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ABSTRACT
AUTHOR: " David R. Brooks, .LTC, Department of the Army

TITLE : Values Based Organizations: How Does the Army Stack
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Research on Values Based brganizations pdeucesa seﬁ of

criteria that can bé uéedito judge the sﬁccéés or failuré of an
organizatiﬁn that relies on ﬁalues. These é:iteria are defining |
‘ falpes;.a'éetvof core‘valﬁes, and value conQrueﬁce; These

ériteria wiil be applied fo the Arm§(van'orgaﬁization that'
claiﬁé‘to be‘valuesubased;' Re;ommehdations‘willjbe madeias ﬁo
ﬂow fhé Army can béqome a more_succesSful valueé based
organizatién.n Finally thé pdsitiVe aspeété of being a vélues f

based organization are discussed.
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- Values Based Organizations: How Does the Army Stack UP‘ o

‘Ihtroductidn
a current popular discourSe in the aéadémic and manégerial
WOrld‘today is a‘foéué oﬁ’values aé'é bedrock for o:ganiiational
‘  structure'andguideposts for‘organizatiohal behaViéré.  The
cbnqept‘df a.valu;s'béSed organization is one that iéjfast'
‘beéoming an emphaéis for fhe development, introspéctidnréndg in
some cases the restructuring of, organizationskthroughouf'fhé‘%
‘Qorid, EXteﬁsive réseérchvhas been conducted on fhé influencé ‘
and impact of values incdrporated in the organiéational
Structuré; A review of this research indicates‘séveral’
 [commonalties'that are evident in organizatioﬁs that‘ﬁroféss to
»Abe:values baéed.orgénizations. A review of these cbmmon factorsﬂ‘
»éliéwé the devélépment of a set of C£iterié that caﬁ'help‘
determine the sﬁcCessybr failure of that organizationfsattémpts
at being vélueé bésed. In this papef I intend to jUdge the
Army—a professed values based organization;using these criteria‘
 énd”to determine‘the degreé of success the Army has in*allbwihg
values to.govern énd‘guide héw it operatés;
The first common factor for successful &alﬁes pased

drganizaﬁions ié fhat the ﬁembers of thé o#ganiiation all‘aére;
- as to the‘definition‘df ééiﬁes. Secdnd, each:orgénization has»a

-deVeloped‘Set of values that all members are aware of and adhere




to. Third, each organization has achieved a congruence between
the personal Values of the members and the stated organizational
values. Each of these factors will be discussed below and then
applied to the Army with recommendations being offered in areas
where the Army needs improvement. Finally I will address the
positive aspects an organization defives from being a values
based organization. That is, I will discuss Why it pays off to
focus on values and what benefits this focus brings to the

organization.
Defining Values

The first thing the members of an organization must do is
to agree upon a definition of values. This is one of fhe host
critical aspects in the development of a values based |
organization. All members of the organization should reach
consensus and be in agraement as to a common definition of
values. A common definition of values does not mean that the
organization says, “our values are.. LY WhatAit means is that
the organization and its members all understand that “values are
defined as . . .” Without a firm foundation in the definition
of values, any further discussion and use of what the values are
and how they can help the organization is not likely to be very
productive.

Every study on values based organizations defines for its

purposé,what.values means. Therefore there are numerous




:examples of definitions_Of values. There are complex
definitions such as tbe following:

To say a person has a value is to say he has an enduring

. prescriptive or proscriptive belief that a specific mode of
behav1or or end-state of existence if preferred to an
opposite mode of behavior or end-state. ' This belief
transcends attitudes toward objects and toward srtuatlons,

~ it is a standard that guides and determines action,
attitudes towards objects an situations, ideology,
presentations of self to others, evaluations, judgments,

: justiflcatlons, comparisons of self with others, and
attempts to 1nfluence others.

