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Abstract 
This paper places the ‘V’ factor at the epicentre of meaningful and productive living, learning and leadership 
endeavour.  It explores the authors’ reflections upon their own professional experiences, research studies and 
review of the literature as they work towards establishing ‘working with’ leadership practices appropriate for a 
knowledge era.  This paper also reports on Nanschild’s preliminary PhD research findings of “A Values-Based 
Approach to Leadership Development: Implications for Organisational Change”. 
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1. Introduction 
I’ve never seen anyone derailed from positions for lack of technical competence.  But I’ve seen lots of 
people derailed for lack of judgment and character… I see a real connection between what it takes to be a 
leader and the process of character growth…(Bennis, 1988, p 144). 

When we reflect on a systems approach to human relations we can see that our subliminal 
value sets are at the very epicentre of human endeavour.  Our values—and what we value—as 
individuals and groups, have the capacity to impact positively or negatively on our leadership, 
learning and day to day living.  The art of productive living, learning and leadership is in fact 
intertwined and our values, espoused or otherwise, are deeply embedded in this trinity.  The 
focus of this paper will be on the symbiotic relationship between values and leadership; but at 
the same time acknowledge that the concepts discussed here are also applicable to the trinity 
of leadership, learning and life as a whole.  

There are two notions conveyed in this paper that require explanation.  The first is 
‘working with’ leadership practices which is borne from the concatenation of theories and 
practices which encourage, support and value humane work practices.  These theories can be 
traced back to the 1920’s work of Mary Parker Follett (Graham, 1995) through the 1990’s and 
the learning organization movement (Senge, 1990, for example) to the present day.  The 
second is ’golden capital’ which succinctly encapsulates the worth of our own and our 
organisations’ human, social and intellectual capital (Davis, 2006). 

The authors accept the rationale behind ‘working with’ leadership practices as described in 
the literature (see for example, Senge, 1990; Drucker, 1993, 1999; and Bennis, 1988).  
‘Working with’ leadership practices are indeed appropriate for a knowledge-based economy 
because such an economy is increasingly reliant on golden capital—the human, social and 
intellectual capital of its people as a central means to economic prosperity. 

A statement widely attributed to William Gibson that “the future is here, it’s just unevenly 
distributed” holds true here as the uptake and enactment of ‘working with’ leadership 
practices are not as widespread or evenly distributed—across the globe, industry or even 
within organisations—as proponents may have expected by now.  The impetus of this paper 
comes from our concern that there are still barriers today in establishing ‘working with’ 
leadership practices over the hegemonic command and control ‘working for’ management and 
leadership norms established for the machine-age industrial era.  Our thinking, discussions, 
reading and research have led us to a critical consideration of the intangible barriers to 
transformational change in organisations and people with a focus on values as being chief 
amongst these.   
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2.  The ‘V’ Factor 
Values are deeply held beliefs that guide our everyday actions and behaviours.  They are 
usually tacit and unexamined yet they lie at the foundation of the decisions we make and the 
actions we take based on those decisions.  The literature tells us that our values rest in all 
conscious and unconscious decisions or choices we make and such choices are ordered via 
our unique set of value priorities (Hall et al., McCann, 2002; 1992; Schwartz, 1992) as 
described by Argyris as our ‘ladder of inference’ (2004). 

People view the world through the lens of their personal values and expend high levels of 
energy to defend these values (McCann, 2002), whether aware of these actions or not.  Whilst 
shared mutual values can lead to harmony, understanding and shared vision; a clash in values 
can and does cause conflict between people.  Indeed, the clashing of values is often the root 
cause of failed change management initiatives and a reason for the slow take up of ‘working 
with’ leadership practices which are much more suited to the knowledge era. 

An understanding of value priorities and how we come to hold these leads us to greater 
self-knowledge about ourselves and our own defensive patterns.  Importantly, through this 
reflection brings an understanding that the ‘other’ will have deeply held belief systems too.  It 
is upon this reflexive practice that we can engage in deep impact learning and effective 
‘working with’ leadership practices for ourselves and our organisations.  We call this 
acknowledgement of values as integral to ourselves and to our relationships with others as 
acknowledging the ‘V’ factor at work in our lives. 
2.1 Foundation, Focus and Future Values 
Thinking about the ‘V’ factor and other knowledge-based intangibles is one approach to 
interrogate clashing paradigmatic views because values serve as a bridge between the past, 
present and future.  It has been acknowledged in the literature that the intangible cultural 
shifts necessary to move agendas forward, be they organisational or societal, have historically 
been shown to be the hardest shifts to make.  

