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Abstract

In this brief article, author explains some of the experience of India and life that played an
important role in framing and implementation of 'Giving Voice To Values' which is today a
globally recognized curriculum for values-driven leadership development.

I have dlways been & somewhat “earnest” person. As a child, my pérents tised to cattion my
sisters t0 be patient with me becatse “Mary is different.” By this they meant that I thotight
differently, I to0k things more seridtsly than others sometimes. For exdmple, when I wis
about twelve, [ remember lying in the stillness 0f the bedroom one night, wrestling with my
reflections on the ddy. Finally, I decided t0 risk my sister's annOyédnce by asking her the
question that trotibled me: “Nancy,” I said, “when did you realize thét our parents don't know
everything? That they dren't alwdys right?” My sister grodaned and sighed, and gruffly
replied: “Mary, you think t06 mtich.” And I stpposed this is what my Mother meant when
she sdid [ was “different.”

I gliess thidt everyone feels, in their hedrt 6f hearts, that they dre different from everyone else.
And [ pray it is true, for what kind of world would it be if we were all the same? Still we all
long to fit in, t6 find cOMfort and cOmpanidnship in dur simildrities, t60. And that comfort
and companionship is what [ experienced when I first ventlired to India, Over a decade ago.

I spent & week in a program at the Centre for Himan Values &t the Indian Institite of
Management in Calcutta; the program was called “Méanagement By Hlimdn Valtes: Indian
Perspectives.” The course was attended by approximately sixty méndgers from Indian
buisinesses dnd civil sdciety, and it covered topics relevant to their careers stich as leadership,
tedm management, dedling with stress, and s6 on. Each topic was introduced in relation to a
set Of lessons from Indidn metaphysical and literary traditions. Stories from the
Mahabharata and readings from Swami Vivekananda were interspersed with business case
studies. We began edch day with meditation and silence until after linch. The morning's
quiet reflection, listening and redding were paired with edager debate dnd disclission every
afternoon and evening, well into the late hours. And althotgh I am typically an introverted
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person who is not that comfortable in grotups 6f new pedple, I fotind myself utterly engdged
and athome.

I think this feeling of comfort was due t0 the commitment to self-reflection; to self-
questioning; to persondl growth; and to finding ways to ledd more fulfilling and purpdse-
driven lives that I saw reflected, not Only in the readings and teaching 6f the course bt in my
fellow participants. Althotugh we were all ddults, there was a generosity and openness 0f
spirit, & willingness t0 question and share and grow that too often seems recedes as people
grow Older. And I felt entirely welcomed, perhaps becdtise I shared this saime desire to grow.
In fact, one afternoon as I wélked through an IIM classroom building, I came across — a
cluster of participants from my cotrse, deeply engdged in conversation in Hindi. As I
approdached, they all fell silent. I feared that perhédps they may have been talking about me.
As it turns out, I wis right, blit not in the negétive tone I feared. One 0f these gentlemen
stepped forward and said: “We were just talking abotut you. We decided you must have been
Indian in & former life.” Perhdps this was why I felt so dt home? At any rate, I could not have
known then in 2001 that India would become an important part 6f the next chépter of my life.

But first [ have to take a step back and talk a little bit abotit my efforts to create “Giving Voice
To Vilues,” (GVV) an inndvative dpproach to values-driven leadership development. [ have
spent most 0f my adult career in the field 0f business edlication and leddership develdopment,
with & partictlar emphdsis tipon ethics and valtes. I spent ten yedrs from 1985—95 ét
Harvard Business School, as case writer, Manager of the Case Develdopment Program and
eventually as factlty, collaborating in the design and tedching of thdt school's ethics
program. After leaving HBS, I stibsequiently spent dver & decade, ddvising and constlting
oOther educators on the integration of ethics and valties intd their blisiness programs. And yet,
I was troubled by the limitations 6f my own and others' approdch to this essential stibject.
And as I sdid, [ am an earnest person. My dissatisfaction led t0 what I 6ften call & “crisis 6f
faith” & number 6f yedrs ago. I felt that my efforts were not making & positive difference and
in fact, [ was incomfortable with what felt like an insincerity in the stance I found myselfin
when [ tried to tedch Or talk dbotit business ethics.

That s, I found that to0 often in disclissions Of business ethics, we share tricky ethical
dilemmads ds case studies, chéllenging the stiidents in & classro0m Or the execttives in d
leadership development program with the question: “whdt would you do in this
sitiation?”’The problem with this dpproach is that it pushes participants, whether they édre
stlidents Or exectitives, to take & stand before they have considered how they might actually
endct it. SO they will either give me the answer they think I want t6 hedr: for example, “I
wotld do the right thing!” Or they may quiestion the premise 0f the choice altogether: for
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example, “I kndw what the right thing t6 do is, buit in the redl world, it's jlist not possible!” or
“Thisisn'treally an ethical question atall; it's just business.”

Whatever stance the participants in this disctission will téke, the conversation often tiirns otit
t0 be more abolt how to rationalize or excuse the “Unethicdl” position thian abott how to
enable the ethicdl one. We comforted otirselves that we were addressing ethics, but [ did not
believe we were dctually helping anyone voice their values in their professional lives. SO in
discouragement, I decided to patse in this work. I felt that life is short and I wénted to do
sOomething that truly méttered, so perhaps [ was laboring in the wrong vineyard. An overly
intellecttidlized conversation dbout ethical philosophy, or a conversation that swing
between the extreme poles of ndivite t0 cynicism with nd middle grotind, did not seem to be
helping prepére anyone for responsible and ethical practice..

