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Welcome to your Management AVI Pilot and thank you for taking the time to work through the
online statements to discover your priority values. Your report is set out as follows:

Values and Managementâ

What are values?â

Your Magnificent Sevenâ

Your Present Focusâ

Your Foundation Prioritiesâ

Harnessing the power of valuesâ

Questions people often ask about their valuesâ

References, Reading and Websitesâ

Glossaryâ

About the AVI and Magma Effectâ

Key Values from the AVIâ

You may want to read your report by starting at the beginning and working through to the end or
you may choose to jump straight in to the pages about your values: either way is fine but before
you do so there is something very important to bear in mind.

There is no such thing as the “wrong” values.

Values are neither good nor bad. Those values that have emerged as the priorities for you in the
life that you currently lead are fine. These values will have done a good job of motivating you and
prompting you to take the decisions and undertake the actions that have brought you the results
you have experienced so far. Whether, on reflection, you will feel that these values are a good fit
for the role you want to play in the future is a different question and one we will come to later on.
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Values and Management

“Values are key to motivation levels, but too many corporate environments are failing to reflect
the values that engage their employees 45 per cent of managers claim that the values of their
organisation motivate them to a great extent. Yet whilst motivation is high, there still needs to
be greater alignment between personal and organisational values.”

So says one of the five key findings of Motivation Matters research published by the Chartered
Management Institute (CMI). If values matter in terms of how we each engage with our
organisation then how do they affect the relationship between line managers and members of their
team?

Studying 12 UK organisations a research team found that the best explanation for demonstrated
levels of organisational commitment and job satisfaction was the quality of the relationship people
enjoyed with their line manager (Purcell 2004). Those line managers with the best relationships
were the ones regarded as able to “live the values” of the organisation. This takes us back to the
importance of alignment referenced by the CMI, something that is harder to do when you aren't
conscious of your own priority values.

“Personal values are not lofty abstractions, but intimate credos that we may never quite articulate
in words so much as feel. Our values translate into what has emotional power or resonance for us,
whether negative or positive.” wrote Daniel Goleman (1998) regarding values as an “inner rudder”.
In a study of knowledge workers awareness of this rudder and its use in the selection of actions
was shown to enable individuals to deliver excellent performance.

One of the reasons that managers who steer with their inner rudder create greater commitment
from their team is because they are widely regarded as trustworthy. In 2009 a major study into trust
in UK organisations was commissioned by the Institute of Leadership & Management (ILM) and
Management Today. Over 5,000 people took part across every sector and size of organisation.
How people felt about their managers was measured in relation to the six dimensions of a trusting
relationship that have emerged from significant amounts of prior research. The relative importance
that people placed upon the dimensions for a manager came out as:

1st Ability – to do the job

2nd Understanding – others roles and responsibilities

3rd Integrity – striving to be honest and fair in decision-making

4th Fairness – behaving fairly and showing concern for others welfare

5th Openness – being accessible and receptive to ideas and opinions

6th Consistency – behaving in a reliable and predictable manner

It is interesting from a values point of view that the top two are about "knowing" which, with time
and effort, anyone can pick up: the other four, however, are about how a manager as a person is
perceived to be by others. The ILM states that "this reflects the greater importance that employees
place upon their line managers' emotional intelligence and reflects their more intimate and
nuanced relationship” compared to the results for CE0s.

People respond best to managers they regard as authentic; managers who say what they mean
and mean what they say. It is far easier to achieve authenticity when you have a conscious
appreciation of not only what really matters to you but you have also thought about why those
things – your priority values – matter so much.
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Your Magnificent Seven

As you worked through the sets of statements in the AVI online tool you had more than one
opportunity to choose any of 128 different values.

As you progressed through the sets you may have had the feeling of repeating yourself as
statements that you had selected or rejected before were presented again. You were going
through a process of first selecting the ideas that had significance for you, and then prioritising
those ideas that meant something into a rank ordered list. The seven that made it to the top of your
personal list are set out below with the most important at the top: the relative emphasis you placed
upon each value is also indicated by the percentage.

Anne Example

Collaboration (100%) - Working cooperatively with a common purpose,
sharing responsibility and accountability.