A more simple definition is “life-style priorities,”2 - My

-personalvfaVOrlte comes from the EncYclopedia‘of‘Values end
:Etbics which states,‘“the‘word value refers to that property of
a tbing or‘person for which it is esteemed, desirable;‘or.g“
'usefnl; or of worth,‘merit or‘importsncef”3. Choosind the proper
Idefinltibn is nOt neceSSarily‘the hard partvof the‘deflning

~ process. Getting‘COnsensus on a definition‘that'all members of

the organization can understand and feel comfortable using is

vtthe real challenge. The International EnCyclopedia of Social
Sciences states tbat‘it is ﬁery doubt ful tbat eny oneb
"descriptive definition can do complete justice to the full range
:and diverslty of recognizeble value phenomena.4 This‘seemsbto d
lndicate‘that‘thelselection process mey ne&er resch‘frnition.bt
lHowever, the deflnlng process need not be one that can be

:applled globally, it must apply to the specific needs of_the



organization. How then does the organization-best choose a
working definition that fits its needs?

An examinatioﬁ of many definitions of values shows that
there are some key aspects that must be included in aﬁy approaéh
to define it for the org;nization. ‘By considering these
aspects, the organization can best determine the right
definition for its needs and this definition’wili serve as thé
foundation for the growth of the orgéhization’on a values based
foundation. |

Thevfirst aspect is that values are deriﬁed from something
that is good and ethically based. VValues imply an intrinsic
excellence br desirability. In humans, values imply moral
excellence.”® The members of a pirate ship or a Stfeet gang can
not be deemed values‘based organizations. Although they have
stated concepts that they adhere to and that govern fheir
behavior, this is not what is meant by'valueé. There is no
ethical or moral basis for them. Therefore, thié type of
organization will not be included in the défining pfocess for
our purposes. Therefore the first step in defining values is a
fouhdation based on ethical grounds.

The second aspect of defining values is to look ét thé
definitions in the various studies and look for similarities
that become grounds for forming an organization’s own

definition. A review of a wide variety of definitions of values




‘Hindiéatesfthat"there are several_commonaltiés in ph;asing and

{desc;iptiveiwordihg. These appeéf.aéréss ﬁhé bpundaries of many
_4Studies aﬁd seéﬁ to havé.poéular suﬁport in the litératpre on
iEVaiués rééearéh. These pHraseé include éoncepts suchaé

.Qﬁghfness; endﬁringness,'nqrmatively, aﬁafoﬁﬁdatidnal.-
fAlthdugh not all encompaséing; these words sfill reflect a gbod
,starting point for key e;emehts of the propqsbdiorganizationalH“
definition. | | - |

| The‘finai aspeCt:tdiconsider'in the defining pr§céss is .

that'valuesfare not analogous‘to coﬁstrubts sﬁch aS'attitudeé)
'norms;‘or.ofhér principles'of behéviér. _Values'tranSCend fhese
.Constructs in that attit@des, norms; etc., are éll»thingsthat'V
“Caninfluénce the devéloﬁment.of vélues,‘yet §ré not at the'same -
,levef>of Eomplexity. §Values may bé>thought of as gldbél beliefsv
jabout.deéirableend—stétés underlyihg attitudinal,and behévioral
p:bcegses;”s Values have é resistance to:chéhéé'and serﬁe asvtﬁe
founéétioﬁ forSthe dévélopment of a£titudes,horm§ éna‘
“behévio:s: Therefore thé defining proceés,has as én‘underlying_ w
.assumptioq the'significaqt‘influence that ?alueébplay>in‘all
mannérséf éonduét, both persqnél and fo; the:organizatiéﬁ.
| | “Mbst orgaﬁizations are'compfiSed‘of ﬁémbership from a
wide and diverse background.v This diversity‘brings.the.promise
~,_of a multitude of ideas Qh Qhat values means. Therefbre, the

first and most important step for an organization to take in its



quest to become values based is to clearlyiand concisely define
the term values. This definifion must be carefully derived with
the specific organization and its members in miﬁd. Once it 1is
defined it must be laid out for all membere of the oréanizetign
so that they are all oﬁ the “same sheet of mUsic” as to what
values means.