Anthropologists use social data and models from the past to provide a frame or a context for the future.  The 
details of millions of years of history and hundreds of societies reveal patterns.  When you understand these 
patterns of the past, culture is often the last system to adapt.  Vestiges of old beliefs hang on long after the 
technological, economic and demographic systems have changed (James, 1996 p 22). 

In Nanschild’s ongoing doctoral research to be reported here, the Hall-Tonna Values 
Framework (Hall et al., 1986) research instrument was chosen because it offered a way to 
measure a values continuum made up of interrelated sets of three types of values: foundation 
values, focus or day-to-day operational values, and the future values that exert a pull towards 
the future.   

Foundation values lie in the history of people and organisations.  Management futurists 
like Drucker (1999) and James (1996) employ pattern recognition—looking back to history—
as a way of predicting the patterns of the future.  History tells us that when significant shifts 
occur affecting the social fabric of society—the invention of the printing press, the industrial 
or information revolutions, for example—we as a society initially carry on with established 
ways of doing things.  It took 58 years, for example, after the invention of the printing press 
for a non-biblical text to be printed.   

Whilst history is a salient indicator of change, our focus values influence our day-to-day 
operations.  Foundation values that have not been fully developed or matured will distort our 
focus values lens, such that we cannot move beyond the day-to-day operations to ‘see’ a 
possible vision of the future.  Even today we see examples of the cultural lag described above 
by James (1996) in the proliferation of command and control mechanisms of the industrial 
era.  Increasing reliance on compliance and surveillance, for example, are attempts to control 
order in an increasingly complex global, networked and information rich world.  The 
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machine-age, scientific worldview of ‘if it can’t be measured it can’t be managed’ is still 
prevalent but it is no longer appropriate because this view does not acknowledge that the real 
key performance indicators required for success in the new millennium are likely to be 
intangible.  We argue that the overuse of such control mechanisms and economic rationalist 
single bottom line practices are actually part of the problem, not a solution.  This behaviour is 
an example of regression under pressure to outmoded foundation values, diverting energy 
from thinking about the true purpose of governments, learning institutions, organisations and 
individuals for the future.  ‘Working with’ practices, based ostensibly on values, are an 
appropriate vehicle for moving this agenda forward.    

Future values provide the motivation for developing new skills because they reflect the 
future aspirations of individuals, groups, organisations and communities.  Future values 
clarify vision and have the potential to pull us into the future because they represent a vision 
worth aspiring to.  This point is summarised succinctly by Hall and Joiner (1992) where they 
state that “leadership development begins with visioning.  Each time we rethink our view of 
the world, new value priorities emerge” (p 23).  An example of future values-in-action can be 
seen in the trend towards the triple bottom line approach of financial, social and 
environmental responsibility, where values and profits sit comfortably together. Bragdon 
(2006) makes a case for this approach where “companies that affirm life in their mission, 
vision, values and management practices attract the most loyal employees, strategic partners, 
customers, and investors—and produce exceptional financial results” (p 55).  Bragdon 
provides empirical evidence that his research subjects—companies operating under a triple 
bottom line ethos—surpassed those of their peers in terms of average credit ratings, longevity 
and growth rates. 

As Figure 1 below illustrates, the underlying ‘V’ factor at work in our lives is a dynamic 
entity.  As values mature and fully develop they move along a values cycle.  Focus values 
lead to the realignment of foundation values and the interplay between focus and future values 
produces value shifts; the process then begins again.  Foundation, focus and future values 
then represent a set of conscious and unconscious priorities that drive behaviour (Hall et al., 
1992).  In organisations they drive organisational outcomes; in individuals they are a catalyst 
for change and drive learning.   