Collaborative Individualist (93%) - Commitment to a group and its purpose in order to
simultaneously maximize both individual independent action and interdependent cooperation.

Community/Supportive (87%) - To have, or to create, cooperative groups of peers with
shared values that provide mutual support and enhancement of each other.

Membership/Organization (80%) - To take pride in belonging to and having a role in any
form of organization.

Friendship (73%) - To have a circle of close friends.

Cooperation/Reciprocity (67%) - To work with others in ways that enable everyone's
unique skills and qualities to supplement, support and enhance each other.

Equity/Rights (60%) - To support and or advocate the
rights of everyone to fair treatment as well as legal, social and
economic equality.
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Magnificent Seven Reflection

Just being aware of your values is useful in its own right but if you want to strengthen your
understanding try this reflective exercise.

Our values spring from things we are highly certain about: things we believe about the world, our
place in that world and what we believe is right and wrong. Our values motivate us to undertake
certain actions and display certain attitudes. Here is an example:

Take one of your values and write it out in the centre of a blank telescope.

Where do you think this comes from? What do you believe that prompts you to prefer to have this
in your life rather than not?

Write these ideas down to the left hand side of the value.

Now turn your attention to the actions you take to bring that value to life and the attitudes that you
adopt towards events.

Write these things to the right hand side of the value.

Sometimes people find it difficult to identify their underpinning beliefs; the reasons why they value
something but they recognise that the value is at work in their life. There could be a number of
reasons for this: the value maybe one that you have “adopted” from someone else who you looked
up to in the past such as a parent or teacher; the value maybe one that sprang from beliefs you
used to hold but that you have outgrown and the value is just hanging around out of habit.

A “blank” is an opportunity. You could develop a new relationship with the value so that it does
have relevance for you – a good thing to do if you enjoy the experiences the value brings. Equally
if the value is not serving a useful purpose then cross it out and make space for something fresh.

If you know why the value matters but you cannot recall any actions or activities that you
experience that bring the value to life for you this may point to a source of stress or frustration. If
you aren't experiencing something that matters may be it is time for a change in approach.

It is easier to keep our priority values in mind when we see them regularly. You could use the blank
telescopes on the next page to create a poster for your office or study to help you stay on track.
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Taking the example of Affection if a child has a parent who works away a lot or a favourite relative
they only see infrequently it would be tremendously significant to give and receive physical
comfort. The underpinning belief might be “Auntie is important to me and hardly ever here, I must
show how much I love her when I see her”. An adult has far greater control over making contact
with the people that matter – phone, email, letters, visits – so the demonstration of love imperative
is not the same. If the value has persisted unchanged its effect will still be felt: the adult, if
disappointed or upset, finds themselves thinking “I just wish someone would give me a hug” whilst
also being slightly mystified by their “childish” feelings about the situation.

Good questions to ask yourself about your foundation values are:

do I have strategies in place to make sure these values are satisfied?l

are the strategies I have in place actually working? If not what shall I try to
make them work? If the strategies are working is there anything else I could
do to make them work better?

l

do I really need to place such priority on all three of these foundation values
in my current life? would paying attention to just two be enough?

l

Looking after foundation values is important for everyone but they have a particular relevance in
management situations, especially if there is any tension between values in the focus and in the
foundation.

Paul Chippendale author of New Wisdom II explains it like this “You see yourself as a very flexible
person and you have a focus value of Adaptability/Flexibility which is a very high priority for you.
However, you also have a foundation value of Control/Order/Discipline.

When you get stressed, you fall back on your foundation values and become very controlling.
People around you may not be convinced that you ARE a flexible person. This is why it is worth
exploring our whole values system to see if there are any patterns which may be standing in the
way of what we wish to achieve.”

You can see how confusing it would be for a team if when times are good their manager seems to
prioritise one way of working and then if things get a bit tougher switches to a different set of
priorities.

Knowing what our foundation values are and how we respond to people and events when we are
drawing our motivation from our foundation is very useful. This insight can enable us to become
better at spotting when our stress levels are starting to build so we can act to reduce them. Plus we
can become better at consciously managing our responses so that our words and deeds make
more sense to the people around us.
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Harnessing the power of values

Managers and supervisors in organisations play a key
role. They are major “sense makers”. Acting almost like
the neck in an hour-glass they receive information,
instructions, and requests from more senior people in the
organisation and then translate what those things mean
for the daily and weekly activity of the team.

