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MODULE 1

FOUNDATION CONCEPTS

Copyright © Sam Silverstein Enterprises, Inc. All Rights Reserved 3



FOUNDATION PRINCIPLES MODULE 1

Design a sustainable, HIGH-PERFORMANCE CULTURE to 
build stronger businesses, communities, and people!  

WHY CULTURE MATTERS: 
Boeing, the 737 Max, and the Culture Challenge
OVERVIEW: A quick refresher of what we read in the news in 2018-2019

In October 2018, 189 passengers perished when Lion Air Flight 610 crashed a few minutes 
after taking off from Jakarta.
Boeing implied that the crash was due to human error and embarked on a process meant 
to update the online training software administered to pilots.
A few months later, in March 2019, Ethiopian Airlines Flight 302, a second airplane of the 
same type, the 737 MAX model, carrying 157 passengers, crashed. All onboard died.
Data from the black boxes' flight data recordings immediately indicated several similarities 
between the two accidents.
One major issue seems to be that the system designed to prevent the plane from stalling 
appears to have malfunctioned, instead of pushing down the nose of the airplane towards 
the ground.
That system, known as MCAS (Maneuvering Characteristics Augmentation System), was a 
recent addition to the MAX.
However, most pilots were neither aware of its existence nor trained in how to override it.

- Excerpted from Psychological Safety in Aviation New Product Development Teams. Case Study of 
737 MAX Airplane by Michael Naor, Nicole Adler, Gavriel David Pinto and Alon Dumanis.

VOICES FROM THE WORKPLACE CULTURE BATTLEFIELD
Verbatim statemens from the Netflix documentary DOWNFALL

If it ain't Boeing, I ain't going - Popular saying among pilots. It was in common use in the 
decades before the 737 Max Scandal. Boeing planes were renowned worldwide for their 
safety, reliability and engineering/design excellence.

Initially, no one thought it was the airplane. I am in print being asked what this could 
possibly be, and I said I would be phenomenally surprised if it was related to any part of 
the airplane's design - John Ostrower, aviation journalist. 
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I really loved working there because I had a say, and when something wasn't right, I could 
bring it up and I wasn't afraid of being fired. Senior management knew that safety came 
first. And if we said, hey, it's not safe, it's not ready to fly, then we're not going. - Boeing 
employee.

The culture back then was we're all in this together, and Boeing's gonna look out for you 
and we expect you to look out for Boeing. - Boeing employee

Imagine coming into work and you've got a whole new set of bosses. And everything you've 
learned for 30 years is now wrong. - Boeing employee, describing the period after the 1997 
merger between Boeing and McDonnel-Douglas 
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(After the Indonesian crash), Dennis Muilenburg, who was chairman ( and CEO of Boeing) simply said, 
"Well, you know, we can't really comment on the investigation." But we found that behind the 
screens, Boeing was saying that an Americal pilot would never have gotten into this kind of a 
situation and that the Indonesian crew didn't do everything they were supposed to do. - Andy 
Pasztor, Wall Street Journal reporter.

- Excerpted from a recorded meeting between senior Boeing executives and pilots' union officials 

We've already issued additional bulletins to our operators and pilots around the world that point 
them to existing flight procedures to handle that kind of condition. The bottom line here is the 737 
Max is safe. - Dennis Muilenberg, Chairman and CEO of Boeing

MCAS? I've never heard of this before. What is this? I'm looking through the manual. It was in the 
abbreviation section, how could it be in abbreviations, but nowhere else? What is the system? - Pilot. 

The reason that he'd never heard of it is that Boeing had made a strategic decision NOT to train pilots 
on the specifics of this system or call attention to its existence. These were cost-saving moves. ( Boeing 
is responsible for training pilots on new aircraft and new systems) Another cost-saving move was the 
decision to treat the 737 Max a redesign of an existing plane. In fact, the 737 Max was a NEW aircraft 
with major design ad structural differences from its predecessor. Admitting otherwise would have 
slowed production cycles, created new regulatory issues, and hurt short-term stock performance.   

Pilot: The guys didn't even know the damn system was on here. Nor did anybody else.
Boeing executive: We try not to overload them with explanations about things that are unnecessary.
Pilot: I would think that there would be a priority on explanations of things that could kill you.
Boeing executive: We take your point.

Two crashes of brand new airplanes within five months of each other. That doesn't happen in 
modern aviation. But Boeing would not publicly consider that something was wrong with the design 
of the airplace. - John Ostrowerm aviation journalist.

Again, our commitment to safety in unwavering. -Dennis Muilenberg, Chairman and CEO of Boeing, 
after the second crash.
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Knowing all that they knew, Boeing executives crafted an initial response to the Indonesian 
crash that blamed the disaster on pilot error. They stayed with that response for months.
Government investigations following these events revealed Internal Boeing documentation 
confirming that Boeing leadership fully understood the challenges of MCAS software 
presented. Despite that knowledge, executives decided to eliminate the possibility of training 
pilots on this new system. Oly the crash changed their minds.
Boeing leaders misled the world for five months after the first crash without taking action to 
ground the plane worldwide. They insisted on keeping the planes in the air even though they 
knew the problem existed. The Federal Government had to ground the 737 Max in the US.
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Additional Insights:

In 2018, Boeing's core values were listed as: "Integrity, Quality, Safety, Diversity & 
Inclusion, Trust & Respect, Corporate Citizenship, and Stakeholder Success". Based on 
what you've just read, would you say employees believed in AND LIVED those values 
BEFORE the merger with McDonnel-Douglas in 1997? Why or Why not? How would you 
describe the working culture before 1997?
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What about the 1997 merger? Would you say employees believed in AND LIVED those 
values then? How do you know? What could have made it difficult for employees to live 
those values from 1997 onward? How would you describe the working culture after 
1997?  

