it as a
set of guidelines which demonstrate the “soul” of the company to whoever reads it.

Mission statements are more action-oriented and tell why the company exists. These state
what the company aims to achieve in practice, usually in reference to the short-term. It's not
interested in the overall goal but, instead, on the function the team behind it serves.

Vision statements serve to tell what the company wants to achieve. The easiest way to
separate this from the other statements is to take the mission statement and think about what
goal this serves. Identify where the company wants to eventually be and how it wants to
change the sector is resides in (or even society in general).

Why you need a value statement
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(Source)

It's all well and good knowing what a value statement is but why on earth do you need one in
the first place? Surely it’s just another thing that can sit on the back burner while you focus on
the important things, like how to grow your business?

Well, you’re half right.

While a value statement isn’'t necessary to have to form a successful business there are a
couple of powerful benefits which make the path to lasting success much easy to maintain.

Value statements are good guidelines for culture, marketing, and more

A value statement shows what a company prioritizes and deems important. If done well it can
also demonstrate some of the personality in the culture to go with the brand name.

This can be used as an anchor across almost every aspect of the company.

Want to give your team something to unite around and frame how they interact with each
other? Refer them to the value statement.

Trying to give potential recruits a sense of the company culture they’ll be walking into and what
will be expected of them? Show off the value statement.

Looking for an easy way to resonate with your core audience by showing that you care about
the same things they do? Say it with me now — use the value statement.

Literally anything which could be affected by the priorities and attitude of the company can be
made easier for new and old employees alike by just having the values to hand to refer back

to. This prevents bad habits from forming and helps to create a united front to customers and
team members, making it easier for them to remember and associate with you.
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Not to mention that the values can be changed if you need to pivot or something isn’t working
out. This, in turn, gives a new or altered set of guidelines which any future decisions can be
made with reference to.

Think this is only for massive companies? Think again

Even if “need” is a strong word, every company would certainly benefit from having a value
statement. It's not required by any means but the context this gives to the rest of your
operations is incredibly useful.

The age of a company doesn’t affect the need for a value statement either — it can always be
changed to reflect new values and focuses. Doing this too often (or completely overhauling the
values) might create a disconnect with customers and employees but, after a grace period,
everything should adapt accordingly.

B Y Y = |

|

(Source by EmIin82, used under license CC BY-SA 3.0)

For example, a small business that’s recently been set up might have values that reflect the
priorities of the founder. This helps carve out an identity for the brand and convey how new
employees are expected to act. Having a set of values to center your actions around is an
easy way to make sure you’re creating a coherent and consistent culture at this stage.

Once the business has grown the values could be changed to cater more to its target
audience. The core brand image and culture has already been established so there’s less of a
need to enforce that through its value statement and priorities are likely to have shifted now
that a decent size has been reached.

This doesn’'t mean the statement becomes useless though; instead, it can be edited to refocus
on resonating with the company’s target audience and displayed in a more public-facing
location. People who see it can then relate to the values and get an easy sense of why they
might want to use that brand.
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How to write a value statement

(Source)

Whether it's worded too vaguely or displayed in the wrong place, a bad value statement won't
do anything except waste the time of whoever writes or reads it.

To stop that, let’s quickly cover:

How to plan your value statement
What to say

How long it should be

Where to display it

How to plan the statement

Value statements are, thankfully, easy to plan. The difficult part comes in getting all of the
relevant parties together.

Since it affects almost every department in your company, a meeting needs to be set up with
everyone relevant to the final product. Department heads, managers, stakeholders and more
should all be contacted and a meeting set up to discuss what will effectively be the “soul” of
the company from here on out.

Once the meeting’s underway it’s time to brainstorm.
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(Source by Laila Le Guen, used under license CC BY 2.0)

Jot down ideas for what each team member thinks is important to the company and the
attitude they want to take. Examine the company culture you currently have and discuss
whether it's something you want to change through the value statement. Look at the value
statements of other companies for inspiration (just be sure not to copy them).