Managers and supervisors also gather feedback, reports
and questions from the team and have to translate those
inputs into an overall picture of progress for the
department or function to which they and their team
belong.

To make sense of all this data for these different people managers and supervisors inevitably draw
upon their own focus values. When we look at something and think to ourselves “this just doesn't
make sense to me” there is a strong possibility that it doesn't obviously align with any of our own
values and so we feel it does not fit with our view of the world.

When we know where our focus lies it becomes much easier to reflect upon data (whatever form it
comes in) and identify what it means to us. Knowing what something means to us makes it much
easier to explain persuasively to others whoever they may be. Persuasion is a key skill as the late
Sir John Harvey Jones said:

“In a world of a continuous barrage of information, the ability to create the bridge of mutual
understanding is increasingly more important and more difficult.”

What makes a message persuasive?

In the view of Aristotle (384-322 BC) persuasive speakers have three things going for them:

- which is about the character of the person – how sincere and credible we find themEthos

- emotional appeal, which requires empathyPathos

- choice of words, stories and facts to illustrate the meaning of the messageLogos

Knowing your focus values can help you improve on all three levels. People who consciously and
consistently live their values and are seen by others as sincere and trustworthy. It is almost
impossible to consciously communicate emotional content if you don't know how you feel about
something first and our priority values highlight the things that have most emotional resonance for
us. When we draw upon stories and examples from our own experience to explain our message
our values colour our perspective; they act almost like as a filter determining what we feel is
meaningful and what we regard as irrelevant.

Good reflective questions to ask yourself about each of your focus values are:

When I live this value what experiences does it bring me? Good, bad,
indifferent?

l

Am I content with these experiences or do I want something different?l

Do I feel I am living this value enough on a daily basis?l

If I need or want to live this value more and/or differently how can I create
new opportunities to experience this value?

l

If this value is not helping me to create the life I want how can I turn my
attention to other things? What can I do differently in future?

l
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Questions people often ask about their values

Am I “normal”?Q.

Unlike many other forms of profiling tool such as personality tests the AVI does not put
people into “types”. At the time of writing approaching 18,000 people have used the AVI
and no two people have come out with exactly the same values profile. This means that
there is no such thing as “normal” – every individual is unique.

A.

Are my values alright?Q.

Values are neutral – neither good nor bad. You will have your own reasons for the values
that you prioritise and your values are a big part of what has enabled you to become the
person you are. So if who you are is exactly who you want to be, not just now but in the
future as well, then these values are perfect for you so carry on as usual.

A.

Have these values always been my priorities?Q.

Maybe and maybe not. It is not unusual for our priorities to shift as we grow up and as we
accumulate new experiences. Someone at an early stage in their career might focus upon
studying and gaining certificates to help them progress; someone who has achieved the
level they wanted to get to might focus on sharing their experience to help junior workers.

A.

Equally someone who starts out valuing education/certification for reasons of career
progression might still value it later on if they have discovered pleasure in learning for its own
sake and simply enjoy the experience of having their expertise confirmed through gaining
qualifications. This would be an example of a value staying the same but the experience of
that value changing.

What are the best values to have?Q.

No single value is intrinsically “better” than any other single value. It could be argued that the
best values to have are ones with which you feel a genuine and heartfelt relationship as
opposed to picking values off a list because they sound impressive or because other people
say they have them.

A.

Does it matter if my values are different to those of my family, friends or colleagues?Q.

No. In fact it is highly likely that some or even all of your values are different and that you all
get along great on some things and not so great on other things. What matters is that you
know what your priority values are and can use them to form meaningful relationships with
other people.

A.

Knowing your priority values helps you to understand why certain behaviours or attitudes in
others may irritate you. Having this insight creates an opportunity to stand back mentally and
ask yourself whether your response is appropriate and if not, to choose to respond
differently. I have a priority value around simplicity and used to get very frustrated in
meetings when I felt people were over complicating things. I now appreciate that other
people value order and procedure and to simply “cut to the chase” would have felt
completely wrong to them. I learned to hold my tongue or send someone else to those
meetings instead.
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What if I don't like one or more of my values?Q.