 

 
Figure 1:  The ‘V’ Factor Dynamic 

 
For organisations to fully leverage knowledge work and knowledge workers, an 
organisational change of mindset is imperative.  The lag in changing the machine age 
worldview and practices is an example of James’s (1996) “vestiges of old beliefs” and 
urgently needs to be addressed in order to move to the more salient ‘working with’ leadership 
practices for contemporary times.  To gain competitive advantage in a knowledge-based 
economy the golden capital of workers needs to be acknowledged, harnessed and leveraged 
and acknowledging the ‘V’ factor is a way forward. 
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3.  The Research 
As a Management and Education Consultant interested in developing the attributes of 
effective management, leadership and personal mastery, Nanschild is investigating whether 
knowledge of personal values has an impact on an executive’s leadership style and 
performance and eventual effect on an organisation’s ability to change.  In an era of the rise of 
the gold collar worker (Wonacott, 2002) and the changing demographics of Australian society 
and its workforce, Nanschild further enquires into the notion that values-based approaches to 
management and leadership might play a significant role towards retaining and nurturing the 
workforce of the future in an environment of ongoing, rapid, chaotic, ambiguous and complex 
organisational change.  

The research subjects were senior executives in the Australian Public Service.  In equal 
gender ratio, their ages range from 32 – 65 years with one new to the senior executive service, 
one recently retired and the remainder with significant years of experience at this level.  The 
research methodology utilised pre and post online testing of the Hall-Tonna Values 
Framework (Hall et al, 1986) and focus group interviews to collect qualitative data between 
the online surveys. Research subjects identified their personal values through an online 
questionnaire.  Each subject received several aspects in their profile including their values 
priorities and subsequent values track result, and a narrative report on skills development 
required for adjusting their values track to achieve the vision values they desired.  Subjects 
met as a focus group over a six month period and reported on their progress.  They redid the 
values questionnaire at the end of the research period to indicate if any values shift had taken 
place as a result of their involvement in the research. 

An analysis of the values of each organisation represented by the research subjects was 
also conducted, using software that processed content within the Hall-Tonna Values 
Framework.  This was useful for comparative purposes.  Research literature (Henderson et al., 
2003; Hall, 1995, for example) suggests that individuals will be happier and more productive 
if their values strongly align with those of the organisation in which they work. 
3.1 Key Findings 
The overarching motivation for research subjects to be involved was their commitment to 
participate in a values journey, moving from an implicit values (‘values silent’) or unaligned 
values position to values-led leadership practice.  Amongst the many discoveries that 
emerged, there are four key findings to report here.    
3.1.1. Values-based leadership 
Leader values are the guiding principles that determine leader behaviour, which in turn 
motivates and inspires follower behaviour.  The connection between leader values and 
associated behaviours that foster high performance in themselves and others whom they lead 
is a central alignment to successful organisations of the future.  Even when organisational 
values are articulated, they often do not lead to aligned behaviours.  If followers don’t see 
values-in-action, they become cynical of the process. What is needed is a meaningful way to 
identify values to create shared vision.    
3.1.2 Management by core values  
Other research has shown that the most successful, productive and enduring organisations are 
strongly values-based (Blanchard et al., 1997; Bragdon, 2006; Henderson et al., 2003; Kaplan 
et al., 2004).  Such organisations recognise that values are the building blocks of workplace 
culture and therefore recognise the importance of an unswerving adherence to core values that 
drive performance, unify staff and result in effective decision making.  The research subjects 
found that core values were indeed fundamental to their management effectiveness.  Each 
created a personal vision statement that synthesised their chosen values to key words with 
explanations (core values) against which they purposefully developed their managerial skills 
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through action planning. They found this process led to an effective re-alignment of their 
management behaviours with their desired values.  They recommended keeping 
organisational values to four key ‘concepts’ for simplicity and resonance for everyone in the 
organisation; for values-based management to work, values need to be woven deeply into the 
fabric of the organisation.   Managing professionals, or indeed any knowledge worker, is of 
course famously difficult (“herding cats” is the usual metaphor) but if a value has been deeply 
embedded in the culture, any worker will be confident, for instance, when faced with a 
dilemma to “act in the best interests of the core value” (Henderson et al., 2003).   
3.1.3 Language and interpretation around values 
The research subjects found that using the term ‘values’ was itself value-laden because values 
are interpreted in different ways that can cause people to become confused and 
misunderstood.  Research subjects reported that they had difficulties in engaging their staff in 
conversations about values because staff felt uncomfortable.  Many of the research subjects 
reported that their staff had assumed they would be lectured about family values, religious 
values or some other value domain, when in fact the research subjects were trying to identify 
a common language to discuss the importance of having one’s highest value priorities 
fulfilled in the workplace.  In order to engage their staff in meaningful discussions about 
motivation, goals and purpose, research subjects found themselves rephrasing their language.  
For example, in conversations about values, they found that asking questions similar to “what 
do  you like about working here?” was more effective than “what do you value about working 
here?” A common value statement this enquiry elicited was “collegiality…working with 
people who are dedicated and supportive and I enjoy working with”. Nanschild’s professional 
practice and research has led to her understanding of the importance of holding ‘values 
conversations’ as a crucial step towards gaining commitment and understanding in the 
workplace.    
3.1.4 Personal values shifted, therefore behaviour shifted 
Value shifts are cyclical in nature as deep learning is taking place.  Real change doesn’t 
happen until it happens inside people (Blanchard et al., 1997), such as through the adjustment 
of their personal value lens; that is, changing what they ‘see with’ not just changing what they 
saw.  Awareness and understanding of one’s personal values is an important first step in the 
process of self-improvement and behaviour change.  All of the research subjects shifted in 
their personal values as a result of working on their value priorities.  The majority shifted 
towards increasing consciousness about their actions and behaviours whilst two subjects 
shifted instead to focus on maturing and strengthening their foundational values.   

