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Those who talk only of people are small-minded;
shun them.
Those who talk of events are thinkers;
listen to them.
Those who talk of ideas are leaders;
follow them.
William L. Simon
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We were born to manifest the glory of God
that is within us.

It is not just in some of us; it’s in everyone.

And as we let our own light shine, we unconsciously give
other people permission to be the same.

As we are liberated from our own fears, our presence

automatically liberates others.

Anonymous



Values Under Fire:
The Pepsi Case

A crisis will quickly test the strength and fiber of any orga-
nization. About lunchtime on Thursday, June 10, 1998, in
the midst of its peak selling season, the Pepsi-Cola bottler
in Seattle recetved a jarring phone call that would echo
across America and explode into an international news
event.

Taking the call was Carl Behnke, CEO of Alpac Corporation.
On the other end of the line was a newsman asking for a state-
ment. Behnke was alarmed to learn that a distraught 82-year-
old man said he had found a hypodermic syringe in a can of
Diet Pepsi. As Pepsi’s regional bottler for the Northwest, Alpac
was in the direct line of fire.

Yet Behnke knew it would be virtually impossible for a for-
eign object to get into a can of Pepsi at the plant; even a dis-
gruntled employee would be hard put to defeat the processes
and protections.

You know the claim is a phony, you know an investigation
will prove that the person who says he found the object is curi-
ously mistaken, seriously disturbed, or committing blatant
fraud. So what do you do? Stonewall? Put out a first-strike
press release arguing the claim is impossible?

A descendant of the Skinners, who were, like the Nord-
stroms, Weyerhausers, and Boeings, one of the original Seattle
families, Behnke lived with a deep commitment to his commu-
nity. And he remembered all too well how ineptly Exxon had
handled the Exxon Valdez oil spill just four years earlier—so
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badly that public antagonism had forced the company to sell its
retail gas stations in the Pacific Northwest.

Now it was Behnke’s turn to react; without warning, he had
become a celebrity, and it looked as if this unwelcome spot in
the limelight was going to last a good deal longer than Andy
Warhol's promised 15 minutes.

In the years since taking over as president of Alpac, Behnke
had sought to build a company with a social conscience. One
morning in early 1990, after he had learned of the work of our
consulting group, he had challenged his senior team to join in
taking the company on a journey toward a “Heroic Environ-
ment.” The cost of the effort was projected to be two cents per
case of soda, and he asked, “Will we get two-cents-a-case worth
of value out of investing in a process based on Shared Values?”
Saying “No” to Carl Behnke once he had decided on a course of
action was always hard—his personal charisma went far in win-
ning people to his view. That morning he had put the question
in financial terms; at a cost of only two cents a case, no one
could turn the proposition down. We soon began the process of
bringing all Alpac employees to the practice of Shared Values.

Forty-two months later, when the crisis hit, the executives
got an unmistakable confirmation that they had made the right
choice in beginning that journey.

Two of the eight basic Shared Values defined the ground
rules here: Put the interests of others first, and Treat others
with uncompromising truth. To CEO Behnke this meant, “We
had to operate under the premise that the tampering could
have happened in our plant until we could prove differently.”
The company immediately notified the Food and Drug Adminis-
tration, but Behnke recalls the FDA people “were perturbed
that the consumer’s lawyer had told the story to the press,”
fearing the report might trigger copycat complaints.

The next day around 3 p.M., another customer reported find-
ing a syringe, this time in a can of Mountain Dew that had been
produced months earlier-—making it almost certain this was ex-



VALUES UNDER FIRE XXI

actly what the FDA had feared, a copycat claim. The individual
approached Alpac directly, suggesting the contact be kept
quiet, but Alpac recognized its obligation to alert everyone im-
mediately: the crisis would not be handled behind closed doors.
Together the company and the FDA prepared a joint advisory
recommending that consumers pour their Diet Pepsi into a
glass before drinking it; Behnke asked to take the lead role in
informing consumers, and the agency agreed. That evening
Behnke went on TV, live.

Why would Alpac executives alarm their own customers like
this? Simple: they were putting consumer safety and the inter-
ests of others first, as their corporate shared values required—
despite knowing there was only one chance in a million, a
hundred million, that the reports could be true.

With the second report, the FDA sent in a team that em-
barked on a thorough examination of the plant, production
records, and quality-assurance processes. Meanwhile a flood of
press calls began to pour in. Alpac fearlessly threw its doors
open, inviting reporters and TV crews to tour the plant and see
for themselves the process in which each can is turned upside
down, blasted clean with a powerful jet of air or water, turned
back up, filled, and closed-—all within nine-tenths of a second.

