Values: “Soft Stuff or Hard Stuff”  
Speaker Dr. Ken Majer captivated participants at The Institute for Entrepreneurial Excellence University of Pittsburgh’s April 13, 2011, Member Capstone Program.  Majer argued that companies that embrace values-based principles can expect to show bottom-line results.  Thus, the soft stuff (values) leads to the hard stuff (bottom-line results).  My take-away was realizing that “the soft stuff is the hard stuff,” meaning the soft stuff of values and relationships becomes the hard (difficult) stuff with which to contend.  

Majer’s talk, called “Getting the Values off the Wall and into the Hall,” gave compelling reasons to build an organizational culture everyone can buy into.  He shared the following assertion from Kotter, Heskett, Ulrich, Zender and Smallwood:

Almost one-half of earnings are attributable to how much employees “buy into” the company’s corporate culture . . . 
I know from experience that if large corporations with many employees need “buy in,” those of us with closely held or family businesses need it even more.  Businesses in which 2nd or 3rd generation leaders don’t buy into the founding values of the organization suffer on many levels. Not only do earnings decline, but family relationships can splinter and break. [image: image1.jpg]&W\\\\\\\r INIRZY 5%
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State of Tension:  Balancing Values, Generations, and Change

Majer’s program prompted me to reflect on the perpetual state of tension among core values, generations, and change.  A company’s core values, Majer said, define “how we do things around here” and constitute our brand.  I began to wonder, do organizations need to attract individuals who share the founder’s values, or must they convince people to accept the founder’s values?  More important to the family business are the following questions:

· How do we ensure our children and grandchildren will embrace founding values of our firm and our family?  

· Is the old adage true: “I learned more from what I caught than what I was taught”? 

· How do we invest our energies in growing a business and still ensure we have the kinds of relationships with our children and grandchildren that make them want to embrace our values?

Even if we are successful at creating a consistent “buy in” that comes with embracing the same values, we face a challenge between commitment to tradition and flexibility in the marketplace.  We must answer the following questions:

· How does a closely held firm or family business build a company culture in which a clear distinction rules between uncompromising core values and openness to change and growth?  

· With rapid changes in technology, information, and communication, it’s essential for a company to change, embracing new products, services, and ways of doing things.  

Often, our younger family members are best suited to lead us in innovation and change.  If we hold on too tightly to our old ways of doing business, our younger members will become restless, resentful, and even rebellious.  Meanwhile, our competition will pass us by.  Before we allow our younger family members to run with change, however, we need to feel confident they have embraced our uncompromising values.  As we consider our own feelings as well as the research surrounding the millennial generation, this trust is not all that easy to come by.

If you visit “about us” page on the website of the world’s oldest firearm company, Beretta, you won’t find a list of company values (Majer’s idea of values on the wall), but you will discover that Beretta was producing gun barrels as early as the 1500s.  You’ll notice pride in standards of excellence (values) that drive the company.                   
Here’s a bit of history from the website itself (www.berettausa.com/about/default.aspx):

Beretta products were chosen by the highly discriminating Republic of Venice because of their excellence.  As the Beretta name became synonymous with uncompromising quality, design, materials, construction and performance, word spread beyond the Italian borders, establishing a tradition that has carried over, uninterrupted, through fifteen generations of Berettas. The trade secrets and attention to detail Jacopo (1520/25 – ...) inherited from his father Bartolomeo were passed on to his own son Giovannino (1550 – post 1577), then to his grandson Giovan Antonio (1577 – post 1649) – on and on from one century to the next.  (italics mine)

The gun industry has changed dramatically since the 1500s, and the Beretta family has successfully changed with it.  Baretta grew as a major producer of gun barrels until the 1850s when they began to make complete guns.  

Beretta negotiated contracts with the Italian Royal Army during WWI and WWII. In 1915, the company produced the Model 1915, the company’s first pistol. In 1975, Beretta introduced the Model 92 in 9mm; currently the most widely used self-loading pistol in law enforcement and the military in the world today. 

Beretta has continued to grow their line of sporting firearms and has added a high-end clothing line. In 1995, Beretta opened its first gallery in New York. Today there are Beretta galleries in Dallas, Buenos Aires, Paris, Milan and London.

Somehow, the Beretta family has managed to balance the tension between core values and change.
Steps to Balance the Tension

How can we balance the tension between insisting on our core values while adapting to change in the environment and in the generations in our own families?   Here are some suggestions:

· Align what you do with what you teach.  Everyone is suspicious and disdainful of hypocrites.  No one wants to emulate the values or practices of a hypocrite.  Make sure your children and grandchildren “catch” integrity as well as hear about it.

· Know when to be stubborn.  Ensure everyone in your organization knows the difference between core values and vision (which we won’t compromise) and tried and true methods of operation (which we will adapt for good reason).  Preach and demonstrate uncompromising values and flexibility at the same time.

· Demonstrate profound respect.  From the earliest ages, children know when their ideas and opinions are desired and respected.  When an individual grows up feeling deeply and personally valued, that person tends to align personally and professionally with leaders of the family.

Demonstrating respect for young members doesn’t mean you have to agree with, accept, or sugar-coat everything.  Bill Gates reportedly gave a speech to high school students about things they need to learn as millennials.  One item was, “You will NOT make $60,000 a year right out of high school.  You won’t be a vice-president with a car phone until you earn both.”

Demonstrate respect and a commitment to a good work ethic and high standards of excellence.

· Listen to understand, not to argue.  Learn to have conversations in which the goal is not “either/or” but “both/and.”  Stop looking for winners and losers, right opinions and wrong opinions when you talk.  Rather than looking for ways to divide the pie, look for ways to expand it by including differing elements.

· Look for diverse and disparate solutions.  Daniel Pink’s A Whole New Mind holds Carnegie Mellon University’s Entertainment Technology Program as an example of a model we’ll need to follow as we face the future.  CMU combined disparate disciplines of computer science and theater arts into a powerful new entity.  Look for this type of solution in small issues and conversations as well as in large ones.  Look for elements of “right” or “workable” in different perspectives that you might combine into an unexpected solution.
· Stop being Stodgy.  If you embrace new ideas and new technology rather than running from them, younger family members will share both with you.  As difficult as it might be, develop a reputation for being open-minded within your own family.  
One of the challenges we will face into the foreseeable future is balancing our commitment to core values while remaining flexible in the marketplace.  The relationships we have with our children and grandchildren can make or break our ability to meet this challenge.  Take time to have an honest, respectful and open-minded conversation with a younger family member today.  
Selah

Note:  The history of Beretta is adapted from the following source:  http://cheaperthandirt.com/blog/?p=2377  

How Bridgeview Wealth Can Help:  At Bridgeview Wealth, we understand the demands you face as a family and closely held business.  Our skill set allows us to unravel complex family, personal, and business issues and make sense of them in a space of safety, respect, and comfort.  Our Ultimate Discovery Experience involves a process and set of tools which provides a foundation for greater business, financial, and personal wealth.  To learn more about how we can help your family work through these complicated issues, contact Robb McKinney CFS, CLTC, CRPC® at 724-940-6321 or Robb@BridgeviewWealth.com. 
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