Practical Blueprint for
Determining Core Values,
Mission and Vision
Plus, Bonus Checklist: Five Signs Employees are Not Engaged
and Research-based Actions to Fix Them
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How to Identify Core Values and Build
Compelling Mission and Vision Statements for
Your Organization
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Welcome!!
This Values, Mission and Vision Blueprint will help you focus on a clear path to:
✓ Establish a foundation of deeply held ideals, principles and beliefs
✓ Confirm your purpose and primary objective
✓ Identify an inspiring view of your desired future
Or, you can also use this blueprint to perform a
check-up on your existing values, mission and
vision.
Either way, it is designed to organize your thoughts
along a logical path and maintain focus on what’s
important about building or refining these
necessary business attributes.
Before you begin, take a few minutes to look
through the entire blueprint. This will help
familiarize yourself with the overall flow and what
to expect next as you complete each section.
Then, complete the sections in order instead of
jumping around. This will ensure the right fit
between values, mission and vision for your
organization.
More importantly, communicating the right set of
values, mission and vision enhances the awareness and connection of employees and other
stakeholders to what’s important. This enhances engagement and delivery of the customer
experience you desire.
And, if you become stuck or have a question, please contact me at 630.882.9107 or
markj@performadvisors.com.
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To your success,
Mark James
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Employees need to know
what is important and why.
“Only 42% of employees know
their organization’s vision,
mission and values.”

How Values, Mission and Vision Affect
Employee Engagement and Create Value

– Human Capital League

Your organization’s Core Values are deeply held principals or ideas. They describe who you
are and what you stand for.
People and organizations express their values through their behavior.
Values and behaviors drive culture. Culture drives employee fulfillment. Employee
fulfillment drives a positive customer experience. A positive customer experience leads to
value creation.
Values, mission and vision should tell employees what is important about what they do and
why it matters.
Values, mission and vision are the
“voice” of your business.
The voice that tells customers
what to expect from your
business.

Page

3

That is why employees must fully
understand and know how to
speak and deliver the voice of the
business to your customers.
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Define Your
Values, Mission
and Vision in
Three Steps

This blueprint is designed as a self-directed way to confirm your organization’s core values
and then build mission and vision statements that are precise and easy to understand.
Simply answer the questions and complete the three templates found on the following
pages.
Follow these tips to make your final selections powerful:
✓ Brevity and believability are key. Avoid long-winded copy and platitudes that come
off as hollow
✓ Incorporate feedback and ideas from employees and your management team.
They have insights you might miss
✓ Demonstrate that you clearly understand your customers’ needs and desires
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✓ Compose options and refine them until you have a clear consensus among your
leadership team and employees
✓ To further involve employees and validate your thinking, I highly recommend you
do a reality check using the Value Ranking and Vision Rating exercises on pages 13
and 14
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Core Values…are
the Foundation.
Your Company’s
DNA

1. What are the deeply held principles and ideals of your organization? What do you believe
in? (Use key words or short phrases only)
_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________

2. What is not negotiable about what your business does or how you do it?
(Use key words or short phrases)?

_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________

3. What stories do you have about how the company is living these principles, ideals and
beliefs?
_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________

Page

5

_____________________________________________________________________________
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Describe your business’
DNA: What is important?
What do we believe?

Define Your Core Values

Use answers from previous questions to develop your organization’s core values.

Important!!
✓ Use key words or short phrases (3 - 5 words)
✓ Limit list to 4 - 6 most important values

___________________________________
_________________________________________
_________________________________________
_________________________________________
_________________________________________
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_________________________________________
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Mission…is Your
Purpose and Primary
Objective. The Present
Leading to the Future

What is your purpose
and primary objective?