The Army has not promoted great success in this area.  We are
very committed}to the fact that vaiues are an impqrtanﬁ aspect
of our culture. Army>Chief of Staff Dennis Reimer‘states, |
“Undergirding the constants that make our army what'it is are
Army values.”’ 1In proelaiming values as the Army theme fo? 1986,
Secretary of ehe Army Marsh and theﬁrChief of Staff Wickham
stated that from “values we draw purpose, direction, vitality
and character.”® It is clearly etated aﬁd’fully understood by
the Army as an organization that values are the bedrock upon
which the Army fﬁhcﬁions. However, the Army does not pass the
grade on defining what values are. .“The Army is beset‘byi
ethics, morals and values program pieces. Training programs
have little commonality'in structure as well as the'inetructofs
having.littie standardized preparation in delivering the

. training. Reguletory documents and field manuals discuss the
ethos but with little eonsistency. The Army talks about its

core values as foundational yet changes them”® 1In fact the




: 6ffi§ial Army ethic and v%lues have;changéd on numefous
‘bccasioﬁs in the lést eigﬁteen years'® |

A majdr reasog fér the QYnamic state of Army professed core
YQalue%‘is ﬁhat the seniorﬁleédership‘in the Afmy changes on a
feéuléfbaéis.' Each Chanéé‘in'leadership Briﬁgs about a changé
‘in‘thé stated values and the focus on how these valués impact on
Army Culfufe. _Additionally the‘military doctrinai publiéafiohs
thaﬁ éﬁtlihe values ﬁ:aining‘aﬁd‘define the values based culture
are ﬁritteﬁ by different éeopleJin different Army drganizatidﬁs,
‘inzdiffereht-eras and times wﬁile béing influénceduby the
;gﬁrreﬁtleadersﬁip. Training and Doctrine Command (TRADOC)'hésb
thé p#oponéncy vfor the develobment of thé'Army’s‘traihiﬁg
érogr;ms and fhedoctriné to sﬁppdrt its.execution. ‘The school
aﬁd égenciés at Fort Leavenworth haje the chartér‘for military
reééarch,‘publication, and‘is fhe reservoir.for Army lessons
iéérnéd. gvery major military'poét has its 6wn guidelihes(‘
ﬁegulétions and.publicéﬁidns that_déal with valués:training and
‘focus;’.Eééh of these posts take Onvthe flavor of its current
>COmmande£ and the emphésié he/she places on Valués. Each of»thev
Erancﬁ oriénted posts, such as Infantry at Fort Béﬁnin§ and
Armor:at Fort Knox; has tfaining at'ail leadefship'léﬁels that
ihclude cuiriculum on values that is developeabat thétvaStvénd

by its instructors. It is no wonder that the values change and




that there is little standardization in the publications and
training programs on values in the miiitary.

The Army has made attempts to conduct this training in a more
focused and centrelized fashien, such‘as the recent chaiﬁ
teaching on “consideration for others” that followed ih tﬁe wake
of the Aberdeen scandal. Thie particular training event ensured
that ail commanders delivered identical speechesItO‘every
soldier in the Army. This was accomplished as a “quick fix”‘to
sexual harassment issues. However, centraiizing and |
standardizing the publications and training programs on values
is a formidable task in an organization as large as the Army.
The wide diversity and background of commanders and those thaﬁ
are tasked to write aﬁd teach the Army’s values lessons will
always impact on the suecess of how well values influence
desired organizational behaviors. Without a clear definitienvof
what wvalues means, this-diversity will contiﬁue to have‘a
negative effect on the Army’s Values programs.“ The first
recommendation for the Army to become a stronger valueé based
organization is to define clearly and to erticulate for the
entire organization what values means and'allow that‘te become
the foundation for the development of dectrine,training and

programs.




VALUE SETS

Once the members agfee to a definition of vaiues, the next
step is tb_determine a set of:values;"The set of values that‘,
‘aré the enduring quaiities‘that guide,’predid# and‘g0vefn |
beh‘avior ‘fto-r bc;th‘indi‘viduals and the ‘or‘ganizétion‘ bec‘orﬁe the
Qoré valués for'that”organization.“;“Core valﬁesséré the”
_essentiél and enduring tehets of an orgahizations thatyare a’
'Smaii:set‘pf timéless‘guiding prinqiplesithatirequiré no |
éxtgrnal jUstificétion and have intrinsié vélﬁe and,importance' "
ﬁo fhbse‘insidé'the organization;”#_-How doeé the organizatidn‘
4 dévélop it$1set_of core values? . What shouldjfhis sgt’of ébre
‘§alue$ be?v‘What aspects in selectibn‘of‘alset'of ¢6révvalues
.arevcfitiéél? |