How about senior leadership? Based on what you've read, would you say most Boeing 
executives believed in AND LIVED those values in the decades before the merger? Why 
or why not?
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What about in more recent years? Was senior leadership living the values then? Why or 
why not?
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How would you describle Muilenberg's personal leadership in terms of living the values 
INTEGRITY, SAFETY, and CORPORATE CITIZENSHIP?

What were the costs of Boeing leadership's decisions in relation to the 737 Max?
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“Accountability is not a consequence. For it to become 
your competitive advantage, you must be willing to 
change what you expect from yourself.” 
– Sam Silverstein
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The pain in the butt.

12



FOUNDATION PRINCIPLES MODULE 1

Copyright © Sam Silverstein Enterprises, Inc. All Rights Reserved

Takeaway #1: Know when to get expert advice.
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Takeaway #2: Do not make the problem worse.
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Takeaway #3: Pain is a symptom of what we are 
going through, not the root cause.
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Think of a time when YOU PERSONALLY tried to fix challenges in
execution and performance without addressing the root cause 
of those challenges.

Write down what happened and what you learned in the space below.

Exercise:
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Takeaway #4: Fix the root problem, and the pain 
in the butt goes away.
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Takeaway #5: Keep up the routine.
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Culture is “The way we do things around here”– 
what’s repeated and what’s accepted.
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Circle your biggest pain in the butt. Explain your choice.

Leadership

Communication

Teamwork

Customer Experience

Change

Creativity and Innovation

Exercise:

Safety

Attraction and Retention

Engagement

Productivity

Profitability
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The Common Denominator

Exercise:
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Culture Matters!
Organizations have pains in the butt, just like people. When we ignore
them or try to apply quick fixes that don’t solve the root problem,
culture, we make things worse.

Key Points from this Module:

Designing and protecting a high-performance culture that people want
to be a part of enables you to eliminate pains in the butt in the
following areas:

Leadership
Communication
Teamwork
Customer Experience
Change
Creativity and Innovation
Safety
Attraction and Retention
Engagement
Productivity
Profitability

1.
2.
3.
4.
5.
6.
7.
8.
9.

10.
11.
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Write a paragraph describing the ONE organizational pain in the butt 
you feel has had the biggest negative impact.

Then share THREE examples of how that pain in the butt, if 
eliminated, could positively impact your team and your organization.

Do this before we start Module 2:
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MODULE 2

CULTURE BY DESIGN,
CULTURE BY DEFAULT
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“In order to experience a sustainable high-performance 
culture that people want to be a part of, we must first 
design it–on purpose. We have to build it for a purpose. 
And we have to defend it with purpose.”
– Sam Silverstein

CULTURE BY DEFAULT, 
CULTURE BY DESIGN

MODULE 2
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Accountability means                                                  
                                                                                      

CULTURE BY DEFAULT, 
CULTURE BY DESIGN

MODULE 2
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Accountability Failure

Exercise:

What are five habits you have noticed in leaders who fail to inspire
accountability?

CULTURE BY DEFAULT, 
CULTURE BY DESIGN

MODULE 2
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Culture by Default, Culture by Design

CULTURE BY DEFAULT, 
CULTURE BY DESIGN

MODULE 2
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Three excuses leaders tell themselves that make 
CULTURE BY DEFAULT inevitable:

Bottom line

Emergency

Comparison

CULTURE BY DEFAULT, 
CULTURE BY DESIGN

MODULE 2
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A lack of accountability is the unifying thread connecting all eleven
of the business challenges we looked at in Module 1.

Key Points from this Module:

There are two kinds of organizational culture: culture by default and
culture by design. 

Accountability is keeping your commitments to people.

Accountability cannot be mandated. It can only be inspired.

A culture by default is an UNACCOUNTABLE culture. Managers may
TALK about accountability, but they do not LIVE it.

A culture by design is an ACCOUNTABLE culture, where people
make commitments that support relationships and keep those
commitments, no matter what. They do what they say they are
going to do.

CULTURE BY DEFAULT, 
CULTURE BY DESIGN

MODULE 2
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CULTURE BY DEFAULT, 
CULTURE BY DESIGN

MODULE 2
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What is a specific commitment you are willing to make and uphold, 
no matter what, to the people who look to you for leadership?

Do this before we start Module 3:
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MODULE 3

TWO THINGS YOU NEED TO KNOW 
ABOUT A CULTURE BY DESIGN
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"Accountability always starts with you.”
– Sam Silverstein

TWO THINGS ABOUT 
CULTURE BY DESIGN

MODULE 3
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When in doubt, check the mirror.
Work the process

TWO THINGS ABOUT 
CULTURE BY DESIGN

MODULE 3
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Tactical commitments, 
Relational commitments.

TWO THINGS ABOUT 
CULTURE BY DESIGN

MODULE 3
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TWO THINGS ABOUT 
CULTURE BY DESIGN

MODULE 3

Tactical vs. Relational

Exercise:

In the space below, write down two TRANSACTIONAL 
commitments you have made and kept recently…and two 
RELATIONAL commitments you have made and kept recently.
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I commit to discover and realize my own
potential … and help others reach theirs.