Most importantly, decide what makes you different and what your core beliefs and values are.
Rank each in terms of importance to your organization and assess how accurate each of
these is to how you currently work and act.

Once you have this list of values and beliefs sorted, isolate the top 10 to use as potential
candidates in your final statement.

What to say

The main danger when writing your statement is including values which are too generic or
vague. This makes the entire thing feel flimsy and unfocused, which defeats the point of having
it as a central pillar of your company and culture.

For example, let's say a company has the value statement of:

“We’re a customer-oriented team that takes pride in authentic and ethical work. With killer
teamwork our experts will handle your issues quickly and professionally.”

This tells you nothing about what the company is, why they stand out or how they conduct
themselves differently to any other company. It's forgettable to potential customers and too
vague to serve as guidelines for the team.
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(Source)

To this end, brand expert Denise Lee Yohn recommends five words in particular to completely
ban from the statement altogether:

“1. Ethical (or integrity) — Every company should operate ethically and with integrity — and by
stating this concept as one of your core values, you raise the question of why you have to point it
out.

2. Teamwork (or collaboration) — You shouldn’t need to tell your people to work together —it’s
common sense. If they re not working collaboratively, listing it as a core value isn’t the solution.
(Things like organization design, training, improved processes, and new shared metrics and
performance standards are.)

3. Authentic — You can’t claim to be authentic or that you want to be — you must simply be
authentic. And your organization will be authentic if its leaders actually act and communicate in
authentic ways.

4. Fun — Stating that you want your organization to embrace fun makes it seem like you're trying
too hard. Just like a teenager who claims to be cool, if you have to say it, youre probably not.

5. Customer-oriented (or customer-centric) — Again, all companies should be attuned to their
customers and their wants and needs. Developing a core value that explains the unique way in
which you engage with your customers would be far more differentiating and meaningful.” —

Denise Lee Yohn, Ban These 5 Words From Your Corporate Values Statement

Aside from that, the rule is pretty simple; don’t state anything another company could say and
carry out in the same way.

Your values need to reflect your company, not just any old business. If they don'’t, the
statement will either be so boring that it will get ignored or so generic that it will be immediately
forgotten.

How long it should be
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CULTURE AT HOTJAR

Headquartered on the beautiful island of Malta, in the ‘heart’ of the Mediterranean, Hotjar is a successful start-up that operates on a fully remote basis,

and with a key emphasis on personal development.

Spread throughout the Americas, Europe, Africa and Asia, our team casts a wide net across a multitude of locations, lifestyles and backgrounds. It's our

differences that make us interesting, and our shared belief in Hotjar's core values that bind us together.

Hotjar's culture is driven by respect, transparency, collaboration and direct feedback. We have no room on our team for disrespect, office politics or
discrimination of any kind. We're obsessed with communicating with our users as well as within the team. We hate bureaucracy and slow moving
organizations - but we're suckers for well-defined processes. We love lean, iterative improvements, and success is measured by the value we create for

our users.

We've written an article on our blog about how we are growing and running Hotjar remotely.

(Source)

The tone, contents, and intended audience of the statement all greatly affect how long the final
product should probably be to be most effective.

Most importantly, you should be conveying all of the vital qualities and priorities identified in
your meeting with key company figures. The key is doing so without providing so much detail
or so many items that the whole thing is skimmed over instead of actually read.

The shorter and more concise you can be, the better. For this reason, anywhere between one
and seven key values is a good amount to convey (again, depending on the detail of each).

There is, however, a little leeway if you're addressing employees more than customers. This
means that your primary audience has to read the values set out in order to perform effectively
and gel with the rest of their team, so holding their attention for more than a few seconds isn’t
as much of a battle.

As long as you cover your core values and priorities, you should be grand.