fﬁdshwbrth Kiddef conaucted‘intérviews with numeroﬁs “men
and‘wbmen-pf conScieﬁcé”'in trying'to determine a list of shared
cbre:Values. The set he‘derived consistnéf love; fruthfulness}
faiinéss, freedom, uﬁity,.tolerance; reéponsibility, gnd ;eépeqt
for”life.n: A Study of nﬁmerous corpOrations such as Merck,
Nordsﬁfbm, Philip Morris; Sony, Walt‘Dispey and Levi St?auss 
?eflect thaﬁ each havé a‘cbmprehensive sét;ofbcore &alués, yet‘ '
they éll differ to many d:égrees.13 ‘Any drganizatidn thaﬁ‘
_éspouées values as an important part‘ofvtheir-fbundatiop has
‘ﬁheir;OWn particﬁlar set that applies to them. ‘Rarely are any

two sets of values the same for any of these organizations—4evén



those organizations that are similar to each other;’ It is
difficult to identify a comprehensive list of a set of core
‘values that are applicable to all brganizations. UHoWever, there
are certain aspects about the sets of values that éhould be kept
in mind when developing or assessing'any set of values. These
aspects create the parameters for a set of core values that wiil
work for any organizatibn.

First, core values must be enduring. Core values must
transcend any aspect of organizational behavior. “Coﬁpanies
that enjoy enduring success have core values that remain fixed
while their business Strategies and practices‘endléssly adapt to
a changing world.”'* <Core values are resistant to change and are
the unwavering “go to” principles the organization uses
throughout the condupt of its business. 'Once a list of core
values is drafted, iflcircumstances qhange.and'the organizétion
is penalized for holding that core value, should it change? If
the answer is yes, then it is not a core value and should be

dropped from consideration.?®®

The core value endures
organizational circumstance and defies change in business
practice and consequence. This is not to imply blind obedience
to the wvalue at all costs. It'means'that‘the strength of the

value, which is foundational to how the organization operates,

will survive changing conditions that impact on business
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‘operations. In the.long r#n, it will cOntinﬁe‘to facilitatéi
»solia business practice. »

The ﬁumber 6f'core vélues an orgénizatibh has is an
important issue.as well. Compénies that do weil.and"espouse‘
’core>values, though'differing in ﬁhat their values are; have
yibnly a:few cére vélueé——usually betwéen #hree‘aﬁd five--because
only a few véiues‘can truiy be core.l® It is‘impoftanﬁ for the
oréanizatioh’s members to‘be éble to'remémbér the §ore vaiués aé.
guidelines for theif‘behaviori rThe‘morévéspoﬁsed, thé hafder ,v
~they are to remember.3'Additiohally‘the more core values,ythé
greater the éhance.for situations and conditioﬁs to arise that
woﬁld bring abouta'confiict between two or mofe of the valueé.
| Each core value mUSf héve a béhavioral codification that -

':élIOWS‘all‘members of the organiZatioﬁ ﬁo'understandAthe value
>in"a éimilar manner. ‘BehaViqral codification is describing'5
-'beﬂaviors that.éxemplify each stated valué;'vFor exémple, if

.-‘ being‘superstitious is a stated vaiue} then béhéviorg that

”‘exemplify this value could be walking around a’ladaer, carrying
Ha :abbit?s foot, and wearing a.lucky piéce of clofhing.':By "

deséribing the value in terms of overt behaViQrs the?e is
aSSu;anée that fhe'meﬁbers of the organizafion; déspite‘their
”aiﬁerée baékground and egpériencés, all uhderstand whét thé
valﬁe‘is f;omthe §;ganization’s viéw. 'Additionallythisj

‘codification can also assist in assessment of the organizational

11



adherence té the value set. The Atmy has articulated‘the
following set of core values: Loyéity, Devotion to Duty,'Respect
for others, Selfless Sérvice, Honesty, Integrity, and Personal
Courage. This list allows a'simple mnemonic ovaDRSHIP that
facilitates the recall of the core set, which may or may not
have played an important part in their selection.