I commit to sound financial principles.

I commit to truth. I commit to a safe space.

I commit to live my values. I commit to “My word is my bond.”

I commit to “It’s all of us.”
I commit to stand with you when all hell
breaks loose.

I commit to embrace faults and failures
as well as opportunities and successes.

I commit to a good reputation.

Copyright © Sam Silverstein Enterprises, Inc. All Rights Reserved

TWO THINGS ABOUT 
CULTURE BY DESIGN

MODULE 3

TEN CORE relational commitments define accountability.

38



Copyright © Sam Silverstein Enterprises, Inc. All Rights Reserved

TWO THINGS ABOUT 
CULTURE BY DESIGN

MODULE 3

Relational commitments make all the difference.
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TWO THINGS ABOUT 
CULTURE BY DESIGN

MODULE 3

The bottom line when it comes to relational 
commitments: No more “I’m holding you accountable.”
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TWO THINGS ABOUT 
CULTURE BY DESIGN

MODULE 3

The five-step ACCOUNTABILITY ADVANTAGE process for 
creating a high-performance culture:

DEFINE the culture
MODEL the culture
TEACH the culture
PROTECT the culture
CELEBRATE the culture
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Accountability always starts with the leader.

Key Points from this Module:

There are two types of commitments: tactical and relational.

There are ten relational commitments accountable leaders make and
follow through on:

TWO THINGS ABOUT 
CULTURE BY DESIGN

MODULE 3

I COMMIT TO HELP INDIVIDUALS TO REACH THEIR POTENTIAL AND BE 
THEIR BEST. 
I COMMIT TO TRUTH. 
I COMMIT TO LIVING THE VALUES. 
I COMMIT TO “IT’S ALL OF US.”
I COMMIT TO EMBRACE FAULTS AND FAILURES AS WELL AS 
OPPORTUNITIES AND SUCCESSES.
I COMMIT TO SOUND FINANCIAL PRINCIPLES. 
I COMMIT TO A SAFE SPACE. 
I COMMIT TO “MY WORD IS MY BOND.” 
I COMMIT TO STAND WITH YOU WHEN ALL HELL BREAKS LOOSE. 
I COMMIT TO A GOOD REPUTATION. 

The five-step process for building and sustaining an accountable
culture looks like this: DEFINE, MODEL, TEACH, PROTECT, CELEBRATE
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On which ONE of the ten relational commitments do you feel you, 
personally, have the most room to improve? Why that one? What could 
you do to improve in this area?

Do this before we start Module 4:

TWO THINGS ABOUT 
CULTURE BY DESIGN

MODULE 3
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MODULE 4

WHAT ARE THE VALUES?
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“People don’t connect through the products and 
services. They connect through the values.”

– Sam Silverstein

WHAT ARE THE 
VALUES?

MODULE 4
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What is a non-negotiable core value?

WHAT ARE THE 
VALUES?

MODULE 4

A non-negotiable core value is a standard of behavior that respects the 
rights of others and is absolute. 
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TWO THINGS ABOUT 
CULTURE BY DESIGN

MODULE 3

Is it a non-negotiable core value?

Exercise:

“Live a commitment to quality in everything we do.”  

“Grow the company at a rapid rate, no matter what.” 

“Make safety a priority when time allows.” 
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We need to know our own non-negotiables.

WHAT ARE THE 
VALUES?

MODULE 4
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For your values to be complete, they need to connect to 
your actions in four specific areas.

WHAT ARE THE 
VALUES?

MODULE 4

Foundational values are the basis or groundwork on which everything else 
stands. (For instance, Integrity.) Foundational values speak to your character.

Relational values define the way in which two or more people behave toward 
and deal with each other. (Notice that Integrity can be expressed as both a 
foundational value and a relational value.)

Professional values define the level of quality and excellence with which you 
approach any undertaking. Your professional values state the level of quality and 
excellence you deliver, regardless of what you happen to be doing or whether you 
are being paid to do that. (Integrity, Self-Improvement, and Significance can all be 
expressed as professional values.) 

Community values affect how you feel about, participate in, and support your 
community. (Contribution can be expressed as a community value.)
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Personal Values Discovery

WHAT ARE THE 
VALUES?

MODULE 4

My Five Heroes:
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My First Hero:

The five qualities I admire about this hero are: 

My Third Hero:

The five qualities I admire about this hero are: 

Copyright © Sam Silverstein Enterprises, Inc. All Rights Reserved

Personal Values Discovery, Continued

WHAT ARE THE 
VALUES?

MODULE 4

My Second Hero:

The five qualities I admire about this hero are: 
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WHAT ARE THE 
VALUES?

MODULE 4

Personal Values Discovery, Continued
My Fourth Hero:

The five qualities I admire about this hero are: 

My Fifth Hero:

The five qualities I admire about this hero are: 
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WHAT ARE THE 
VALUES?

MODULE 4

Personal Values Discovery, Continued

Value #1:
What is the narrative that supports and clarifies this non-negotiable core value?

Value #2:
What is the narrative that supports and clarifies this non-negotiable core value?

Value #3:

What is the narrative that supports and clarifies this non-negotiable core value?
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WHAT ARE THE 
VALUES?

MODULE 4

Personal Values Discovery, Continued

Value #4:
What is the narrative that supports and clarifies this non-negotiable core value?