Where to display it

There’s isn’'t a general rule for where to display your value statement, even though the location
does indeed matter. Instead, it largely depends on who your statement is targeted at and what
it's designed to convey.

We’'ll see some great examples of this further down in this post, although the only steadfast
rule is that it pays to have them in a prominent position that’s easy to find and see.
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If you're trying to unite your employees more than appeal to your core audience, perhaps
display it on your careers page and in private company offices or chat rooms. If the opposite,
feature it high up on your homepage (second only to vital marketing material) to get the point
across as quickly as possible.

6 value statement examples
Process Street

#p process.st

Values

® Act like an owner ® Practice prioritization

e Default to action ® Pay attention to details

® Focus on the process ® Over-communicate
everything, twice

Here at Process Street, we know just how important it is to have a coherent company culture.
Unfortunately, we also know first-hand how difficult it can be to create it.

Our entire team is made up of remote workers — we don’t have an office set up because we
have employees in England, the US, India, the Philippines, Spain, Latvia, and more. While it
has its benefits, this made it difficult to stop sub-cultures forming from our individual teams
instead of a central, coherent culture.

That’s where our value statement came in. Currently only for internal use, this set of values
helped to unite our team around a common cause and influence how every department formed
their regular documented processes.

e Act like an owner

e Default to action

e Focus on the process

e Practice prioritization

e Pay attention to details

e Over-communicate everything, twice

10117


https://www.process.st/
https://www.process.st/brainstorming-process/
https://www.process.st/why-you-need-to-document-business-processes/

Combined, these show our focus on making the most of every moment by working on what’s
important and making sure that it can be repeated reliably. It's allowed us to overcome the
issues of being remote-only by drilling in the importance of communication, prioritizing work
effectively, and taking action instead of sitting around waiting for confirmation.

These values may well shift further down the line but, for now, they serve their purpose well
since we’re not looking to use them as prominent marketing material.

Facebook's 5 Core Values

Facebook's mission is to give people the power to build community and bring the world

closer together. As our company grows we have 5 strong values that guide the way we
Facebook work and the decisions we make each day to help achieve our mission.
Careers @
@facebookcareers

e Values | 2. Focus on impact

Home
About
Photos
Careers
Videos
Notes
Posts
Events
Community
Info and ads

(Source)

Facebook is an absolute powerhouse, and they didn’t become so by being unfocused. Their
values directly reflect the company’s drive to create social value and the need to take risks in
order to create something which will continue to be so successful.

e Be bold

e Focus on impact
e Move fast

e Be open

e Build social value

This is another set of values almost entirely catered to their employees and potential hires, as
it's located in an album on their careers page. They’re simple enough for their team to
remember and focus on maintaining while clearing up any confusion hopeful candidates might
have about the culture and expectations they’re seeking to join.

Proctor and Gamble
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(Source)

From baby products and shampoo to floor cleaner and laundry detergent,Proctor and Gamble
own a huge number of titanic brands (mostly making consumer goods). With such a wide
spread, it's easy to imagine their value statement being vague or overly bloated in an attempt

to unite all of their endeavors.
That’s not the case at all.

Proctor and Gamble use their values to take a hard focus on responsibility, integrity, reliability,
and a drive to do better. While not particularly unique on their own, these combine to give a
rock-solid idea of P&G as a reliable brand which doesn’t abuse its position or neglect their
customers.

e [ntegrity
Leadership
Ownership

Passion for winning
Trust

As shown below, all of these values are expanded upon in several bullet points. While this
would usually bloat the statement to the point where any employee or audience would tune
out, it's important to remember the scope of P&G as a company and where their values are
located.
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P&G is its people and the values by which we live. We attract and recruit the
finest people in the world. We build our organization from within, promoting and
rewarding people without regard to any difference unrelated to performance. We
act on the conviction that the men and women of Procter & Gamble will always

be our most important asset.

Integrity

* We abways try 10 do the right thing.

