In this issue:

Issue 6 of 2021!
Heating up!
This is the Core Values issue!
In this issue we take a deep
Dive into Core Values – What
are they? Why are they important?
How do you uncover them? How do
you use them in everyday life and
in your business? All that and more
In this priceless issue.

QOTD: Adam Grant
E-motion Explored: exuberant
Leadership Series (part 6)

What would you like to see from us?
How do you like the newsletter?
Please reach out through our website
or email me directly:
(Jason@Insperoteam.com) to provide feedback.

References for this issue:
Primal Leadership
MIT Sloan School
Harvard Business School
Wikipedia
Pexels
TED
Youtube
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Core Values Deep Dive

Calendar
Check Us Out!

ex•u•ber•ant ĭg-zoo͞′bər-ənt
•adj. Full of unrestrained enthusiasm or joy.
•adj. Unrestrained or lavish, as in decoration;
extravagant.
•adj. Abundant; plentiful: synonym: profuse

E-motion explored: exuberant

I found this word several years ago
through a book titled “exuberance” by
Kay Jamison. The book talks about how
we each have a unique passion for life (or
exuberance). The more we explore what,
in life, gives us passion (finding our
purpose for example) the more we will
find fulfilment and success.

What is the physical sensation prior,
during and after this emotion?
This is a great opportunity to journal
if you are so inclined…

Also, anytime you put your core values
into action you may experience
exuberance! Utilizing core values (and
character strengths) brings feelings of joy,
accomplishment, and satisfaction.

“No one wants to hear everything that’s in your head.
They just want you to live up to what comes out of
your mouth.”
-Adam Grant, Organizational Psychologist at The Wharton School
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Leadership is unique to the individual and their situation.

That is why we have decided to start the

Leadership Styles Series:
All good things must come to an end. This is the final episode of the Leadership Styles Series. The Styles are based off
the work of Goleman, Boyatzis, and Mckee. Next month we will have a leadership wrap-up and then move on to
more…any ideas?

Intentional Leadership
In their book “Primal Leadership,” Goleman, Boyatzis and McKee outline six leadership styles with a foundation in
Emotional Intelligence. Our emotions affect our ability to think and lead so improving our ability to recognize our
emotions and what triggers them will allow us to lead more effectively. Through better understanding of ourselves and
others we can utilize the six leadership styles (they all have a place in the complete leader) to maximize performance,
influence culture and set a trajectory for success.

The Six Leadership Styles are:

Visionary

Coaching

Affiliative

Democratic

Pace-Setting

Commanding

Visionary Leadership Style
Style in a phrase: “Come with me!”
Underlying E.I. Competencies:
Self-confidence, Self-Awareness, Empathy, Inspiration & Transparency
Builds Resonance by: Moving people toward a shared vision.
When Appropriate: When changes require a new vision, or when clear direction is needed.
Overall impact on climate: Highly positive.
This style motivates a drive for constant improvement and growth of the organization. The leader articulates the vision
but leaves the team to innovate, experiment and facilitate the change. There is a culture of shared goals and a genuine
team commitment. Employees typically feel a sense of shared purpose.
You may consider this the “classic” style of leader that you hear about in books, tv and movies.
It is most effective when there is a need for forging
a new path – sharing a new vision. Avoid this style
when you are in a situation with people more
experienced than you (at least at first). In this
situation being visionary off the bat can create more problems with the rest of the leadership.
To fully develop and utilize this style begin with the E.I. Competencies listed above. Gaining a firm hold on SelfAwareness and Self-Confidence are a good starting point. Once you have a command of those move on to developing
empathy, communication skills, and start inspiring people.
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Core Values Exercise
Our Core Value interactive exercise creates a powerful foundation for decision making, team culture cohesion, and the
direction for your vision. For a business partnership, this is even more important to make sure all the owners are on the
same page in the most foundational way.
Step 1. Read through the words and phrases below and pause to reflect on each. Circle 10 that you believe to be your
top values. If one of yours is NOT on the list write it in and circle it! Take your time and select carefully.
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Core Values Exercise
Step 2. Cross out 5 of the 10 values you chose and select ONLY your top 5.
Note: This will not be easy, but you MUST limit yourself to only 5 choices.
1. ________________
2. ________________
3. ________________
4. ________________
5._________________

Step 3. Personally define each of your core values and your description
of how you consistently embody them. What does the Core Value mean
and what are the actions that demonstrate you are living them?
1.__________________________________________________________
___________________________________________________________
2.__________________________________________________________
___________________________________________________________

3.__________________________________________________________
___________________________________________________________
4.__________________________________________________________
___________________________________________________________
5.__________________________________________________________
___________________________________________________________
Now go out and live your Core Values!