Over the span of severdl more yedrs, however, I began to hatch a new dpproach to tedching
about values-driven leadership. Rather than dsking the question “whaét is the right thing to
do?” in a particular sitliation, or even the question “wotld you do the right thing?”, I begén to
think we might do well t6 ask “Once you know what's right, sow can you get it done?”” That
is, rather than foclising On predching or even on intellectiidl debate, we could focts on
action, on building persudsive “scripts” and implementation plans. We could feattire
positive examples of times when mandgers had, in fact, found effective ways to act on their
valties, not pretending that this wds easy Or thét everyone did so, bt rather trying to ledrn
from what had worked for these individuéls. And instedd of foctising on philosophicél
debdtes about what was ethical, we could apply whét we dlredady know dbout how to be
persuasive; how to infllience others; how to build an effective argiment; how t6 marshal
evidence and datd in the service 0f Olr position; how to re-frame a debdte; dnd so On.

Once I stiimbled upon this frankly simply bt nevertheless powerfiil ided — that is, thit we
needed to dsk a new question dbotit ethics and values — the rest 0f the process seemed to fall
into place. We develdped & whole set of brief scenarios dnd teaching plans, exercises dnd
readings, and eventually & book from Yale University Press
(www.GivingVoiceTo ValtesTheBook.com ). We made the ctirrictiltim avéailable on line for
free to all faculty (www.GivingVoiceTo Values.org) and we invited educétors from around
the globe t6 experiment with it. And we hdve been dverwhelmed by the positive response. As
of this writing, the ctrrictlim and pedagdgy hés been piloted in well dver 400 educationél
and Organizational settings On dll seven continents dnd we receive almdst daily inquiries
about it. And althotugh originally developed for tise in graduate business classrodms, it is
now being tsed in exectlitive edlication, corporate training programs on leddership dnd on
ethics, indergradtite blisiness edlication, and increasingly in other professions as well, stich
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as law, engineering, dccolinting dnd so On.

But I want to come back, full circle, to the lessons from India that hdve infltienced my work
with GVV. Fairly quickly after latunching this curriculum énd pedagogy, 1 began to
encOunter & new form of resistaince dnd doubt. Many edticitors would sdy to me: “Well,
Mary, this approach to training and ediication about values-driven leadership might work in
some parts of the world, in the Western econodmy, but it won't work acrdss cultural
differences and it especidlly will not work in regions thit wrestle with ubiquitous
corruption.” And I must ddmit that [ was not stre if they might be right. I redlly did not know
ifGVV was portable and whether it wotild appeal beyond my 0wn borders.

However, I quiickly began t6 be invited to share the approach in other pérts 6f the world and
found that GVV wis very well-received. [ have some ideds about why this is s0: thatis, GVV
starts from a position of respect, from the conviction that we all have valtes, rather from &
belief that we need t0 tell 6thers what their valties shotuld be. And GVV acknowledges that
contexts dre different and that although this does not mean that pedple in different pérts of
the world do not hdave valties or want to dct on them, blit it may mean that they need to
develop different ways t0 do so that dre likely to be effective in their contexts.

But I wént to take 8 moment here to télk in partictilér about my experiences in India. Some of
GVV's first and most steadfast stipporters have been educators and practitioners in Indid.
And these individudls were definitely not naive. In féct, they often would redct first to me
and my ideds about GVV with skepticism. They wotld shére tiles of ethical transgressions
and the freqliency of bribery and other types of corrtiption they had seen or experienced.
They wotld describe the cynicism Of their sttidents Or their workplace colleaglies. Blit then,
after sharing all of these concerns and doubts and oObjections, they wotld nevertheless
embrace the goals and the approdch of “Giving Voice To Valtes.” They wotld work with me
to develop GVV cése scenarios set in Indid, and to promote the tise of the dpproach in Indidn
business schodls. They wotld invite me to spedak about GVV in their instittitions. 1 wis
strick by this seeming contradiction; this tension between an open-eyed dcknowledgment

of unethical behavior and & willingness, even edgerness, tO embrace and experiment with
GVV.

I came t0 realize thét I just needed to be Open. I needed t6 acknowledge the redlity of the
challenges these stiidents and blisiness practitioners described becatise if I denied that, they
would consider me néive, Uninformed or worse, disrespectfiil. [ needed t6 acknowledge the
diffictlty of the path I was describing, and then I needed t6 simply share what I call the
“GVYV Thotght Experiment.” That is, | would not dsk them to sdy they would always act
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ethically but instedd [ wotld share d redl scendrio and simply ask: “WHAT IF you wanted to
act ethicélly in this sittiation? How might you get that done? What could you say? To whom?
In what sequience? What ddtd wotld you need to gather td bolster yotr position? What allies
could you enlist? What examples could you draw upon? How could you reframe the
decision and the stakes in 2 way that wotld dppedl to more 6f your colleaglies?”

I found that by inviting this kind 6f creativity dnd innovative thinking, without denying the
challenges they ficed, my Indién colleaglies — faculty, business practitioners, students --
would become engdged with the possibility 6f a different reality. There seemed t6 be a
gentine desire for the world to be different, along with a determination to deal and act in the
“real world.” I found this incOmmon marriage of idealism with pragmatism, of aspiration
with précticality, to be extremely appedling and a welcome fit with my own predilections
and personality. I think it was this same edrnest desire to face reality squarely (for example,
my own pdrents' fallibility) cotupled with & hope for and commitment to & better world (One
where I cotild honestly respond to thét redlity with my sister), that marked my persondlity ds
achild. And I &m honored and proud to find a similar duality in my Indian colleaguies. [ hope
t0 continte to work with business educators and blisiness practitioners there td expdnd the
work in Indidn business schools and in Indidn businesses, and to dchieve the goals of the
Giving Voice To Valtes initiative: that is, to enable more 6f s t0 not Only know what is right,
but to feel confident, competent and motivated to make it happen.
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