Simple answer is get rid of it.A.

Decide to stop prioritising it above other things and over time it will fade. Although values
tend to sit in our subconscious they can be changed through conscious thought. The
subconscious takes its instructions from the conscious mind. So making a clear and
deliberate decision - such as I am going to make enjoying my free time more important than
worrying about whether my parent/boss/friend/partner/child would approve of my choice of
leisure activity – will diminish the thing I used to value but don't want anymore.

Can I just choose a new value?Q.

Yes you can. Bringing a new value to life starts with choosing or preferring it to something
else. The harder work comes with remembering to prioritise it over other things which may
mean breaking old habits.

A.

Suppose I used to prioritise efficiency more than empathy. Now I have decided at this point
in my life gaining an even greater understanding of those around me is more important than
keeping an eye on the clock. There are likely to be times, particularly in the early days, when
for example I may interrupt someone so that I can get the conversation finished in order to
get moving on the next task just because that's what I used to do when efficiency was at the
top of my list. It is important not to be too hard on yourself when you are moving from one
approach to another, just notice when you are being pulled in the old direction and alter
course.

For some ideas about other values you could choose, have a look at the list of Key Values at
the very end of this report. These 64 values give an overall picture of the spectrum of values
within the AVI as a whole.
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About the AVI and Magma Effect

“Truth, justice and the American way” replied Superman in a flash when asked what he stood for
by Lois Lane. Whether or not we agree with his values we admire the guy for his absolute clarity if
not his fashion sense. Values have central to how people interact with one another and the rest of
the world for eons but it has only been in the relatively recent past that ways to consciously work
with values have been developed.

How our understanding of values has developed in the last 40 years or so owes a great deal to the
work of three men Paulo Freire, Ivan Illich and Eric Fromm. In the 1970's they were working in
South America seeking to enable local communities to perceive the social, political and economic
forces that were at work in their environment – often not for the better. Freire called this process
“conscientization” (which is easier to type than it is to say). He and his colleagues became
interested in the power of energy laden language to motivate people to tackle new challenges.

This work on language was then picked up by Brian Hall, who in the 1980's together with Benjamin
Tonna, developed the Hall-Tonna Inventory of Human Values. The Inventory contained 125 distinct
terms with specific and separate meanings that described the things that motivated people to act.
In 1983 the Inventory was subjected to a range of validation procedures and extensive field testing.

A few years later in 1988 after working with Brian, and becoming familiar with the Hall-Tonna
Inventory, Paul Chippendale and Clare Collins introduced values workshops to Australia. By the
early 1990's they had created a computer scored version of the Inventory which has subsequently
evolved into the online tool you used to generate your report. Initially the tool was called the
Australian Values Inventory but as its popularity spread to New Zealand, Canada, the US, Spain
and now the UK it has been rechristened simply “A Values Inventory” – the AVI.

Magma Effect

Originally trained as a zoologist Jackie Le Fèvre spent more than 20 years working in nature
conservation and then in the charitable sector as a senior manager. In 2004 she decided to set up
independently and was introduced to Michael and Shar Henderson two of the founders of Values
at Work. They were in England promoting their latest book. The language and the approach
embodied by the AVI appealed to Jackie instantly. In 2005 she and colleague Val McKie became
licensed to use the Finding True North process and set up Magma Effect as the home of the AVI in
the UK.

In 2007 Jackie travelled to Australia and following a period of coaching and mentoring with Paul
Chippendale became accredited with the AVI and able to license other values practitioners.

Now Magma Effect has a small network of AVI licensed consultants and some in-house specialists
within organisations and is developing a range of AVI enabled products and services specifically
for individuals, teams and organisations living and working in a UK context.

Jackie is a member of the international Key Affiliate team which, under Paul's guidance and
leadership, refines and hones the AVI and its applications to deliver on the vision for Minessence
which is to make a substantial positive contribution to the creation of a society where people can
live meaningful fulfilling lives.
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