For a fun alternative Core Values exercise, go here!
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When leading Applied Strategic Planning for individual doctors, practices and corporate clients a critical first phase
is the creation of a Vision, Core Values and Mission. Over some 40 years I’ve learned that even among seasoned
corporate executives like those Jason, Ryan and I worked with last week these three terms are not clearly understood.
Let’s explore the most unchanging of these three – Core Values.
In Stephen Covey’s best seller, The 7 Habits of Highly Effective People, he describes both principles and values as
intertwined with principles being guidelines for human conduct that have enduring value. Values he says are maps
that guide us. For our purposes we fuse the two - stating that Core Values are guiding principles for our life and work.

The Rightness of Your Direction
To better understand values, imagine that a person is like an onion with layers from the outside in.
The outermost layer is Attitude – which is easily affected by circumstances such as
traffic delays or negative news.
The next layer within an individual is Opinions. Upon graduation from dental school
my opinion was that all dental assistants should be female. That changed in the Air Force with an
excellent male assistant. As we move inward, the layers become harder to change with logic.
The next layer is Beliefs. I once debated a devote
colleague whose belief was, “man is basically evil,” while I
believe man is basically good. No amount of logic affected his
belief.
The next level is Values – guiding principles by
which we live our life. These are laid down early by our family,
close friends and influential others and are much harder to
change yet do change as our roles in life change.
At the very core of our being there is another set of
values we call Core Values -that are a few (typically 3 to 5),
non-negotiable guiding principles. When we violate a Core
Value, we are generally uncomfortable; even troubled.
Over the years some very successful dentists have become coaching clients; not to become more
successful, but to find fulfillment and life balance. In every case they were violating some of their core
values, often unconsciously. After some intense values clarification they had a way of righting the ship.
Core values are such things as integrity, family, faith, freedom, honesty, fidelity, growth, service, the
golden rule, generosity, etc. As you think about your Core Values it is helpful to apply the three tests
for a Core Value:

Dr. Bob Frazer
#1. Core values are freely chosen aware of both the alternative and the consequence of your choice.
#2. Core values are acted upon. If you say I value family, but rarely spend time with your family – then
family is not a core value.
#3. Core Values are prized – we tell others they are important to us.
Covey goes further saying that one value is more important than all the others. When I read this, I thought – What could
be more important than integrity? Covey suggest the one core value necessary to act on all your other core values is
Courage…for without courage you will not act on a core value when everyone else is violating it or when acting on it
would be particularly uncomfortable. …continued on page 7
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The Rightness of Your Direction (continued from pg.6)
Think of the last time you inserted a crown or onlay that only you knew was not quite
right – perhaps an open or short margin on a patient who hates impressions. If you have
integrity, you know you must redo the crown; however, it will take courage to tell this
patient - I need to redo this and take another impression.
Why do we need to codify/write down and make known our Core Values as an
individual, a practice or an institution?
Unlike Vision and Mission, Core Values do not give you direction. Instead, they give
you the rightness of your direction. In our ASP we spend up to a half day very carefully
clarifying our core values – ofttimes even going the extra step to define what we mean
by each core value. We all have an idea of what a core value of freedom or family might
mean, yet it is important that you and your steward team go the extra mile and define
what each core value means – generally in a few words.
Why?
So that we can all act congruently with the core values we have chosen including using
them to screen potential hires. If you’d like to know how to interview for core values,
please contact us. Sadly, many relationships and partnerships in dentistry fail - 90% of
those failures arise out of a core values conflict.

To reach Dr. Bob Frazer email Bob@FrazerOnline.com
Covey also said something profound – We actually don’t break a core value when we
violate it, instead we break against our core value. Living congruently with your core
values results in a joyful life well lived.
Where do you begin? By identifying your Core Values.
Ver 21.6
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Operationalize
Core Values

According to Harvard Business
School, the key attributes of Core
Values are to
Inspire People and
Guide tough decisions.

