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Organizations should have one set of standard, unified social
norms for all. Confucianism encourages everyone to behave in
accordance with social desirability, with mutual respect and

consideration of others.
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We have different
standards, norms, and
expectations for different
groups within the firm. For
example, our executives
are not judged in the same
way as other employees.

| [ |
4 5 6
We have one set of rules. However,

occasionally there is a double standard
among executives and employees, or

back-office staff and front-line personnel.

We have regulations on desired norms,

for example, weekly meetings and dress

codes, but not everyone follows them at
all levels of the organization.

[ [ |
8 9 10

We have a set of clearly defined
guidelines and standards to signify our
particular traditions and values. We all

know what’s encouraged and expected.
Everyone in organization follows the
same set of rules, from executives to
front-line employees. The rules are
enforced equally and fairly. There is no
double standard in judging people.
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Confucius believed that everyone is educatable. Everyone can—
and should—Iearn to be wise, regardless of their social status and
wealth. Learning is a process of self-improvement. Continuous
practice and reflection are required to gain wisdom.

We tend to invest very little to
develop individuals or teams. We
focus on hiring established
individuals who have the skills we
need and then assign them tasks
consistent with their skill level. We
are not aware of the importance of
practice and reflection.

4 5 6

We provide on-the-job training to our
“select populations” but not all. Our
training plan and budget vary year to
year depending on the organization’s
financial performance. We don’t
place particular emphasis on
continuous learning or independent,
knowledge-based judgment.

| | |
8 9 10

Our organization has a strong learning
culture and we invest in on-the-job
training. We know that learning is a
continuous process, so we encourage all
of our employees to be open-minded
and to practice new knowledge. We
accept critiques and do regular self-
reflection and correction to help us truly
absorb new knowledge.
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Our vision statement specifies what the world looks like when the firm has accomplished
it mission. This clear end state enables everyone to envision a future where significant
progress has been made to realize the mission.

10

Our vision paints a very clear of
what the world looks like when
we have accomplished our
mission. A clear target has been
established —and while
challenging — it is attainable of
we execute flawlessly.

We do not have a vision statement We have a vision
statement — but it

does not specify
what the world looks
like when we have
accomplished our
mission
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Mission is vague. Tends to be
financially-oriented. “Generic”
in structure— could be for any
firm. Not understood and
embraced by the majority of
employees

Reasonably clear mission
statement. Not particularly
unique. Employees can articulate
the mission statement — but
behaviors, at best, are
inconsistent with mission

Firm’s mission is clear and
precise. Focuses attention
heavily on its customers and the
impact of the organization on
society. It energizes employees
on a common goal. Employees
consistently behave in ways that
are supportive of mission
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Our purpose statement specifies how our organization’s activities, services, and/or
offerings improve society (locally or globally). Our purpose statement, attracts, motivates,
and retains our employees. Organizations with a purpose not only have product that its
customers enjoy — but they also feel a good about the buying and using the products.
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We do not have a While we have a purpose statement,
purpose statement it does not fully articulate how
society improves as a result of our
role

[ [ |
8 9 10

Our purpose statement clearly
illustrates how we enable society to
function better. Our employees rally

around our products and services. Our
customers buy our services, in part,
because they believe in our purpose,
and they feel good about how they
help deliver our purpose.
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Mission is vague. Tends to be
financially-oriented. “Generic”
in structure— could be for any
firm. Not understood and
embraced by the majority of
employees

Reasonably clear mission
statement. Not particularly
unique. Employees can articulate
the mission statement — but
behaviors , at best, are
inconsistent with mission

Firm’s mission is clear and
precise. Focuses attention
heavily on its customers and
the impact of the organization
on society. It energizes
employees on a common
goal. Employees consistently
behave in ways that are
supportive of mission
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Confucian philosophy is based on the idea that “change is
constant” in all institutions, families, and individuals. Effective
organizations must embrace change.
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Our organization is built to We stay abreast of changes in our
compete in one time period. industry and among our competitors.
We do not “test the future” However, we don’t always learn from

with experiments; we are the past or react quickly to those

quite comfortable with changes, to align with our defined
maximizing our value in the long-term goal. We find it difficult to
current time period. be creative and enforce change at all

levels within the organization.

| | [ |
7 8 9 10

We embrace change. We constantly
experiment, run pilots, and test our business
model. We learn from the past to inform the

best solution for the future. We continually
adapt to internal or external changes in our
industry and among our competitors. We
encourage creativity and abandonment of
old ways to embrace the new.