The Pepsi scare quickly hit the headlines coast to coast as
60 people all over the United States filed reports of syringes in
their soft-drink cans. Over the next several days, sensationalist
coverage led the network evening news programs. Nationally,
Pepsi-Cola lost $25 million in the first week alone.

But the tone of the stories changed just as quickly, as the au-
thorities, including FDA commissioner David Kessler, began
making comments favorable to Pepsi’s quality assurance and
commitment to protect consumers. The national media, not
usually known for a pro-business stance, weighed the evidence
and began asking questions about the validity of the consumers’
claims. Soon newscasters were reporting arrests; in time, some
60 reports would prove to be fraudulent.
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What caused the press to turn around so quickly and be-
come advocates for Pepsi-Cola? Pepsi had handled the situa-
tion heroically, in an open, forthright manner, valuing the public
interest and safety above company prestige and financial inter-
ests. And public support rebounded quickly: within a week,
sales were up by 800,000 cases nationally; Pepsi sales for the
Fourth of July week set a record for the year, while PepsiCo
stock went up more than a point. Carl Behnke and his organiza-
tion were seen as honorably responsive.

The PepsiCo attitude was summed up by corporate CEO
Craig Weatherup: “Public safety was paramount to all other
concerns. Our strongest allies during the crisis were honesty
and openness.” Values, not tactics, had ruled the actions of the
company and its people. In the end, what mattered most was an
ingrained organizational commitment to Shared Values.

Advertising Age called the incident “a textbook case of how
to come through a PR crisis,” and the company was even
lauded by the FDA for its handling of the situation. Pepsi-Cola
corporate received accolades on the floor of the U.S. Congress
as well as a national consumer award for an excellent example
of corporate citizenship.

PepsiCo had lived up to its vision statement, which includes
the words “We will be . . . guided by Shared Values.” An outside
observer, not knowing about Shared Values and the power val-
ues hold, could have believed in the early hours that the crisis
could go either way. Indeed, it could have been another Exzon
Valdez.

John Eastham, then president of Alpac’s outside public rela-
tions firm, vividly remembers those terribly stressful days and
has his own answer for the reason it turned out as well as it did:
“Like Alpac, we had brought the Shared Values philosophy into
our firm and it gave us the guidance. For Carl Behnke and me,
there was only one answer: telling the truth. When values lead
your actions, decisions are easy.”



Preface

In a time frame just short of a decade, tens of thousands of peo-
ple around the world have accepted that working in a Heroic
Environment can boost productivity and profitability while cre-
ating a workplace with positive feelings about individual contri-
butions and the ways that individual employees relate to
others. These people now work in energized surroundings
where positive values are widespread and where successes are
enthusiastically shared by all.

We call this a Heroic Environment because the idea of
putting the interests of others first is a concept virtually unique
in the workplace. It is a Heroic Environment because self-
expression, a can-do attitude, and a passion for playing at the
top of your game are the expected behaviors instead of a sur-
prising exception.

WHY COMPANIES FAIL TO PROSPER

A wise man suggested that the best working definition for in-
sanity was “continuing to do the same thing you have always
done while expecting a different outcome.”

Not seeking new and improved ways to handle your organi-
zational challenges puts you in a high-risk situation that could
ultimately force you out of business. Even for a publicly funded
or nonprofit organization, once you lose the ability to serve the
customer, the marketplace will turn away from you.

Think that sounds overly dramatic? Take a look at the statis-
tics. Fortune magazine has been keeping records on the top
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500 U.S. companies since 1950. In that half-century, only 11
percent of the original 500 companies still exist under their
own banner. The others have been driven out of business or
have merged with a stronger, more dominant player.

And what was the one common denominator that destabi-
lized these once-outstanding organizations? In almost every
case, it was an internal malaise that quietly undermined the vi-
sion, flexibility, and culture of the company. A people problem
was the iceberg for these Titanics.

Ten years of watching hundreds and hundreds of organiza-
tions, large and small, try to remake themselves should have
sent a clear message to business leaders who have been putting
their trust in programs like Total Quality Management, reengi-
neering, rightsizing, restructuring, and culture change. If
you've been in the business world for any period of time, you've
seen your own organization buy into an assortment of programs
and interventions aimed at improving morale, enthusiasm,
teamwork, sales, quality, creativity, and conflict resolution.
Each was hailed as the silver bullet to slay the demons keeping
your operation from achieving the success that seemed just be-
yond grasp.