This value set has not passed the‘test,for endurance. It
comes as a reéult of input and emphasis from the current Chief
of Staff. This is nbt‘to undermine a well intentioned focus on
values from this current leadership. However, evenyin the
relatively short period of time that I have served in the Army,
this marks the fourth set of values for the o:ganization. The
Army must decide for the colléctive good that this will be theb
enduring set for generations of soldieré to come. |

The Army set of core values;totals éeven, a little more
than other values espousing organizations. This doesn’t have an
impact on remembering wﬁét theAvalues ate——the mnemonic serves
to facilitate their recall. However, with this number, it is
more possible fdrvsituationstor conditions of value‘cénflict tév
occur. |

The Army has not done a good job in behaviorally cod;fying
this set of core valueé. bThere are a ﬁultitude of |
interpretations that can be made for each one of these,

particularly considering the size and diversity of the Army as
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en‘organ}zation. ‘The Army hae done a gbod job in'getting‘thef
set out to all its‘ﬁembere. One»methed the Arﬁy has.used‘to .
'jenéure the set is‘khown by ali is the development of the velues
g“deg tag” that”can be worn around the neck with‘the stenderd
- issue “dog tags” that all soldiers wear. However there a:eino“
'behaviotal descriptions ahd examples.ef what eaeh of these'mean,
to insure thet every member of the Army'understahds themkin the
 same way. | | |
| The reeomﬁendation is that the cutrent set of values be
estabiished as enduring by takiﬁg‘stéps'that‘wili noteal;ew»them N
to_change. Additionally the Army should define behaviors thate
articﬁlate‘what adhering to each of these values looke like. A
set of behaviors that codifies each value will aleo make thosei‘
values resistant to change. |
’v VALUE': CONGRUENCE

| A ctitieal aspect of ensuring that an‘organization iS'-"
valuee baeed in a pesitivevfaehion is en underetandihg end
,»lihking of velues ih a'cohgruent mannet. The internal
.entironment'ereetes a situatien where organizational_alignment_ :
.’between the ihdividual and the organization is essu:ed. |
Otganizationel alignment is the value eongruence‘between,an
findividual’s values and the values of the organizetion. -Thie
: meens‘that,an‘individual member of the organizatiOn does'not

‘have-perSonalgvaiueS‘that conflict with the values of the
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organization. It also implies that the espoused values of the
organization are also congruent with the in-use values.

A recent survey of 1460 mangers and CEOs by the American
Management Association shows that when people’s personal values
are seen as congruent with their company’s values, their
personal lives are better and they feel more optimistic about
their jobs.17 Timothy Judge and Robert Bretz from the»Center of
Advanced Human Resource Studies at Cornell University report
that organizational work values significantly affected job
choice decisions. Individuals were more likely to choose jobs
whose value content was similar to their own value orientation.®®
Additional research has shown that workers were more satisfied
and committed to their jobs when their values‘were congruent
with the values of their supervisors.19 Congruent values
between the individual and the organization are critical to the
development of a committed and dedicated work forcef

Another key aspect of value congruence‘is insuring that
espoused values and the in-use values ef the organization are
identical both in reality and as perceived by the members of the
organization. Thomas Stewart writes.in Fortune magazine that he
managed to see a employee-attitude survey in a Fortune 500
company. Part ef this survey asked if the employees felt that
the values espoused by the company were indeed the values in-use