Value #5:
What is the narrative that supports and clarifies this non-negotiable core value?
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A non-negotiable core value is a standard of behavior that respects
the rights of others and is absolute.

Key Points from this Module:

It is something that is so important to you that if you lost it, you would
move heaven and earth looking for it.

You must DEFINE your personal value set, not repeat someone else’s
personal values.

Foundational Values
Professional Values
Relational Values
Community Values

Action follows belief.

There is no way to design an organization’s culture without the senior
leader and his or her direct reports knowing what they themselves
value.

People do not connect through products, services, or things. People
connect through values. Just having a conversation about values will
naturally bring people closer together.

A great value set ticks all four of these boxes:

WHAT ARE THE 
VALUES?

MODULE 4
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Share your list of non-negotiable core values with someone you trust. 
Ask them: “Does this sound like me? Do you see evidence of these 
values showing up in my life?” Write the highlights of the conversation 
below.

Do this before we start Module 5:

WHAT ARE THE 
VALUES?

MODULE 4
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MODULE 5

VALUES DRIVE EVERYTHING!
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“The leader and the entire executive team must ‘walk the 
walk’ in terms of living their own personal values. 

Not just sometimes. All the time.”
– Sam Silverstein

VALUES DRIVE
EVERYTHING

MODULE 5
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Four Critical Definitions

VALUES DRIVE
EVERYTHING

MODULE 5

PERSONAL VALUES: “My values are my beliefs in action. They are HOW do I 
do things and HOW I make decisions in my life.”

ORGANIZATIONAL VALUES: “Our values are our beliefs in action. They are 
HOW we do things and HOW we make decisions around here.”

ORGANIZATIONAL MISSION: “The Organizational Purpose… in action.” This 
is WHAT we do to fulfil the Organizational Purpose.

ORGANIZATIONAL PURPOSE: “This is WHY we exist as an organization.”
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Apple values from 1981

VALUES DRIVE
EVERYTHING

MODULE 5

One person, one computer.
We are going for it, and we will set aggressive goals.
We are all on the adventure together.
We build products we believe in.
We are here to make a positive difference in society as well as to make a profit.
Each person is important; each has the opportunity and the obligation to 
make a difference.
We are all in it together, win or lose.
We are enthusiastic!
We are creative; we set the pace.
We want everyone to enjoy the adventure we are on together.
We care about what we do.
We want to create an environment in which Apple values flourish.
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Is It a Value, a Purpose, or a Mission?

Exercise:

To change the way the world commutes forever, and for the better. 
________________

To become the world’s leading provider, of fun, affordable, comfortable 
vehicles for personal transportation that leave a carbon footprint of zero 
or lower. _______________

Excellence in engineering that serves humanity in the long term. 
Whenever we design anything, we design it for today’s consumer and for 
the good of all mankind over the next century or longer. If it doesn’t serve 
both of those groups at the same time, we redesign it. ________________

Attitude is everything. If I have a bad attitude in my interactions with 
people, I am obliged to either improve it or go home. ________________

VALUES DRIVE
EVERYTHING

MODULE 5
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Exercise:
Refining Your Organizational Values 

Copy your EXISTING set of organizational values on the left side of this worksheet.

On the right side of this worksheet, place an F next to values that are FOUNDATIONAL 
because they speak to your organizational character. 

Place an R next to values that are RELATIONAL because they define the way in which two 
or more people behave toward and deal with each other. 

Place a P next to values that are PROFESSIONAL because they define the level of quality 
and excellence with which you approach any undertaking. 

Place a C next to COMMUNITY values that affect how you feel about, participate in, and 
support the world beyond your organization. 

Note: A given value can fall in more than one of these categories. If that is the case put 
more than one letter next to each value.

Are any of the four categories unrepresented? Which ones? What new values could 
you add?

Does each value include a narrative that makes it crystal clear what this value 
MEANS?

VALUES DRIVE 
EVERYTHING

MODULE 5
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The leader and the entire executive team must “walk the walk” in
terms of living their own personal values.

Key Points from this Module:

PERSONAL VALUES: “How do I do things and how do I make decisions
in my life?”

ORGANIZATIONAL VALUES: “How do we do things and make decisions
around here?”

ORGANIZATIONAL MISSION: “The Organizational Purpose… in action”
(May change.)

Remember: Your Organizational Values must tick all four of these boxes:
Foundational Values, Relational Values, Professional Values, Community Values.

Each Organizational Value needs a narrative.
Values drive everything!

ORGANIZATIONAL PURPOSE: “This is why we exist as an organization.”
(Ideally, this does not change.)

VALUES DRIVE
EVERYTHING

MODULE 5
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How would you describe your organization’s values to someone 
you just met at a party or business gathering?

Do this before we start Module 6:

VALUES DRIVE
EVERYTHING

MODULE 5

How would you describe the importance of these values in your 
organization? What evidence backs that up?
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MODULE 6

TROUBLESHOOTING THE 
“DEFINE” STEP 
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“Organizational values are not something we create. They are 
something we discover. The values are already there, waiting for 
us to recognize them and put them into words. They are in play 

whenever our people and our organization are 
living up to their true potential.”

– Sam Silverstein

TROUBLESHOOTING
THE "DEFINE" STEP

MODULE 6
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A failed list of organizational values 
does more harm than good.

TROUBLESHOOTING
THE "DEFINE" STEP

MODULE 6
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What values failure looks like:

TROUBLESHOOTING
THE "DEFINE" STEP

MODULE 6
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There are two big reasons culture by default happens.