OPS/images/f10-06.jpg
Everyone in the organization must care for one another. This care
is not limited to employees and shareholders, but extends to all
stakeholders. In addition to their own duty, individuals should
work to establish others as to establish themselves and not do to
others what they do not want done to themselves.
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1 2 3
Our employees tend to focus on
themselves. They don’t share or help
each other, either inside or outside the
workplace. Our employees view client
service work as a task to accomplish
rather than a comprehensive
philosophy of treating others as they
wish to be treated.

I I I
4 5 6

We require our employees to be
customer centric and to work toward
serving the needs of all stakeholders.

However, they often don’t share

their knowledge with each other,
and they don’t voluntarily help each
other to better serve our clients and

the community.

I [ 1
8 9 10

Everyone cares for others like family,
both inside and outside the
organization. We treat customers’ and
partners’ needs as our own needs, and
we understand that when they grow, we
grow together. We are keen on socially
responsible activities. We completely
buy into the principle of doing to others
as we want done to ourselves.
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To reach a common goal or vision, everyone in the organization
must work together. When there’s conflict between the
organizational goal and individual goals, organizational goals
should be the priority.
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We have difficultly aligning individual We have a well-defined Everyone in our organization works
and organizational goals. We have organizational vision, but employees toward a common goal. Employees try
well-defined organizational goals, but have their own personal interests to align their personal with
not everyone is clear about their role and priorities too. At times, organizational goals. They prioritize
in achieving them. Employees work for ~ employees trade off organizational duty at work when there’s conflict with
the good of our organization, but also ~ 80als for their personal goals. We are personal interests. We develop
have their own needs and are not aware of collectivism, but it’s not a ourselves not just for ourselves but
always willing to sacrifice their own must in our daily operations. also to contribute to common good.
interests for organizational needs. Our collective spirit helps us maintain

healthy interpersonal relationships.
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A person who moves a mountain begins by carrying away small
stones. In an organization, any significant transformation begins
with small steps. Continuous, long-term commitment is required to

create lasting change.
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1 2 3

We have very few examples of
long-term transformation
efforts. Our priorities tend to
shift on a yearly basis and are
often triggered by new
leadership. We don’t focus on
our defined long-term strategy.

[ [ l [

4 5 6 7

We can point to a couple of
successful long-term
transformation projects within our
organization. But others have
stopped midstream due to a
variety of factors. We have the
awareness to balance long-term
and short-term goals.

[ [ |
8 9 10

We are adept at long-term, sustained
improvement efforts. It is not atypical
for us to focus on journeys that last 4 to
6 years. We are not an organization that
constantly shifts priorities and
initiatives. We are committed to our
long-term vision, but flexible enough to
adjust strategies in real-time as needed.
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The Confucian principle of righteousness requires knowledge of
what’s right and what’s wrong. People should choose to do what’s
right instead of being motivated solely by profit or other

considerations.
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The primary reason for our business We are aware of our social Everyone in the organization knows
to exist is to make money. Our responsibility and values, but we what’s right and does right. We create
measurements are solely based on are also profit driven. We try to compelling objectives that reflect our
financial performance. We translate maintain a balance between the values. We are committed to ethical
everything into monetary value. We two. We know what’s right, but business practices. We do not trade off
strive to increase our profit margin recognize that it’s hard to do our values for immoral actions or
by lowering costs, even at the what’s right at all times, especially pursue gain at the expense of others,
expense of our suppliers and others when potential gain is significant. even when it may be profitable.

in the value chain.
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This Confucian principle states that promoting virtue is the most
effective form of management. Self-cultivation to “do good”
should be prioritized over punishment.

| |

[ [
1 2

We have clearly defined rules
and we enforce them in our
daily managerial practice. We
impose rules and regulations as
the most effective way to
discipline employees who are
not performing as expected.
Virtue is not our priority.

4 5 6

We promote virtue, but we also
use punishment. People don’t
always choose to do what is right,
so we try to balance value
promotion and punishment. We
punish the “bad” and promote the
“good” at the same time.

|
8 9 10

Our organization is values-led rather
than performance-led. Our values
and our mission are our polestars.