in the'organization—-that is, was management “walking the talk.”
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?,Whét he foﬁnd wés‘fhat negrly all‘employees were éwa:e of ﬁhe
» values'bu£ only 603 believed the company‘abtually méaﬁt it.ﬁ
Many méthods are ﬁsed to §ommﬁniqaté the Valueé to the members
_of.the organization. 'Soﬁe‘organizations hand out moﬁse pad§ taj‘
: éll employees with their corporéte values emblaioned.on‘them o?h
createlbanners énd'posteréldisplayed prominentlyvthréughOut’thé
~work érea. The Army’s valueé dog tags are another eiample of
this. These'méthods are ﬂot to be denigrated.. They are 
imporfant tolensure that the hembers of the organizafion all
knowﬁhat_the values ére. What must follo%islthat this talk
muét be wélked by the organizatiQn.‘The injuSé values of‘thé
‘ordanization must Be cong:uent with the espoused, édverﬁiééd"
ones. | |
Cohgruence can bring about a nﬁﬁber of'positive”fesults t§

lzthévqrganization. ‘These inciudef | |
. The mofe{closely aligned persoﬁal values‘are'with cbrporate

valuéé, the mofe satisfied thé individual is ip‘thé job.

-’The.orgaﬁizatibnis'moré producti&e

- 'There is a greater ieVél of commitment to thé 6rganization o

The Army needs to evaluate its level of congruence.énd
 aligﬁmentJ It is an important asséssment foi thefArmy"to‘makeKH ‘
with its current emphasis on values'foundation;» itrneedé to
find out if indeed its leaders are walking the talk when it

comes'to-values; An‘analysis of where the Atmy stands is beyond
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the scope of this project, but clearly the potential résults
justifies the requirement to analyze and assess its congruence
level.

POSITIVE.EEEECTS OF VALUES BASED ORGANIZATIONS

Any manager of an organization can conduct a simple
experiment called the pionoun test. This is done by walkiﬁg
around the shop floor, édministrative area, the Water cooler or
through the troop barracks, and the lbcations where the
employees gather, work in mass and simply meet socially. Then
engage theﬁ in simple evéryday conversatibn about the business.
How do they talk about the drganization of which they'aie apart?
Is the discussion of “us& or is there a focus on “them”. This
little test is a simple indicator of commitment to the |
organization. A satisfied and committed work force is one that
feels a part of the organization as their own and will reflect
that commitment in simple conversaﬁion as the proverbial “us&.
An organization steeped in'valués creates a workforce ﬁhét is
satisfied and dedicated to the orgénization, its ideals,
principles and raison d’étre.

A values based organization also inspires better service to\
customers and clients which, in turn, develops the trust bétween
supplier and consumer. When a poison écare.in Tylenol capéules/
threatened the reputation of the Johnson and Johnson company in

1982, the response of the organization was one based on a values
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lérienfation as opposed to a coﬁcérn of sales’or‘by spin
‘docforing the cause. Johnson and Johnson; atfgréat éxpeﬁseto
-theo;ganization,immediately recalled”all ité Tyienol capéules“
~to ensure'fhat'its cuStomérs wiii not be placed ét‘risk no
hatﬁei whéf.the.odds were.of‘a cOhtinued problem.n'>The
‘;espthe of their,customefs baséd op this decisioﬁ ﬁas
o&erwhelmingly positive t0ward‘the organization,‘creating aﬁ‘
é#en strqﬁger‘trust and bénd between consumeriand ofgahiZation;
This‘héd a-dfamétic positive effect on‘the markethéhnsonfand ‘
Jéhnsbn caters‘to, and‘thé loss suffered in thiéépiééde;waé
’.rapid;y overcome as a ‘result of theSe‘actions; xvalues—baséd",
6rgahizations thét reiy oﬁ their values in théirvdecision7ﬁaking
Creaté'a mﬁch mbre‘trusting relationshipfwith;those they’éervé,
The A£my espouséd ité valﬁes aé the:nucléusfér‘its 5eing and
survival. In polls several years rﬁnning'thebArmy has been
 iabéléd as thé ﬁost trustéd_organizétion iﬁrthe ﬁation;éz'As iong
:askﬁhe Armj adheres to‘vaiues as itsjfoundatién, it will kee§ o
this ievei oft;ust. -

"Yalues bésed organizations‘become stable and ;esiStaﬁt to
extin;tion. The longevit§ of an organization;ingbod fimes'énd'»
furbuient times_caﬁ be tie& to the $frength_gf its‘valued baséd
étructure; ‘Hariey—DaVidsén’s resurgencé‘isxlérgelyfattributéble
» ?o‘its enduring focus on organizaﬁional'yaluesg Thé Army’s

reemergence to excellence in the early 1980s can be attributed
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to its return to its values based roots. ' That aspect of the
organization had resisted change.

