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Defining and Sustaining a Values-Based Culture 

 ACTIVITY for Episode 2 – BEHAVIORS  

 
The biggest detriment to engagement is when the core values of an organization differ from demonstrated 

behaviors. This is also known as hypocrisy. In most cases, organizational hypocrisy is not intentional or 

malicious. Rather, the organization lacks a shared understanding of the desired behaviors that reinforce the 

core values, and those behaviors that do not. CEEK encourages organizations to clearly articulate behavioral 

expectations as they pertain to the specified core values. And whether you lead a small team or a large 

organization, you can take the initiative to define the behaviors that will set your group apart. The following 

list offers suggestions to help you collaborate within your team to set clear expectations relative to the 

expected behaviors that will proactively reflect a shared set of core values. The page that follows provides 

examples from CEEK’s support facilitating virtual workshops of this nature with our clients.  

1. Collectively Brainstorm Desired Behaviors that Reinforce Core Values 

• Whether collaborating in person or remote with your team, provide participants approximately ten 

minutes (per core value) to submit desired behavior statements that reinforce the value. 

• Collect input via virtual or actual post-it notes or simply provide your team online access to submit 

ideas directly (e.g. Poll Everywhere or other survey instrument). 

• Provide guidance to begin each statement with an action verb, to keep each statement positive, and 

to limit each statement to 15 or fewer words. 

2. Collectively Brainstorm Behaviors that Do Not Reflect Core Values 

• Repeat Step 1, only this time providing approximately five minutes (per core value). This time the 

team should brainstorm behaviors that are counter to the value. Again, start each with an action 

verb in present tense, but the statement itself may be of a negative nature. 

3. Group and Refine Similar or “Like” Behavior Statements 

• Retain raw inputs, but consolidate all statements that are similar. This can be done independently 

or in collaboration with team members as you review each statement. 

• Draft a single, representative behavior statement for each group of desired behaviors as well as 

those that do not reflect each core value. 

4. Vote to Select Behavior Statements that Best Represent the Intent of the Core Value 

• Ask all team members to select, via an online survey tool, three behaviors for each core value that 

they believe will have the greatest positive impact AND for which they are willing to abide. 

• Aggregate the results and sort the desired behaviors for each core value by the number of votes 

(from most to least). 

• Collectively determine where to “draw the line” relative to the behaviors to adopt – CEEK typically 

recommends adopting 3-5 behavior statements per core value. 

5. Draft a Brief Description of Intent for Each Behavior Statement 

• Referencing notes from the team discussion, write a definition of each behavior statement capturing 

the essence of the desired behavior.  

• Distribute to the team for feedback and comments. Refine or edit as appropriate and finalize. 
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Example Consolidation of Behavior Statements  
 

This page provides examples of a set of behavior expectations that were provided by various teams to 

support core values related to Collaboration, Innovation, Creativity, and Positivity. For each, we show a 

subset of the recommended behaviors that the team grouped together as “similar” behavior statements. We 

then show the summary behavior statement that the group created with CEEK’s support to provide a 

singular representation of the similar raw inputs. 

 

Raw Behavior Inputs Supporting COLLABORATION 

• Listen to other perspectives and ideas 

• Listen to all sides 

• Listen actively to our stakeholders 

• Solicit input from staff and stakeholders 

• Listen first to learn 

Summarized Behavior Statement Supporting COLLABORATION 

Listen actively with intent to understand other perspective 

 

Raw Behavior Inputs Supporting INNOVATION 

• Fail quickly 

• Embrace agile development and flexibility 

• Test the new ideas of merit in timely manner 

• Embrace a design-thinking approach to new products/services 

• Understand client needs before developing 

Summarized Behavior Statement Supporting INNOVATION 

Implement agile, “design thinking” approach to test new ideas 

 

Raw Behavior Inputs Supporting CREATIVITY 

• Provide our client with creative solutions 

• Exceed expectations of our clients 

• Figure out ways to set us apart in service to others 

• Meet the unspoken needs of our clients 

• Make our clients say “Wow!” – I did not expect that 

Summarized Behavior Statement Supporting CREATIVITY 

“Wow” our clients to exceed expectations 

 

Raw Behavior Inputs Supporting POSITIVITY 

• Proposed solutions to problems or ask for help 

• Think outside the box to improve operations and find solutions 

• Take initiative in proposing solutions 

• Create solutions to problems 

• Come with options to address identified problems 

Summarized Behavior Statement Supporting POSITIVITY 

Bring a solution-oriented mindset – Take the CONN 