Define Your Mission

1. List up to five things that describe what your company does:
________________________________________________________________________
________________________________________________________________________
________________________________________________________________________
________________________________________________________________________
________________________________________________________________________

2. Describe how your company does these things:
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________

3. Who are your customers?
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_________________________________________________________________________
_________________________________________________________________________
_________________________________________________________________________
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4. What specific pain(s) do these customers want to avoid or desire(s) do they want to
achieve?
_________________________________________________________________________
_________________________________________________________________________
_________________________________________________________________________
_________________________________________________________________________
_________________________________________________________________________

5. List how you are different from your competitors. What makes you different from them?
_________________________________________________________________________
_________________________________________________________________________
_________________________________________________________________________
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_________________________________________________________________________
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“A written declaration of an organization's core purpose
and focus that normally remains unchanged over time.
A mission is something to be accomplished.”
– www.businessdictionary.com

Build Your
Mission Statement

Use your answers from previous questions to complete the underlined prompts in the Mission
Statement template below.

Important!!
✓ No more than three sentences
✓ Avoid unimportant things and aspirational language

We will action verb (e.g., deliver) what we do
to help who are your customers action verb (e.g., avoid) specific
pain point(s)
or action verb (e.g., achieve) specific desired outcome(s).
We do this by how you do it.
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We are different because of things(s) you do others don’t.
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Vision…is Your
Long-term Desired
Future. Where Do
You Want to Be?

What is your long-term future?
Where do we want to be?

Define Your Vision

While your mission describes your core purpose in the present, your vision is aspirational. It
should be forward-looking and describe the future to be achieved by pursuing your mission.
1. What best describes your desired future state?
____________________________________________________________________________
____________________________________________________________________________
____________________________________________________________________________

2. Will your accomplishing your mission lead to your desired future state? How?
____________________________________________________________________________
____________________________________________________________________________
____________________________________________________________________________
3. Can you realistically achieve this vision?
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____________________________________________________________________________
____________________________________________________________________________
____________________________________________________________________________
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4. Is your vision genuine and believable? What language will convey genuine and believable?
____________________________________________________________________________
____________________________________________________________________________
____________________________________________________________________________
____________________________________________________________________________

5. Does your desired future state inspire a call to action to employees? Describe this call to
action.
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
6. Does your desired future state express the voice of the whole business and not its individual
parts?
__________________________________________________________________________
__________________________________________________________________________
__________________________________________________________________________
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__________________________________________________________________________
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“An aspirational description of what an organization would like
to achieve or accomplish in the mid-term or long-term future. It
is intended to serve as a clear guide for choosing current and
future courses of action.”

Build Your
Vision Statement

– www.businessdictionary.com

Use answers from previous questions to complete the underlined prompts in the template
below to build your Vision Statement.

IMPORTANT!!
✓ Use genuine, believable, inspiring language
✓ Avoid idealistic words, “corporate speak” or faddish buzzwords
✓ Keep is short
✓ Express a sense of urgency and call to action

Inspired by 1-2 of your core values,
we will action verb (e.g., achieve) your desired future state,
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by how you will get there.
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Do your values describe the truth
of how your business acts today?

Values Ranking Exercise

Reality Check!!
✓ Confirm your values in action
This exercise will help you gauge the perceived importance of your stated core values and
whether they are being enacted.
1. List values on index cards (1 per card)

2. Assemble small groups of employees (10 maximum) from different departments/functions

3. Rank Preferred Values – Pass cards around and ask employees to rank the importance of
each value (card) to the business as follows:
o 3 = Value is very important
o 2 = Value has some importance
o 1 = Value is least important

4. Rank True Values – Pass cards around again and ask employees to rank the level of action
being taken on each value as follows (focus on actual behavior, not aspirations):
a. 3 = Value is fully enacted
b. 2 = Value is partially enacted
c. 1= Value is hardly ever enacted

5. Gather cards and look for values with a Preferred Rank = 3 and True Rank = 1 or 2
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6. Discuss the discrepancy between preferred and true and isolate causes
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Does your vision accurately reflect your core
values (who we are) and mission (what we do)?