TROUBLESHOOTING
THE "DEFINE" STEP

MODULE 6

Weak set of values because of either or both of these issues:

Cut-and-paste syndrome
No input, and no buy-in, from other people in the organization

1.
2.

Great set of values, but leadership is not living the values
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WIRELESS WORLD CORE VALUES
This is what we believe

Produce
Get your job done with excellence. Work hard and 
work smart. Succeed as a company and as an 
individual. Have a drive to win.

Customer Experience Is Everything We Are
Good or bad, our customers’ perception defines us. Have 
Passion. Passion is Priceless.

Grow & Develop
Pursue personal growth. Educate yourself and others. 
Read books. Learn from your faults.

Be Careful Stewards
Responsibly manage Wireless World co-workers and 
customer relationships, assets and reputation.

Be Respectful
Follow the Golden Rule: Do unto others as you would 
have them do unto you.

Adapt
Be creative in your thinking. Concentrate on the “cans”, 
not the “can nots”. Focus on the controllables and change 
quickly!

Have An Attitude of Gratitude
Be gracious and appreciate what you have. Attitudes 
are contagious. Pick a good one each morning.

Serve the Community
Actively volunteer, give and participate in your 
community.

Encourage Work/Life Balance
Work hard. Play hard.

Communicate Clearly
Listen first, speak second. Design clearly defined goals. Be 
clear, even in uncertainty.

You Are Valued
Team members are an essential piece of our success. 
Everyone has a voice. Everyone is heard. We are 
bigger than the sum of all of our parts.

Be Accountable
Keep your commitments. Follow through on assigned 
responsibilities. Admit your mistakes and fix them fast. 

Have Fun
Have a positive attitude. Find enthusiasm in your 
workplace… we hope it’s at Wireless World.

Copyright © Sam Silverstein Enterprises, Inc. All Rights Reserved

Here’s an example of a clear, powerful value set.

TROUBLESHOOTING
THE "DEFINE" STEP

MODULE 6
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Your Workplace Culture

Exercise:

How attractive would you say your workplace culture is to employees and 
prospective employees right now, on a scale of one to ten? Assume a score 
of one is Dunder Mifflin and a score of ten is “the premier destination 
employer in our industry.”
Why that number? Explain your answer in detail.

TROUBLESHOOTING
THE "DEFINE" STEP

MODULE 6
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Organizational values are not something we simply create. They are
something we discover. 

Key Points from this Module:

A failed values initiative does more harm than good.

Our values are not an exercise in public relations.
They are what we believe and how we operate.

TROUBLESHOOTING
THE "DEFINE" STEP

MODULE 6

Reasons values initiatives fail:

Weak list of values (cut-and-paste and/or no input from rest of team)
Great list of values, but leadership is not living them

Defining the values delivers results.

Once you define the values, everything gets easier!
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What is your favorite example of someone in your organization living 
a non-negotiable core value? 
Why?

Do this before we start Module 7:

TROUBLESHOOTING
THE "DEFINE" STEP

MODULE 6
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MODULE 6

MODEL THE CULTURE
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 “When it comes to accountability, we get only what we give.”
– Sam Silverstein

MODEL THE 
CULTURE

MODULE 7
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If the leader is not living even ONE of the values, 
employees will disregard the ENTIRE value set!

MODEL THE 
CULTURE

MODULE 7

A decision harms the culture the moment it results in 
someone, anyone, ignoring the values.
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MODEL THE 
CULTURE

MODULE 7

“Bill Hotshot”

Exercise:

Bill Hotshot is the top-producing salesperson in your company, accounting for 40% of quarterly
revenue. You are the senior leader. One of your non-negotiable core values is Be respectful.
Another is Tell the truth. 

Bill Hotshot has nodded his head obediently and even spoken up in support of these values
during team meetings…but four days after the values list is shared and explained, you notice
disturbing signs that Bill is not living the values. Indeed, Bill has for years had a challenge when it
comes to respecting colleagues—and even, on occasion, respecting customers. 

The most recent examples of this are: Bill told Lauren, a fellow employee who works in
Accounting, to “shut up and get back to counting beans” when Lauren asked him when he would
be filing his monthly expense report. He laughed after this remark, but Lauren did not think it
was funny and asked for an apology. She did not get one. Bill used the company email system to
send a sexist joke and an inappropriate picture to his manager, Yolanda. She did not find it
amusing. Bill was heard saying to a colleague that Brenda, who works in Reception, was “dumb
as a post, like most receptionists.” The next day, he denied making the remark, although four
people heard it. You coach him personally for two weeks, twice a week, but this behavior
continues after your coaching. 

What do you do?
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There are two big reasons leaders do not model the values: 

MODEL THE 
CULTURE

MODULE 7

They fear loss or 
They are focusing only on short-term results.
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Employee loyalty is a function of having an accountable 
workplace culture. An accountable workplace culture is a 
function of leaders LIVING THE VALUES.

MODEL THE 
CULTURE

MODULE 7
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People will be watching closely to see whether the senior leader is
really living the values.

Key Points from this Module:

If the leader is not living even ONE of the values, employees will
disregard the ENTIRE value set.

MODEL THE 
CULTURE

MODULE 7

A decision harms the culture the moment it results in someone,
anyone, ignoring the values.

Sometimes we don’t model the values because we focus on short-term
outcomes.