4.  Where To From Here? 
Values-based leadership can have a significant impact on an organisation.  Nanschild’s 
research shows how leaders can examine the role of values and how leaders can develop their 
personal behaviour system.  The research findings indicate that those in leadership positions 
need to be aware of and decide upon the value priorities that will drive their behaviour.  True 
leaders create vision through articulating future values, then motivate, coach, inspire and align 
individuals to that vision (Bennis, 1988; Drucker, 2000; Kets de Vries, 2003; Senge, 1990).  
In the new workforce, inspiring people is a critical leadership challenge that requires highly 
developed interpersonal skills and emotional intelligence.  In new times where professional 
and technical staff shortages are becoming an increasing concern, the establishment of 
‘working with’ leadership practices will be one way to counter this trend, and may well be the 
difference between attracting and retaining the right people in the numbers required to move 
an enterprise forward.   
The emerging research findings confirm the literature around ‘working with’ leadership 
practices.  For example, a deeper understanding of ourselves, our strengths, weaknesses, value 
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sets and defensive patterns, is a clearly recognised requirement of the first two of Senge’s 
(1990) five learning organisation disciplines—that of personal mastery and mental models 
which then enables the third discipline, shared vision—and impacts on the remaining two 
disciplines of team learning and systems thinking (pp 7-11).   

5.  Conclusion 
A values-based approach to leadership, learning and life has the capacity to generate 
momentum and high performance if led and managed purposefully. Sound values systems 
give individuals a notion of deeper meaning for the organisation and in turn, a notion of 
deeper meaning for their role within the organisation.  The end result is an organisation better 
equipped to achieve competitive advantage and future success.  When used consciously the 
‘V’ factor becomes a powerful driver to propel our leadership, learning and lives into the 
future.   

References 
ARGYRIS, C. (2004) Reasons and rationalizations: the limits to organizational knowledge, 

OUP, Oxford. 
BENNIS, W. (1988) "The character of leadership", Josephson, M. S. & Hanson, W. (Eds.) 

The power of character:  Prominent Americans talk about life, family, work, values, and 
more, Josephson Institute of Ethics,  California, pp. 143-149. 

BLANCHARD, K. & O'CONNOR, M. (1997) Managing by values, Berrett Koehler, San 
Francisco. 

BRAGDON, J. H. (2006). "Book Excerpt: Profit for life: how capitalism excels". Reflections, 
Vol 7, No 3, pp. 55-62. 

DAVIS, H. (2006) "Golden capital and other knowledge-based intangibles: measuring for 
excellence not compliance", Tertiary Education Management Conference 2006: What we 
do makes a difference, ATEM Sydney. 

