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Our values fundamentally affect the beliefs and mind-sets we hold.

Values ¢

Mike Munro Turner clarifies the importance of values in our lives.

What are values?

Valuesdescribe and providea
meansof talking about, what is
important to us They areidealswe
hold that give significance and
meaningto our livesand hence
they underpin our beliefs
influencingthedecisonswemake,
theactionswetake and thelifewe
lead. Understanding valueshelpsus
to understand how w e createour
own reality and givesusinsight
into thepersonal realitiesof others

Values priorities

Valuesexist and have meaning
only within aweb of other values,
not in isolation. For example, if |
say that honesty isimportant to
me, then you might expect that |
will alwaystell thetruth. But, in
fact, knowingthat honesty is
important to mewill giveyou little
idea asto whether | will always
tell thetruth unlessyou know the
priority | placeon honesty relative
to my other values If | placea
higher priority on being liked than
on honesty, then | may not give

you honest feedback if | fear doing
s would alienateyou.

Thisisan examplewith just two
values Thesituation getsmuch
morecomplex when our top 10 or
20 valuesarein play. It also means
that peoplewith shared values but
with different value priorities may
behavein radically different ways
Thus in workingwith an
individual or an organisation, it is
not enough to know what their
valuesareByou mus also explore
ther valuepriorities And, if you
want to help that individual or
organisation change then thebest
strategy isto help them re-prioritise
their mogt important values not
for them to prioritisetheir less-
important valuesmorehighly.

Oneaspect of leading an
integrated, successful and fulfilled
lifeisto have chosen a lifein
which our high-priority valuesare
not in conflict on a frequent basis.
D espitethis paradoxically it is
thosetimeswhen our highest
priority valuesarein conflict, and

weareforced to choosebetw een
two idealsin which wedeeply
believe that areoften the defining
momentsof our lives Such
situationslead usto reflect deeply
on what isreally important to us,
and giveusa particular clarity
about whereour prioritieslie It is
in thesemomentsthat our
character develops.

Beliefs, values, experience and
world views

Theonly reality we can know is
theonethat consistsof the
constructsw ehave created.
Values beliefsand experiencesare
all constructs Bvaluesare
congructsthat wehold as
important; beliefsare constructs
that wehold to betrue; and
experiencesareconstructsabout
reality. Theway in which we see
and experiencetheworld Bour
world view Bdependson how we
interpret theouter world of
nature thingsand people, and
also on our level of consciousness,
which in turn dependson our
valuepriorities.
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Values and heliefs

A progression of world viewsis
shown in theframework 1Qe
compiled in Tablel. Since each
world view leadsto a particular way
of perceiving and experiencing the
world, having a particular world view
hasa profound impact on almost
every aspect of our lives

Thetableshowsexamplesof
leadership stylesand reactionsto
changewhich correspond to each of
theworld views Thefirst two stages
reflect a level of development where
welook to authority outside ourselves
asthesourceof our growth and
developm ent. Betw een the second and
third stages therecomesa major shift
in our attitudetowardsourselves, the
way weview ourselvesand our rela-
tionship to theworld Dasw e start to
develop our inner authority and take
fuller responsibility for our lives.

Most of usaresomewherein the
middleof thetable thinkingof the
world either asa problem or a
project. Thisiswherewefocusour
attention and energy much of the
time At ssmetimesBfor example, at
particularly difficult or stressful times

helpspeoplemakethetransition from
oneworld view to another.

Useful frameworks and tools

M aslow @ H ierarchy of N eadsis
onewidely known framew ork
which describesdifferent levelsof
consciousnessand the corresponding
world views. Spiral Dynamics

(Beck and Cowan 1996)' mapsin
detail thedifferent world viewswe
can hold. Therearea number

of world-view mapsand associated
value-priority questionnaires

which explicitly relate specific values
to particular world view s (for

Important to you?

Pweview theworld asa morehostile
placeand aremoreconnected to the
foundational valuesand world vien s
located towardstheleft of thetable
At other times, w e visit theright side
whereour visionsand hopesfor the
futureare

W hen weshift our predominant
world view, it can be very challenging
personally. Wefind old certainties
fading, activitieslosing their meaning
and relationshipsbeingoutgrown.

W hat isgoing on isoften not clear,
and it may feel asif our lifeis
breaking down. M apping som eone®
valuesand world view - helpingthem
seethetransition they areengaged in
Pand supportingthem in developing
the skillsto underpin thenew reality
into which they areemerging, isa key
rolefor coachesand mentors.

Oneway of distinguishing
performance coaching from
transformational coaching isthat
performance coachingaimsto help

peoplebemore effective at operating
within their current world view,
whilst transformational coaching

example, www.KnowandR elatecom
and www.LIM ap.com).

Value systems

Our predominant world view is
determined by wherethemajority of
our priority valuesare W hen it comes
to exploringindividual values one
straightforward approach isto ask
someoneabout their valuepriorities
and createa ranked list. How ever,
valuesare complex. In particular they
vary asto whether they:

I requiremoreor lesskill to
embody;

I areend or meansvalues;

I arefoundation, focusor future
values.

Values and skills

To liveby our valuesisnot just a
matter or being clear about what our
valueprioritiesare.