Employee loyalty is a function of having an accountable workplace
culture. And an accountable workplace culture is a function of leaders
living the values.
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Who is “Bill Hotshot” in your world? Who has been allowed to stay in the
organization or in your life, even though they are not living the values?
Be brutally honest.

Do this before we start Module 8:

MODEL THE 
CULTURE

MODULE 7
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TEACH THE CULTURE
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“Leaders get the culture they deserve.”
– Sam Silverstein

TEACH THE 
CULTURE

MODULE 8
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TEACH THE 
CULTURE

MODULE 8

Inspirers and Teachers

Exercise:

Look back on your career and your life and identify three leaders at the
very top of an organization who INSPIRED you through their values.
(You don’t have to have known them personally.) How did they inspire
you?

Once you have done that, identify three friends or colleagues who
TAUGHT you something important about the working culture in which
you operated. What did they teach you?
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Teaching the culture, like modelling the culture, 
always starts at the top.

TEACH THE 
CULTURE

MODULE 8
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TEACH THE 
CULTURE

MODULE 8

Teaching or Modeling

Exercise:

Are these Teaching or Modeling? 
(If it looks like both Modeling and Teaching to you, mark it as both.)

Sharing a true story of a time someone in the organization lived a non-
negotiable core value.  ________________ 

Setting a powerful personal example as the senior leader when it comes to
making sure your word is your bond. ________________ 

Coaching someone weekly in private during their first 90 days with 

Always telling the truth, no matter what. ________________ 

Acknowledging that you made a mistake and fixing it. ________________ 

       the organization. ________________ 
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Teaching must be built into 
everything we do.

TEACH THE 
CULTURE

MODULE 8
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Values Stories

TEACH THE 
CULTURE

MODULE 8

These true stories define the organization through its values. 
They say, This is who we are.

True story: An employee at the Lubbock Economic Development Alliance (LEDA) was diagnosed
with a malignant tumor on her spine. To get treatment, she had to travel from Lubbock to the
Mayo Clinic in Minnesota, and of course, the treatment meant she had to take a lot of time off
from work. She quickly exhausted all her available sick and personal days. She could not afford
to be off work for all that time; she had a family to support. Without any encouragement from
anyone in management, the other LEDA employees decided to do something about this
situation. They went to the president and asked him to make a change in the organization’s
policy manual, a change that would permit them to donate their unused personal-time-off days
to their colleague who had exhausted hers. The president agreed, and as a result, the
employee’s income stream kept flowing while she got her treatment for cancer. Notice how
completely the employees at LEDA had internalized the following stated core values of the
organization:

Be Trustworthy – Always do the right thing, even when no one is looking.
Serve Others - Uncompromising commitment to our clients, our community and
to each other.
Foster Success – Cultivate and encourage a forward-thinking environment that

      embraces creativity and diversity.

True story: Years ago, Herb Kelleher, the founder of Southwest, got word of a terrible tragedy:
an employee’s son had died in an automobile accident. The employee was in Baltimore; his
family was in Dallas. Kelleher ordered a plane that was due to be taken out of service for
maintenance to head to Baltimore so it could transport the employee to Dallas to be with his
family right away. This story perfectly defines Southwest, and it shines a spotlight on a key
Southwest Value: 

Servant's Heart: Follow the Golden Rule, treat others with respect, and. embrace
our Southwest Family.

True story: Once, when Happy State Bank was making updates to their computer system, there
were a few problems with some customers’ debit cards. A customer who had been grocery
shopping at Walmart called the bank and told them that her card wasn’t working. Most banks
that compete with Happy State would have apologized for the problem, explained that the
system was being worked on, thanked the customer for her patience, and assured her that the
problem would be resolved just as soon as possible. While she was still on the line with the 
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TEACH THE 
CULTURE

MODULE 8

customer, the teller found out how much the amount due was—and she debited the customer’s
account for that amount. Then she asked the customer where she was, took the money out of the
cash drawer, and drove to Walmart to meet the customer in person and pay for those groceries in
cash! This story illuminates these Happy State Bank values:

Customer service is THE goal
Do unto others as we would have them do unto us (the Golden Rule)

As you consider which true story best dramatizes your organization’s values, and which
one you and others will feel like sharing, be on the lookout for events that capture: 

Create Your Own Values Story

How your values affect the way people think?
How your values show up in the decisions people make?
How your values show up in the actions people take?
How your values show up in the impact those actions have on others?

BE SURE TO IDENTIFY THE SPECIFIC CORE VALUE YOUR STORY ILLUSTRATES!
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Create Your Own Values Story (continued)

TEACH THE 
CULTURE

MODULE 8
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Five Strategies for Making the Teaching Step Work

TEACH THE 
CULTURE

MODULE 8

Share the Values Stories frequently, out loud
Share the Values Narratives frequently, out loud
Talk about the values often
Rotate the values discussions
Use the phrase “our culture” frequently (not just the individual values that 
define it) 

1.
2.
3.
4.
5.
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Leaders get the culture they deserve.

Key Points from this Module:

TEACHING is an ongoing conversation about what living the values and
fulfilling the relational commitments actually looks like in practice. 

TEACH THE 
CULTURE

MODULE 7

This conversation involves EVERYONE in the organization, and it often
uses true stories to reinforce cultural best practices. It never ends.

Develop and share Values Stories, out loud.

Share the Values Narratives frequently, out loud.

Talk about the values often. When YOU stop talking about your values
and how your decisions connect to them, your people will begin to see
the values as unimportant. 