DRUCKER, P. F. (1993) Post-capitalist society, Butterworth Heinemann, Oxford. 
DRUCKER, P. F. (1999) "Beyond the information revolution", The Atlantic Online, October,  

pp. 1-5 
DRUCKER, P. F. (2000) "Managing knowledge means managing oneself", Leader to 

Leader, (16) pp. 1-4. 
GRAHAM, P. (Ed). (1995) Mary Parker Follett: prophet of management.  A celebration of 

writings from the 1920s,  Beard Books,  Washington D.C. 
HALL, B., HARARI , O., LEDIG, B., & TONLOW, M. (1986) Manual for the Hall-Tonna 

Inventory of Values, Paulist Press, New Jersey. 
HALL, B. & JOINER, C. (1992) Management by Values: Values-based programs that build 

commitment, Values Technology, Ohio. 
HALL, B. (1995) Values Shift: A guide to personal & organizational transformation, Twin 

Lights, Rockport. 
HENDERSON, M. & THOMPSON, D. (2003) Values at work: The invisible threads 

between people, performance and profit.  Harper Collins, Auckland. 
JAMES, J. (1996). Thinking in the future tense: a workout for the mind,  Simon & Schuster. 

New York. 
KAPLAN, R. S. & NORTON, D. P. (2004) "The tangible power of intangible assets: 

Measuring the strategic readiness of intangible assets" Harvard Business Review OnPoint 
Collection. Harvard Business School Publishing, Boston, pp. 14-29. 

KETS DE VRIES, M. (2003) Leaders, fools and imposters:  essays on the psychology of 
leadership.  iUniverse Inc, New York. 

MCCANN, D. (2002) The Workplace Wizard, Team Management Systems, Brisbane. 

 142



SCHWARTZ, S. (1992) "Universals in the content and structure of values: theoretical 
advances and empirical tests in 20 countries", Advances in Experimental Social 
Psychology,  Vol 25, pp 1-65. 

SENGE, P. (1990) The fifth discipline: the art and practice of the learning organization. 
Doubleday, New York. 

WONACOTT, M. E. (2002). "Gold-Collar workers" ERIC Digest 234, Clearinghouse on 
Adult, Career and Vocational Education, pp. 1-2. 

 143

 
 

Deborah Nanschild is a Management and Education 
Consultant with 30 years experience in private enterprise, 
universities, communities and the public sector.  She is 
highly innovative and creative with an extraordinary 
breadth of life experience and who can focus on the 
possibilities that lie ahead for organisations and their 
people.  Her commitment to lifelong learning and 
leadership that accelerates human potential underlies her 
outstanding ability to motivate people and her capacity to 
implement theory into best practice, which she does with 
individuals, teams and organisations. 

Deborah has received numerous awards, including an 
Award of Merit from the Australian Prime Minister, for 
her innovative programs, project management and 
business solutions.  Deborah is currently undertaking a 
Doctor of Philosophy (Education) at Deakin University, 
Australia and holds a Masters Degree, Graduate Diploma, 

Bachelor of Education, Diploma of Teaching and outdoor leadership qualifications. She is the 
Principal Consultant of Deborah Nanschild & Associates (www.nanschild.com.au).  
 
 

Heather Davis is the Research & Doctoral Studies 
Manager, Faculty of Education at Deakin University in 
Australia.  Heather holds a Master of Professional 
Education and Training (Deakin) and a BBus in Library 
and Information Management (RMIT).  Heather has a 
long held academic interest in staff development, 
especially in relation to knowledge based economy, and 
maintains Waypoint Consulting, a small consultancy to 
further these professional interests 
(www.waypoint.com.au). 

Heather is an Associate Fellow of the Association for 
Tertiary Education Management Inc. (ATEM) and 
gratefully acknowledges ATEM’s support to attend this 
conference through the 2007 ATEM Victorian Branch 
International Scholarship award. 
 

http://www.nanschild.com.au/
http://www.waypoint.com.au/

	Insert from: "ecp2107019.pdf"
	The ‘V’ Factor: Thinking About Values as The Epicentre of Leadership, Learning and Life
	1. Introduction
	2.  The ‘V’ Factor
	2.1 Foundation, Focus and Future Values

	3.  The Research
	3.1 Key Findings
	The overarching motivation for research subjects to be involved was their commitment to participate in a values journey, moving from an implicit values (‘values silent’) or unaligned values position to values-led leadership practice.  Amongst the many discoveries that emerged, there are four key findings to report here.   
	3.1.1. Values-based leadership
	3.1.2 Management by core values 
	3.1.3 Language and interpretation around values
	3.1.4 Personal values shifted, therefore behaviour shifted


	4.  Where To From Here?
	5.  Conclusion
	References