We measure and promote
employees by values. We have rules
and regulations, but we believe that

if employees completely buy into
our values, there will rarely be a
need to punish or enforce rules.
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The ultimate goal of Confucian philosophy is a harmonious society.
Harmony in society is a result of the virtuous and ethical behavior
of individual members. Self-cultivation is achieved by continuous

reflection, practice, and evaluation.
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We spend very little time
talking about virtues, ethical
behavior, and social problems.
We do not specifically focus on
community-building to
improve society.

4 5 6

We are probably at the “industry
average in cultivating this type of
behavior” We articulate ethical
behavior and social responsibility,
but we do not measure our
employees on their virtuous
behavior.

8 9 10

Everyone is self-motivated and
persistent in working to shape ethical
conduct and virtuous behavior. We are
aware of our social impact. Social
responsibility is part of our everyday
practice and overall performance
reviews. It is simply how we operate.
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Measures results, not activities, for shareholders and all other
stakeholders.

Organization measures
activities, not results —
for shareholders,
employees, and
partners. Does not
have regular meetings
to track performance

Organization tracks the
“industry standard”
metrics. Largely focused
on financial results and
operations. Shareholder
concerns seem to
dominate mindset of

senior executives

Is a high-performing, results-

oriented organization — for
employees, customers,
shareholders, community,
and society.
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Regularly abandon things--products, policies, practices--that are no
longer effective or are consuming an inordinate amount of
resources when weighed against tomorrow’s opportunities.

1 2 3

Is comfortable doing business
the “ " over decades.

Never runs true “experiments” to

test when the core business

model must change. “Hopes”

business context and macro-

environment stays the same.
It does innovate — it only “

" to core products and
services — it does not abandon
things.

5 6

Firm innovates and abandons
products and services.
However, it is largely regarded
as a follower. Waits for others
to abandon products,
services, or markets —and
then tries to adapt to the
changes.

Firm has “
itself several times.
Recognizes that all process,
systems, products become
dated. Actively engages in
creative destruction.
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Live by a core set of values, animated by the belief that an
organization needs values “as a human body needs vitamins and

minerals.”

The firm does not
have a values
statement.

The firm has a values statement.
However, the statement is somewhat
generic —and could represent many

different firms. Employees may be

able to articulate the values — but

their behavior is “sometimes”
consistent with the firm’s values and
sometimes not.

Is a values-led organization. The
values are the north star that
guides the firm. The firm
regularly discusses if it adhering
to its values. All employees “buy
nto” and “live” the values.
Those that do not are removed
from the organization, even if
they are high performers.
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Keep an eye on the long term--and not just the short term--while
being mindful that, while “securities analysts believe that
companies make money, companies make shoes”

Firm is largely focused on meeting
quarterly financial targets. Does not
invest in understanding key forces
of change. Regularly cuts R&D
spending when financial results are
not satisfying Wall Street. Has no
clear point of view or plan to get to
the future

While firm is focused on meeting
short-term targets, it also allocates
time and attention to the future.
However, most in the firm would
agree that too little effort is spent
—time, money, and attention —on
how the firm will need to change
to compete in the future

Firm allocates 15-20% of its
attention on the future. Often
separate budgets and units are
established to help get to the
future. At the same time, the
firm is able to consistently
perform year over year.
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Push responsibility and accountability as far down into the
organization as possible and follow this basic communications

strategy: Listen down, talk up.

Only top executives take
responsibility. All others in
execution mode. Strong
command and control culture.
Employees what they are told.

Adheres to a strong hierarchical
structure with senior managers being
held responsible and accountable.
Employees largely follow direction and
have little discretionary responsibility

All the employees feel
responsible and accountable
for the success of the firm.
Heavy responsibility of front-
line employees to shape their
job requirements. All
employees held accountable.
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Our employees live by a core set of values, animated by the belief
that an organization needs values “

| | |

The firm does not
have a values
statement.

The firm has a values statement.
However, the statement is somewhat
generic —and could represent many

different firms. Employees may be

able to articulate the values — but

their behavior is “ 1
consistent with the firm’s values and
sometimes not.