Rotate the values discussions.

Mention “our culture” frequently, not just the individual values that
define it.
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What is your favorite Values Story about your organization?
Identify it… and then share it out loud with at least two people
outside of your organization. 
Write down their reactions to it.

Do this before we start Module 9:

MODEL THE 
CULTURE

MODULE 7
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PROTECT THE CULTURE
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“All the work you and your team have done to create a high- 
performance culture can be undone by a single person who

refuses to live the values or fulfil the relational commitments.”
– Sam Silverstein

PROTECT THE 
CULTURE

MODULE 9
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Coachability

Exercise:

FRANCINE has been engaging in a pattern of behavior that does not align with your core
organizational value of RESPECT: insulting and intimidating customers who are upset. 

Recordings of her calls with customers confirm multiple instances of this problem. You sit
down with her for a coaching session. During your meeting, she apologizes, takes careful
notes, conducts perfect roleplays with you, smiles, and agrees with everything you say.
She agrees to reach out to you for help when dealing with challenging customers on the
phone. None of this means Francine is coachable!

In the week following your meeting, what, specifically, would you want to see from
Francine as evidence that she is in fact coachable? Offer as many examples as possible.

In the week following your meeting, what actions from Francine would suggest that she is
not coachable? Offer as many examples as possible.

PROTECT THE 
CULTURE

MODULE 9
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The Cost of Culture By Default

Exercise:

Think of a specific person in your organization, past or present, who DID NOT WANT
TO BE COACHED, and who damaged your organization’s culture as a result. 

What was the true cost of holding on to that person? 

List as many direct and indirect costs as you can think of in the space below.

PROTECT THE 
CULTURE

MODULE 9
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Stopping “Cultural Drift” in Its Tracks (A True Story) 
As soon as we announced that we were buying another bank, I always made it a point to visit
every office of that bank in person. For instance, when we bought Centennial Bank, I went to
every branch. That’s 17 offices spread all over the state of Texas.  I remember I went to over a
dozen meetings in a two-day period of time. But I made it a priority to conduct all those meetings
in person, because protecting the culture is a critical conversation, and it has to be conducted in a
way that gets that fact across. When I walked in to meet each branch manager so I could have
that conversation in person, here’s what I would say:

“You have no reason to trust me, because I’m getting ready to turn your world upside down. You
are now part of Happy State Bank. And I’ll tell you something important: what we do at Happy
State Bank we like, and what we do works. If you will embrace our culture, you are going to do
just fine. So here are our values, right here on these sheets. Read them, understand them, live
them, and you’re going to fit with us just like a charm. If not, it’s going to be ugly. That is the truth.
So first off, let’s just talk about a couple of items. If you’re somebody who likes to whine, if you’re
somebody who just likes to complain all the time, I’m going to tell you right now, you really need
to go polish off your resume and start looking for another job, rather than waiting until we let you
go, because you’re not going to fit with us at all. You will go. In fact, if that’s your M.O., I’ve heard
that they’re hiring down at the DMV. You could go talk to those people; you’d probably fit in great
down there. If you’re not going to make it here, you need to get ready for that. Now, starting
today, we’re going to be asking you to do some really dumb stuff. We know that some of the stuff
that we do is not as good as some of the stuff you do. We want you to do it anyway. At this bank,
you have a little over 100 employees. We have over 800 employees. Now, in the middle of a
conversion, in the middle of an acquisition like this, it’s like a battlefield. There’s no time to change
ammunition and strategy in the middle of the war. You don’t have time to change how you’re
fighting the war. And it’s going to be a lot easier to change 100 people than it is going to be to
change 800 people. So here’s what I want you to do: Do the stuff we ask you to do, even though it
is stupid. Don’t whine when we ask you to do stupid stuff. Accept ahead of time that we will be
asking you to do stupid stuff—and do it. Every time we ask you to do something that you know
for a fact is stupid, I want you to write it down. Here’s a special notepad I want you to use for that.
You’ll see that printed across the top of each sheet is the headline STUPID STUFF HAPPY DOES. I
want you to use this pad to write down what all that stupid stuff is. Every time you find yourself
being asked to do something stupid, jot down the details here. Do that, and I promise you we will
be back one year from now, and we will say to you, ‘Talk to us about all the dumb stuff we made
you do.’ And you know what? Every time you help us to find stuff that we need to fix, we will fix it.
But right now, we don’t have time to fix it. We need to wait until we’re out of the battle to talk
about the stupid stuff. Later on, we can go in and we can fix those things.”

PROTECT THE 
CULTURE

MODULE 9
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That was what I said, over and over again, to each branch manager, and it always worked. But the
only reason it worked is that they believed we would keep our word, and we always did. A year
later, we would always go in and review their list of stupid stuff that they felt needed to be
changed, and we would hear them out; and if something needed fixing, we would fix it.  So if you
are willing to keep your promises, which of course you need to be, this strategy is very effective. In
fact, people love it. I highly recommend this approach to anybody who has taken over another
company and wants to protect the culture. 

 – Pat Hickman, Founder, Happy State Bank

Hire Slow, Fire Fast.

PROTECT THE 
CULTURE

MODULE 9
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Protecting the culture is a far more important priority for the leader,
and especially for the senior leader, than ANY tactical responsibility
(such as securing a big deal).

Key Points from this Module:

Culture by default makes no demands. A high-performance culture
demands a personal commitment to every relationship.