To heableto expressour valuesin
our lives weneed to develop the
skillsto behaveaccordingto our
values Thustheshift to amore
inclusiveworld view involvesnot just
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1 Surviving

2 Belonging

3 Self-initiating

4 Interdepending

World view

The world is a hostile
place where | must

The world is a problem
with which | must cope

The world is a project
in which | want

The world is a global
society for which

struggle for survival and where | seek to participate we must care
to belong
Example values Self-preservation Self-worth Self-actualisation Truth/wisdom
Safety Competition Independence Convivial tools
ills necessary to Instrumental Bthe Emotional B the ability Imaginal Bthe Systemic Dthe capacity

embody the values

blend of intelligence
and manual dexterity
that enables us to
be competent

to act with
understanding and
generosity to others

capacity to be creative
about our choices
and actions

to see all the parts
of a system as they
relate to the whole

Leadership and
management style

Autocratic
Top-down use of power

Complex hierarchy
Bureaucratic systems

Collaborative leadership
Intergroup emphasis

Interdevelopmental
leadership

Global

How organisational

As a threat to

As a threat to my

As an opportunity to

As a means to

change is perceived my survival status or success be embraced make the world a
better place

Locus of authority External Internal

Value type Foundation Focus Future

Table 1: Values and world views

themovement to a new level of
consciousness, but also the
development of specific ills. And
thefurther to theright the shift is
themorecomplex the illsthat
need to bedeveloped are.

End and means values

W hen working with values it is
important to distinguish end values
and meansvalues.

End valuesaretheultimate
outcomeswevalue M eansvalues
arethewaysin which wecan
realissthe end values Peoplewho
areclear about their end valuesare
morelikely to feel fulfilled. If you
rarely feel fulfilled, it may bethat
thevaluesyou aretreatingasends
in them selves are actually means
values You can digtinguish an end
valueby asking yourself what is
important about a particular value.
If theanswver isanother value, then
it wasa meansvalue; if theanswer

is@ell, it just isQ then you have
found oneof your end values

Foundation, focus and future
values

It isalso important to distinguish
betw een foundation, focusand
futurevalues:

I Foundation values Thesearethe
valuesweneed in placeto havea
solid foundation to our lives If
our foundation valuesare
threatened or if weare stressed,
satisfying these values will
demand most of our energy,
pullingusaway from our focus
and futurevalues Somepeople
who arehabitually very stressed
may liveout much of their lives
in thisarea.

! Focusvalues Thesearethose
valueprioritiesin our livesthat
describeour present world view,
our criteria for decision making,
our attitude tow ard relation-

ships, and thefocusof mogt of
our energy. Wethereforetend to
bemoreawareof our focus
valuesthan weareof our
foundation or future values.

I Futurevalues Theserepresent
what isimportant to usabout
thefuturewearemovinginto.
Becausethey arenot yet fully
developed, but at thesametime
areimportant to us, they
motivateusto grow and develop
Bpullingusinto thefuture every
moment of our lives

All threevalue areas are essential if
weareto grow and develop in a
healthy way. Aswecontinueto
develop, valueswhich wereonce
our futurevaluesmay become
focusvaluesasweput moreenergy
into them and develop the illsto
actualisethem. If thisprocess
continues they eventually become
integrated into who weareand
how welead our lives and become
part of our foundation.
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Questions for eliciting values
We relate to the world through
the lens of our values priorities,
which affects what we notice,
think, feel, choose and do. This
provides us with a series of
questions that we can use to elicit
key focus values quickly.

Events

!

Perceptions/ What interests
thoughts you?
Feelings What do you
‘ enjoy?
Choices What is important
‘ to you?
Actions What do you spend
your time doing?

The value of values

Knowingwhat our values
prioritiesare Band understanding
how they affect our world view,
beliefsand actionsbhasa wide
rangeof benefits:
B When wepractise actualise
or enbody our priority values,
weexperienceour livesas
meaningful, significant and
important.

B Valueshelp usunderstand why
webelievewhat webelieve B
and, if wewish, to changeit.

W Shared valuesarethebasisof
relationship Bthebetter we

understand our own and othersO
values, themorelikely weareto

havemeaningful and fulfilling
relationships.

m Ifwevaluesomething, wewill
go after it Bwewill be
motivated by it. Thus ifwe
understand our values, we also
know what motivatesus.

B Knowingour own valuesmakes

usmoretolerant of othersd

Pa

. Values shift
/ﬂ7p0ff&l7[ Over thelast few centuries, there
ot/ / havebeen a succession of major
dIStIn‘QUISh values shiftsas society hasmoved
end values and from being largely agrarian,

/N7 through indudrialisation, to

mearns Va/[[% today@increasingly know led ge-

based economy. This shift hasnot

been even acrosstheworld, but,
with globalisation in all itsforms
(commercial, informational,
terrorist and so on), it hasaffected
most peopleon theplanet. Now,
at the start of the 21t century,
wefind ourselves facing a set of
global social and environm ental
challenges D ealing with
challengesof this scale and
complexity demandsthat we
placea high priority on valuesof
a similar scopeand complexity
(values such asecological balance,
global justice, human rightsand
convivial technology), and that we
shift to aworld view which sees
theplanet asa global society of
which weareall a part and for
which wemust care (theright-
hand sideof Table1). Wecan
perhaps start by exploringour
own valuesin order to answer the
question @ hat isit that theworld
of tomorrow needsthat | can
uniquely offer?20

valuesBand of them aspeople
Pand so leadsusto appreciate
diversity.

H Beingawareofour valueshelps
usanswer ssmeof thebig
coaching questionssuch as
@ ho am I1?0and GV hat isthe
difference | want to make?0

H Discerningour future values
enablesusto act moreinten-
tionally and move smoothly
into futurephasesof our lives

m Knowingour foundation values
helpsusdeal better with
difficulty and stressand return
to equilibrium morequickly.

B Teamsthat areunawareof ther
valueprioritieswill tend to
operateat thelowest common
denominator world view ; self-
awareteamscan operateat the
highest common denominator
world view.
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