Values based organizations create the purpose and identity

of the organiéétion. In his béok, Corporate Pafhfinders,-Hérold
Leavitt writes that b? specifying common rules and'setting
boundaries, values help define both fhe organization’s
uniqueness and the direction in which it wants to move. Thereby
values contribute to the vision, serving a‘forward-driving
purpose.23 ValueS'providé structure for the organizétional
climate, and underpin the vision and strategy for the
organization that is enduring and essentiai to mission
accomplishment,vno matter how the mission may change. The Army,
always focused on war fighting, now finds its mission |
increasingly expanded in operations other than war.(OOTW).
Peacekeeping operations, disaster_relief, humanitarian
assistance and aid to.civil organizations increasingly demand
fhe focus and resources of the'military. The mission is |
drastically'changed. However, the enduring values on which the
military is based has allowed the suécessful execution of these
missions.: |

Being a values based organization aiso bénefits the
recruiting of approptiate candidates for the organization.
Iﬁterviews with students applying for jobs indicate that

organizafional work values significantly affected job choice
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~decisiéns;_'fndividuals were ﬁore likely‘to choose jobs'whOSé

‘Qaiue_content was éimilar to their‘QWn.“, Makin§ the “best fit”
i ﬁof pfospectiﬁe membefs of the organization.is'enhanééd éhd
‘better faéilitated using a values béseiihe duiing recruitﬁent
.and job iﬁterviews. The'Army must eXtehd its:values'baséd fbcus
to its next generation of.prbspeétive members. Part of*;
.reér@iter trainiﬁg shoﬁld_be an emphasis on identifying thoée
iedruits with the “best fi#” éuaiifications. .

Valués~baséd organizatioﬁs also perform better. Robert

'Haas, CEO bf'Levi+Straussfnotes that a company’s values- whét‘it
-stands er, what its pedple beliéve in'—are‘crucial to its
yléompe£itive success.?® In a‘recentzaddress, Wiliiam I_’Gofden,
.Profe;sor‘ﬁmeritus of‘Organizational‘Cpmmunicétidﬁf Kent Statef:
UniVefsity, states that “Qork groupé and organizations,thatare
:Atrained to understand &alue—added attitudes and actioneﬁhance
£Oth eustoﬁer aﬁd employe; satisfaction.2® The‘Armyjhas-an".
‘allegiance fo the Constitﬁtion and ﬁo the‘people‘of this nétion;
Quality“performance ié a hust. Vaiﬁes‘based Qrganizations
perform better. _Theréfore, the Army must‘maintéin itsvvalues
Tfocusk" | | |
| »Finaliy,'there are tﬁe “feel good” aspects Of‘béing é part -
of g‘yalueé‘based orgéniéation that has ﬁhe potential to do good
for;othersf This intangible, hard to measuré factor’is a' 

Significant issue in all that we have discussed SOVfar. In
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periods of deployment where Army units are committed to areas of

the world that need somebform of assistance, itmis noted that
the reenlistment rates of those units rise while the unit is
executing its mission. Soldiérs §feel good” about what they’ve
been tasked to accomplish and they want to stay in that
organization. The Army needs to capitalize on that feeling in
“down-time” periods to ensure that its retention rates don’t
down furn.

Summazry:

In summary, the benefits ofbbeing a values based
organization directly contribute to the success and iongevity of
the organization. The Army‘is a professed values based
organization and has long recognized the significant positive
impact that a values focus has on its ability to accomplish its
mission. A review of the research on values based orgahizations
has generated a set of criteria to use in reviewing how well the
Army is executing its value’focus and how it stacké up as a
values based organization. This set.of criteria——defining’
values, creating a core values set, and development of valﬁes
congruence--can be used to develop a values based organizatidn
or assist in the examination and mainténance éf such an
organization. I have attempted in this paper to use this

criteria on the Army as a values based organization and make
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recommendations for the Army to consider to improve its values ‘

focus.
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