Dr. Jason Luchtefeld
In addition, core values can
Shape the vision.
Influence behavior.
Act as a cultural cornerstone.
Differentiate your business.
Aid in recruiting and retention.
Clarify the primary interests of the
organization.

Operationalizing Core Values goes beyond just
naming the values. It is also a step beyond
defining them. It involves taking the words
and their definitions and then putting
actions to those definitions for each area of
the business. From there you can then tie in
how to reward behavior that exemplifies core
values.
Through simple, concise and consistent
descriptions you can link core values to dayto-day work which connects directly to
outcomes.
In order for this to work the leaders of the
organization must lead by example.

Let’s look at an example:
Salesforce, a software that manages
customer relationships. Their core
values + definitions are:
•

Our Executive Admin, Peggy Sharp, had this
to say about the importance of Core Values in
her work:
“You can say I am nearing my golden years at
my age, and my work core values have always
been extremely important to me. I have a
Responsibility to help grow and maintain
many areas for Inspero, with this we must have
TeamWork, just like this Newsletter.
Leadership, Integrity and Commitment are
Core Values that are nonnegotiable for me. It is
my pleasure to be part of Inspero and
continuing to build Relationships with mutual
Respect with our clients and my Inspero team.”

Are you ready to articulate, define and
operationalize your core values? We
can help!
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•

•

•

Trust - We communicate openly with
our customers and do what it takes to
keep their data secure.
Growth - We’re obsessed with our
customers’ success and take pride in
their achievements.
Innovation - We pursue ideas that
could change our company, our country
— and maybe even the world.
Equality - We respect and value
employees from every background, and
we thrive as a result.

Now, imagine how Salesforce could use those
definitions to provide guidance and incentive
to idealize customer relationships and
success, pursue ideas beyond the day-to-day
grind, and treat each other.
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Does the order of how you publicize and share your core values matter?
Maybe…
Your Core Values Mixtape
Actions will always speak louder than
words. With that in mind, your first
objective is to act in accordance with
your core values. However, the
order of how you list your core
values can reflect your priorities to
the marketplace.

Hope, Community
Congruence, Impact,
Freedom

For example, Salesforce noticeably
puts Customers first.
C3.ai publicy shares their order of
importance as Employees,
Customers then Shareholders.

Southwest Airlines claims Employees are #1. Pfizer’s statements and actions put Shareholders first.
The point here is that that is no right way to mix things up in how you list the core values. What
matters is that you are consistent in your words and actions.
Henkel – a $19 billion German chemical and consumer goods company uses their core values as the
foundation for their mission:
“We put customers at the center. We value, challenge, and reward our people.
We drive excellent, sustainable financial performance. We are committed to leadership sustainability.
We build our future on our family business foundation.”

“Values should be Actionable, Dinstinctive,
and Linked to Results.” Sull et al., MIT, July 2020

In a recent MIT Sloan review
article, the authors report a very
low correlation with stated core
values and actions. This would
indicate companies are either
simply aspiring towards the stated
values or they are not behaving in
accordance with their stated
values.

We would love to hear how you have listed, defined and operationalized your Core Values.
Let us know at Jason@Insperoteam.com
Ver 21.6
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Inspero Leadership Continuum Series
for the Central Texas AGD
Session 1 rescheduled for October 8
General info at:
Inspero Leadership
Register at:
CTAGD

RLF&A Events:
ASP – October 21-23
Advanced EI – November 12-13
Check out the recently updated:
frazeronline.com

See Ryan at the AADP
Members Only Meeting in
October for an interactive
round table discussion

If you are in the Chicago Area:
Jason will be speaking for the
Chicago Dental Society
Kenwood/Hyde Park affiliate on
October 5th!

September:
RLF&A NSC 20th
October:
Kenwood Hyde Park CDS

CTAGD Session 1
RLF&A ASP 1
AADP Roundtable
November:
RLF&A Advanced EI

Tame The Lizard
Recording Available soon!

Find us:
www.insperoteam.com
Facebook
Instagram
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