[ [ |
8 9 10

Is a values-led organization. The
values are the north star that
guides the firm. The firm
regularly discusses if it adhering
to its values. All employees “!
" and “live” the values.
Those that do not are removed
from the organization, even if
they are high performers.
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Always remember that “there is only one valid definition of
business purpose: to create a customer” while accepting that
“quality in a product or service is not what the supplier puts in. It is
what the customer gets out and is willing to pay for.”

| | | |

Company relies heavily on its sales
people to use a variety of selling
techniques for getting customers to
say “yes”. The primary emphasis in
the company is on selling. Customer
satisfaction is considered important
but the emphasis is on going out and
pushing the company’ s products

Company does basic
market research —
but typically scores

“average” on
customer satisfaction
scores within its
industry

[ l [ |
7 8 9 10

Company does a lot of research to learn the
concerns of its customers, and

responds by developing new products and
marketing programs. The emphasis is

on understanding why customers act and feel
the way they do, and responding with
products that meet these needs.. Selling is
considered important, but the emphasis is on
making products

that will almost “sell themselves”
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Our culture is based on a strong set of of values, beliefs, norms, and rituals that
shape the behavior of employees. We have a strong culture —in the sense that
almost everyone “knows” how things work in this organization. Our culture is a

great fit for some people and a terrible fit for others.

Our culture — whether implicit or
explicit — is not supportive of our
strategy, mission and vision.
Some elements of our culture
are positive and some are quite
negative.

Our culture is neither a strength

nor a weakness of our organization.

Indeed, our culture is so embedded
in what we do - it is hard to
articulate and document our
culture. Our culture is not a

distinctive driver of our success.

We have a strong, positive
organizational culture that supports
our strategy. Our culture enables
new employees to imagine what it
would be like to be employed by our
organization. Our culture is a perfect
fit for some people and a terrible fit
for others. Our culture is one of the
secrets of our success
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See innovation--that is, “change that creates a new dimension of
performance”--as the responsibility of everyone in the enterprise,
not just the R&D staff

Innovation is a low
priority in the operations
of the firm and
responsibilities of its
employees. Firm is largely
focused on maximizing
present offerings

Has a dedicated R&D department
to take care of innovation in its
field. Innovation largely defined
as “product” orientation. Large
percentage of employees do not
engage in innovate behavior.
They do not see it as their
responsibility

All employees are entrusted with
the responsibility of innovating in
their area of operation and recent
examples of these types of
innovation exist. Innovation is
broadly defined — product
process, business model, alliances
and so on
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Embrace the fact that every organization develops people--“it
either helps them grow or it stunts them”--and so you do
everything you can to help them grow.

Places very little
emphasis on the
development of
employees. Low level of
employee loyalty.
Frequently experiences
high employee turnover.

Engages in employee
development through
training programs but only
at a very basic level.
Employee satisfaction and
loyalty scores are in the

“n pack” in
their industry

Develops programs around
professional and personal
development of its employees.
Viewed as world class in talent
development. Deeply loyal
employees. Employees are
aggressively targeted by competitors
or others outside the industry
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Demonstrate social responsibility not simply by having a CSR
department or donating to charity but by understanding that an
organization is responsible for “whomever and v

touches

\atever” it

The organization is largely
focused on short term financial
metrics. No attention is given to
social responsibility. At its core,

the organization may not believe
(and act in ways) that reflect
social responsibility

The organization has a CSR
department and has voiced its
commitment to corporate social
responsibility. However, the social
responsibility work is an “add on” —
and not central to the activities or
mission of the firm

The organization deeply
embraces its social responsibility.
Employees and leaders join the
organization because it takes its
social responsibility seriously — it
is not a slogan or catch phrase.
Employees believe and behave in
ways that are consistent with
social responsibility
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To develop a harmonious partnership, everyone involved must do
what they say they will do. Everyone must be committed to their
word at all times, and never overpromise on what they can deliver.
Executives should be role models who “walk the talk” to gain trust
of their peers and employees.
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Our organization communicates to
stakeholders through branding and
marketing, but we cannot always keep
our promise to be truly client centric.
Internally, we tend to evaluate
ourselves by what we say rather than
what we do. Our executives
sometimes overpromise on staff
benefits and promotion opportunities.
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We have a solid brand that is
trusted by our shareholders and
stakeholders. Overall, we do a
very good job of delivering what
we say we are going to deliver.
That said, there is certainly room
for improvement. Our executives
and managers are exemplars to
follow most of the time.
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We are reputable because of our
trustworthiness with our employees,
customers, and partners. We consistently
deliver on our product and service quality,
as well as our values and social
responsibilities, even when they increase
our costs or negatively affect our short-
term financial performance. Our executives
are qualified role models. We work hard to
be the most trusted, reliable brand for our
clients in the long-term.
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BUILDING ON DRUCKER AND CONFUCIUS FOUNDATIONS