Vision Rating Exercise

REALITY CHECK!!
✓ Is the vision aligned with core values and mission?
✓ Can the vision be achieved?
This exercise is designed to verify understanding of the vision and whether it is aligned with
core values and mission.
1. Assemble small groups of employees (10 maximum) from different departments
2. Distribute cards showing vision statement, core values and mission statement to each
employee in group
3. Ask group to rate the vision statement using these four criteria:
Vision Criteria 1 – Does our vision statement reflect our core values?
3 = Vision fully reflects company values
2 = Vision reflects some company values, but not others
1= Vision barely reflects company values
Vision Criteria 2 – Is vision statement clear and easy to understand?
3 = Vision is completely clear
2 = Vision is somewhat clear
1= Vision is not clear; it’s confusing
Vision Criteria 3 – Will accomplishing our mission, move us toward our vision?
3 = Yes, our mission moves us toward our vision
2 = It is not clear our mission will move us toward our vision
1 = No, our mission will not move us toward our vision
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Vision Criteria 4 – Can company realistically achieve this vision?
3 = Yes, company can achieve this vision
2 = Maybe company can achieve this vision
1= No, company cannot achieve this vision
4. Gather responses and look for a 1 or 2 rating for each criteria question
5. Discuss these low ratings and isolate causes
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Where You Might Get Stuck

Here are tips for when you might get stuck and not sure what to do:
✓ Use words or terms your customers use
✓ Check your thinking with a trusted person
✓ Keep it short! Long wording tends to dilute what’s important, genuine and believable
✓ Ask yourself: Would someone, who does not know your business, understand what we
have scripted?
✓ Make sure you are expressing the business as a whole; not its individual pieces
✓ Remember that what the business stands for, what it does and the future should all
align. For example, if a core value is “mastery in quality parts”, then your mission and
vision statement should align with how this mastery will help you achieve both
✓ Look for actual stories of how the business is living core values and accomplishing what
it does. Stories can help you determine what to say and the proof
✓ Does what you have scripted sound good when spoken out loud?
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✓ Mission and vision should include ‘why’, not just ‘how’ or ‘what’
✓ Is what you have scripted easy to remember?
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Five Signs Employees are Not Engaged
and Research-based Actions to Fix Them
Trouble Signs

Research-based Actions
✓

Communicate clear, unambiguous, realistic expectations

✓

Create a goal-oriented work atmosphere

✓

Frequently discuss their responsibilities and progress with
employees

✓

Measure morale

✓

Encourage open communication – Lead by example

✓

Demonstrate how employees can influence the organization’s
vision through their input

✓

Foster healthy relationships with them; show they are valued
contributors

✓

Encourage employees to address personal/interpersonal
problems

✓

Help them cope with conflicts

✓

Encourage wellness

✓

Recognize and reward quality performance

✓

Attach positive, personal meaning to their work

✓

Make recognition visible to co-workers, management, family –
Reinforce sense of accomplishment, connection and belonging
to the organization

✓

Monitor how managers are developed, do their jobs, make
decisions and execute their responsibilities

Engaged employees demonstrate four
behaviors:
-Rarely absent
-20 – 28% more productive
-Pay attention to goals and details of
their work
-Actively observe what is going on in
the workplace and with customers
(The Conference Board)
“People join great companies…but
leave poor managers.” (Gallup Inc.)

✓

Make sure managers are helping to set individual priorities and
goals for their employees

Less than 15% of terminations are
result of inability to do the job

✓

Foster team mentality through shared communication and
goals

65-80% of terminations are due to
personal/interpersonal factors

✓

Encourage work/life balance with things like wellness plans,
flexible hours and work from home scenarios

Always Seem Off-Topic
or Off-Task

Chronic Distrust and
Complaining About
Management

High Absenteeism or
“Presenteeism”

Lack of Pride in Work
Decreased Quality

“Almost two-thirds of all employees
are 33% as productive as they could be
because they don’t understand what
they are being asked to do.” (The
Conference Board)

Where trust in management is high,
80% of employees are committed to
the organization. Where trust is low,
employee commitment drops to 25%
(Center for Creative Leadership)
80% of employees dissatisfied with
their manager are disengaged (Dale
Carnegie)
Stress causes:
-1 million missed work days…every day
(American Institute of Stress)
-85% of workplace accidents
-51% of people to say they are less
productive at work (American
Psychological Association)

Additional Sources: Eric Ward, PsyD.; Harter & Adkins, Harvard Business Review, April 2015
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High Turnover

Facts & Figures
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