Some people are coachable. Others are not.

People who cannot or will not live the values and fulfill the
commitments get to move on and work somewhere else.

Never put off protecting the culture when you see a mismatch. Always
do it right away.

Sticking with the values can sometimes feel uncomfortable for leaders
IN THE SHORT TERM. Just remember: You are leading in the LONG
TERM!

Make “protecting and defending the culture” the first line-item of your
annual strategic plan.

Hire slow, fire fast.

PROTECT THE 
CULTURE

MODULE 9
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Based on what you have learned in this module, what steps could
you take over the next week that would protect the culture?

Do this before we start Module 10:

PROTECT THE 
CULTURE

MODULE 9
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CELEBRATE THE CULTURE
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“Every little step forward that we take, both individually and as 
an organization, must be recognized on a person-to-person level, 

authentically…and must be connected back to the culture.”
– Sam Silverstein

CELEBRATE 
THE CULTURE

MODULE 10
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Authentic or Fake?

Exercise:

Below are four examples of workplace celebrations. Which are likely to be seen as
inauthentic and meaningless by employees, which are more likely to be seen as
meaningful. Which is which?

MODULE 10CELEBRATE 
THE CULTURE

Trish did a magnificent job of fulfilling the company value of INNOVATION with
her creative design contributions to the latest product catalogue, which is
getting great reviews from clients and prospects. 
 Join us in the break room at 4:00 to celebrate her work! _____________________

It’s the CEO’s birthday, so he’s arranged for us all to throw him a party 
at 4:00 pm in the break room. ___________________________________________________

It’s Friday and everyone deserves the chance to blow off a little steam. Meet 
usin the break room at 4:00 pm. (This connects to the commitment IT’S ALL OF 
US and the company value WE HAVE FUN AT WORK.)  ___________________________

Juanita’s son Jose is returning home after a dangerous tour of duty 
overseaswith the Navy. You invite them both out to dinner – an action that 
connects strongly to the company values of WE STAND TOGETHER. 
They accept. AtJuanita’s request, only you, Juanita, and Jose are 
present at this dinner.___________________________________________________________
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Catch People in the Act
Exercise:

Below are four examples of authentic workplace celebrations. Each connects to one or more specific
relational commitments. Circle ALL the commitments that the event in question celebrates. 

MODULE 10CELEBRATE 
THE CULTURE

You are throwing a party to celebrate Mike’s decision to stay late and help Jim get
invoices out, even though Mike does not work in Jim’s department. 

a. IT’S ALL OF US

b. HELPING INDIVIDUALS TO REACH THEIR POTENTIAL AND BE THEIR BEST

c. EMBRACING FAULTS AND FAILURES AS WELL AS OPPORTUNITIES AND SUCCESSES

d. I STAND WITH YOU EVEN WHEN ALL HELL BREAKS LOOSE

You are taking Jan out to lunch to debrief with her on what she learned from a sales
presentation that did not go as well as she had hoped…and to help her to identify and
reinforce the best practices she has already got down cold.

a. IT’S ALL OF US

b. HELPING INDIVIDUALS TO REACH THEIR POTENTIAL AND BE THEIR BEST

c. EMBRACING FAULTS AND FAILURES AS WELL AS OPPORTUNITIES AND SUCCESSES

d. I STAND WITH YOU EVEN WHEN ALL HELL BREAKS LOOSE

You are throwing a party to celebrate Yvonne’s completing her MBA, which the
company helped her to pay for. 

a. IT’S ALL OF US

b. HELPING INDIVIDUALS TO REACH THEIR POTENTIAL AND BE THEIR BEST

c. EMBRACING FAULTS AND FAILURES AS WELL AS OPPORTUNITIES AND SUCCESSES

d. I STAND WITH YOU EVEN WHEN ALL HELL BREAKS LOOSE

At the weekly team meeting you publicly acknowledge Jim’s decision to set up a
GoFundMe drive to help Martha, who has a health problem, and you contribute
company money to that drive. 

a. IT’S ALL OF US

b. HELPING INDIVIDUALS TO REACH THEIR POTENTIAL AND BE THEIR BEST

c. EMBRACING FAULTS AND FAILURES AS WELL AS OPPORTUNITIES AND SUCCESSES

d. I STAND WITH YOU EVEN WHEN ALL HELL BREAKS LOOSE
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We are not celebrating THINGS. We are celebrating PEOPLE.

Key Points from this Module:

Lots of workplace celebrations are inauthentic.

Authentic celebrations acknowledge every step forward people make in
embracing the culture. They fulfil our relational commitments and
strengthen our relationships.

Celebration is all about catching people in the act of living the values
and reinforcing that.

There is a basic human need to be noticed, acknowledged, valued, and
appreciated. This is part of belonging. 

We cannot celebrate the culture authentically unless we are celebrating
people living the culture…and we cannot do that unless we value them
as individuals. 

How much do you know about what is going on OUTSIDE of the
workplace in the lives of the people who report to you?

This fifth step really is a leadership test. Passing this test means you
love people AS PEOPLE. Passing this test means your team has flipped
the switch. They are engaged. They are committed to making good
things happen.

CELEBRATE 
THE CULTURE

MODULE 10

Now is all you ever have.
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Based on what you have learned in this module, identify some one-on-one
celebrations and some team celebrations that you will lead over the next
two months. Put them into your calendar.

Do this:

CELEBRATE 
THE CULTURE

MODULE 10
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