+ W are honest and straightfonward with sach other

= We aperate within the letter and spirit of the law.

* We uphoid the values and principles of PEG in every
action and decsion.

+ We are data-based and intelectually honest in
advocating proposals, inchuding recognizing risks.

Leadership
= We are all leaders in our area of resporsibality, with
a deep commitrnent to debver leadership results.

+ We have a dear vision of where we ane going.

* W focus our resources 1o achieve beadership
objectives and strategies.

* We develop the capability to delver our stategies
and eliminate organizational barriers.

Ownership

+ We accept personal accounitabality to meet the
business needs, improve our systems and help others
improve their effectiveness.

* We all act lie owners, treating the Companys
assets as our own and behaving with the Company's
longetenmn success in mind.

Passion for Winning

* We are determined to be the best at doing what
matters most.

* We have 3 healthy dissatisfaction with the siatus quo,

* We have a compeling desire to improve and to win in
the marketplace,

Trust

* We respect our PRG colleagues, CUSIOMers, Consurmers,
and treat them a5 we want to be treated.

* Wi have confidence in each other’s capabilities and
intentions.

+ We believe that people wark best when there is a
foundation of trust.

@
|

P&G Values
Integrity
Leadership
Ownership

Passion for Winning
Trust

(Source)

P&G is huge, owning several (relatively) smaller brands which sell the actual consumer
products. Not only that, the values are housed on their website, which itself will only be visited
by those interested in the actions of P&G as the guiding body of the better-known brands it
owns.

Basically, the only people who will see P&Gs values are those who go looking for them. Those
who go looking will probably only be interested in whether P&G is competitive and profitable
and/or ethical in their conduct, all of which are addressed in their values.

Don’t believe me? The first thing you see on their home page is a link to theirCitizenship
Reports, which include topics like their environmental impact, stance on gender equality, and
more.

P&G care about their public image. Their values are part of their efforts to make sure it's a
good one.

Build-A-Bear
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PLAY VISIT THE WORKSHOP SHOP

Core Values

A Buikl-A-Bear Workshog®, our mission is to bing the Teddy Bear 1o Ide. An Amencan icon, the

eddy Bear brings 1o mind warm thoughts about our childhood, about friendship, about trust and
coméort, and also about kave. Buikd-A-Bear Workshop® embodies thase thoughts in haw we run cur
business every day. Our core values — reach, leam, di-bear-sity, colla-bear-ate, give and cele-bear-
ale — can be seen in everything we do.

Internship Program
Emplayment News & Awards @
Country + ]

© Read Less
Krach.

‘Whether you stand at the botiom or the 1op of the meourian, seek
Breakthrough results. The paw-sibiities are erdless when you put your
mind to it — reach fur the stars.

To maxmze professional and personal development. ask Questions,
listen actely, consider different perspectives, take risks and learn from
mistakes.

Dvmancdy

— .
Doing our part to make the world bearshl Emivace and value the
and expe of assocates
Guests and vendors. The good stuff is the stuff inside.

Colls BpAR e

Practice alignment trust in your leammates, define common
commitment, make a proposal and get ino action. It takes a village to
rase a bearl

Cine

™~ Aerays lend 3 helping paw 15 fellow bears and 10 ur communilies

(Source)

Who doesn’t love a good, horrible, un-bear-able pun? No, I'm not sorry.

In any case, Build-A-Bear takes the idea of using values to show recruits what they’re in for
and begin onboarding before they join up and extend it to include their brand’s personality.

e Reach

e Learn

e DiBEARSsity
e CollaBEARate
e Give

o CeleBEARate

Think about it; most of the examples so far that are aimed at potential employees have been
informational and pleasant in tone, but a little lacking in terms of personality. Build-A-Bear,
meanwhile, go all-out in an attempt to inspire the sense of childlike fun that they want their
employees to have.