Repeatedly the message went out, “If only we all embrace
this new program, everything will be improved.” And each time
another new banner was displayed in the lobby, the implicit
promise was that by acquiring the right set of work habits, by
adopting the right approach to knowledge, by correcting every-
one’s thinking, emulating a ninja-warrior philosophy, or intro-
ducing the right reengineering strategy, the people of your
company would be saved and the business would prosper be-
yond imagination. But it was the corporate version of the cult
mentality, a setup for repeated failures.

Many of these programs did bring results, albeit modest
ones. But almost always they have left the companies still want-
ing a cure for a range of remaining distresses. Unless the
changes were begun with a focus on people at every level, the
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efforts to remake or transform the business in the hopes of com-
peting more effectively have met with disappointing results.

THE EIGHT HEROIC VALUES

More than ten years ago, I began leading a team on a quest to
find the reason that organizations were not reaping the reward
of established training. We set out to answer a simple but chal-
lenging question:

What do people want in their work environment to be more
productive and to perform at the top of their game?

Our team spoke to and interviewed dozens of business peo-
ple, HR professionals, instructional designers, business consul-
tants, training companies, researchers, business leaders, CEOs,
organizational development specialists, and business journal-
ists. We scanned the libraries for every scrap of pertinent data
and haunted bookstores for new thoughts and ideas about what
people wanted in order to become more productive. After all
the searching, we knew that no person or organization had a
satisfactory answer.

Finally we stumbled upon a research project that had begun
at the University of Chicago, in which the team had collected 17
million surveys of workers in 40 countries around the world on
what people wanted in their work environments to be produc-
tive, creative, fulfilled, and competitive. The data outlined what
it would take for everyone in an organization, regardless of the
job or industry, to play at the top of his or her game.

We asked, “What are the components of the work environ-
ment that people want?” The answers were right there in the
database: eight items that we have since come to call the eight
Shared Values. Yet we almost missed the significance; the list
seemed too easy, too obvious—almost like sitting down with a
zealous Bible student and asking, “What are the virtues the
Bible teaches us to practice?”



XXVI PREFACE

Luckily we realized the significance: these eight Shared Val-
ues revealed what 17 million workers had said they wanted in
order to feel fulfilled in the workplace. And our nearly 100,000
surveys since then, with employees, managers, and corporate
executives, confirm those original findings. The eight values
come not from the musings of some management guru, but
from the people in the workplace themselves. We eventually
came to realize that if the list seems obvious, the reason is en-
tirely valid: what employees, managers, and executives sense
they are missing grows out of fundamental human needs that
are virtually universal.

THE SHARED VALUES ENVIRONMENT

When the process of instilling Shared Values is launched in an
organization, at first almost everyone assumes it will be just an-
other flavor-of-the-month management program of short life
span. They soon discover it is not a program, and is not short-
lived.

The carefully designed process of sharing values allows peo-
ple for the first time in their work experience to purposefully
and carefully challenge the context of their work environment
instead of placing blame, pointing fingers, or trying to “fix” peo-

e e i

e M



PREFACE XXVil

ple as they have always done in the past. When you systemati-
cally examine the subject of Shared Values within the context
of what you do, and invite everyone regardless of rank to do the
same, the discussion changes dramatically. Individuals who
have regularly sat on the sidelines become fully engaged; peo-
ple who have remained silent are heard from; and leaders and
managers discover that their people have capabilities never be-
fore recognized or imagined.

With Shared Values, the transformed behavior results from
how people at all levels take charge of problems. People come to
realize that they are the instruments of change, that if they wish
others to behave in a certain way, they must first model the de-
sired behavior themselves. This one aspect of Shared Values
does more to change the work environment than anything else.

With Shared Values, constructive conversations replace old
political one-upsmanship patterns and manipulative promises.
Behaviors of recognition and respect couple with responsible
inquiries into root causes, as people seek to proactively elimi-
nate problerns.

The values of an organization are in essence not what we say
they are. The values of an organization are how people behave
every day. Behaviors in a Shared Values environment are
judged by fellow employees, management, and the company’s
customers.

Experiences and stories from the leaders, managers, and
people in organizations that have adopted Shared Values sug-
gest some important lessons. They report how Shared Values
has changed for the better just about everything in the way
they conduct their lives and their businesses. They describe
feeling more in control of their interpersonal relationships,
goals, objectives, and organizational strategy, and report with
some pride that customers and family members notice the dif-
ference. And they report that people within their organization
who had been unreachable are now enjoying uncommon levels
of involvement and even coming to work with enthusiasm.