Once again, we know that these values are specifically aimed at potential recruits due to their
location — they’re hosted on the “Why You Should Become A Bear” page of their careers
website.

Uber
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(Source by Mark Warner, used under license CC BY 2.0)

So far we’ve had examples of value statements which work well. They portray a consistent
image of the company which is in line with their goals and public perception thanks to them
upkeeping those values in practice.

So let’s see some values that fell flat on their face. Why, hello there Uber...

“We do the right thing. Period.” — Dara Khosrowshahi, Uber’s new cultural norms

After the scandals, high-level resignations, and general negative press surrounding Uber
throughout 2017 their new CEO needed to kick things off on a good note. He needed to

reassure their customers that they had turned over a new leaf, that things would be better, and
that they could be trusted now that the mess was behind them.

He needed to present (and change) Uber to be consistent, reliable, and generally a more
respectable company. As such, these were the values he published on their company blog on
November 7th, 2017, albeit calling them “cultural norms” instead of values.

We are customer obsessed.
We celebrate differences.

We do the right thing. Period.
We act like owners.

We persevere.

We value ideas over hierarchy.
We make big bold bets.

These values would have worked — they have a sense of responsibility and ethical integrity
about them while not sacrificing the company’s desire to expand (and thus create more value
for stakeholders). Unfortunately for Uber, the scandals weren’t finished.
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Just 15 days later the news broke that the current CEO knew of a previous data leak which he
had kept from customers for more than two months. So much for “doing the right thing”.

While the lasting impact is arguable, there’s no question that this further damaged Uber’s
brand appeal and made them seem even more untrustworthy than before. That’s why it’s vital
to set out a value statement that isn’t just for show — if you don’t live up to it, you'll either look
like a scam artist or just plain incompetent.

Hotjar

(Source)

To round off our value statement examples with another (largely) positive we turn to Hotjar.
This is another employee-focused value statement, except we’ve got a little more to unpack
due to the length of the statement.

There’s no elegant way to bullet point this, so check out the quote below for the value
statement itself.

“Hotjar’s culture is driven by respect, transparency, collaboration and direct feedback. We have
no room on our team for disrespect, office politics or discrimination of any kind. We re obsessed
with communicating with our users as well as within the team. We hate bureaucracy and slow
moving organizations — but we 're suckers for well-defined processes. We love lean, iterative
improvements, and success is measured by the value we create for our users.” — Hotjar, careers
page value statement

Written in an almost conversational tone, this is a great way to set up potential recruits with the
knowledge of the culture and expectations that will come with it. They move fast and with
purpose (by documenting their processes and using continuous improvement) while setting a
healthy atmosphere with a zero-tolerance policy towards discrimination and office politics.
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However, there are two main issues with this approach.

The first is the wording. While strong when talking about what they won’t tolerate, the language
used elsewhere is pretty generic and forgettable. It serves its purpose but there’s little unique
or interesting about their description or even what they’re saying. This does, however, matter
less as it's addressed to new recruits who will need to pay attention anyway — they’re using it
to inform, not market.

Therein lies the second problem, and it's one which many of these examples share. There’s
next to no attempt to use their value statement as a way of attracting their main audience.

While it’s difficult to adapt values to both inform employees (potential and existing) and serve
as marketing, it's a huge missed opportunity to literally only display them on a careers page.
Even if they’re aimed at employees, target audiences will likely find the values appealing due
to your values lining up with how your team is supposed to interact with them.

Value statements aren’t useless jargon (if enforced)

As long as they’re accurate and enforced, value statements provide a core which can influence
and unite your entire company’s operations. To that end, you also need to consider how to
deal with breaches of these values. While a minor offense shouldn’t result in termination, take
time to think about the impact that deviations will have on how these values are perceived.

Have a meeting with your team. Make sure everyone knows what these values mean and how
to apply them. Don’t let yourself follow the same example as Uber.

What are your company values and how do you use them? Let me know in the comments
below.
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