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PAULA: Over the past several weeks, here on MidMorning, we've been taking a look at how some Minnesota corporations are defining and communicating their values. We've heard CEOs and top officers say a strong code of conduct is essential as their companies expand beyond the borders of the United States, as they grow through the acquisition or merger with other companies and as new people take leadership positions. Corporations are under increasing scrutiny by the media as workers' anxiety about job security mounts. More and more consumers make purchasing decisions and investments based on a company's code of ethics, leaving proponents of social responsibility by corporation to point to a bottom line benefit of a strong set of values. But these are turbulent times for businesses as well. Even those companies with the best intentions may be forced by the market place to take some actions that they don't like in order to stay competitive, like laying people off or closing plants. A little bit later in the hour we'll hear what economist Robert Cutner had to say at the annual meeting of the Minnesota Center for Corporate Responsibility, about the difficulties associated with being good guys in a cutthroat world. But first a look at a couple of Minnesota businesses that are redefining and reinforcing their corporate cultures in an effort to stay competitive. Once again, Carol Pine is with us as co-host.

CAROL: Good morning.

PAULA: Carol is President of Pine & Partners, a St. Paul based consulting firm that designs corporate culture initiatives and values clarifications. Joining us are Peter Ritter and Karen Bone. Peter Ritter is Publisher of the St. Paul Pioneer Press and the third generation family member in a leadership position at the paper. The Pioneer Press is part of the Knight-Ritter newspaper chain, which owns twenty-eight dailies across the United States. Over the years, it's won sixty-two Pulitzer prizes and has been named as one of the one hundred best companies in the country to work for. Peter Ritter joined the St. Paul paper in 1992 and has proceeded to shake things up ever since. Good morning, Peter. 

PETER: Good morning Paula.

PAULA: Karen Bone is Chief Administrator Officer at Piper Jaffray Companies. She started at the company in 1976 as a clerical worker and has worked her way up through the ranks to become the highest-ranking woman in the company. She and other top managers at the brokerage firm are working to maintain the culture at Piper Jaffray in the face of growth, competition and the Federal Securities investigation last year. Good morning to you, Karen.

KAREN: Good morning.

PAULA: Carol Pine, what are these folks going to tell us about today? (Laughter) We're talking corporate culture today — now what's the difference between culture and values?

CAROL: I'm glad you asked that. (Laugh) In my opinion the difference between culture and values is quite simple. Culture is "how" we do things around here, the practices. Values have to do with "why" we do the things we do around here. I think it's very important to make a distinction between the core values of an organization and the practices of an organization, because as the market place changes, as competition increases, practices may in fact have to change and need to change, which we will be talking with Peter and Karen about. But the core values more than likely will remain the same or at the very least be reordered in some fashion. 

PAULA: It seems to me that it would be pretty darn tough to change a culture.

CAROL: Well, I have a colleague who has said that changing a culture is like turning a battleship around in a swimming pool. (Laughter) You do it very slowly. 

PAULA: Well, Peter Ritter that's exactly what you're trying to do at the St. Paul Pioneer Press, right?

PETER: Right. We have been working on this probably for about two years now. It's an incredibly slow and many times frustrating experience. I think sometimes we take two steps forward and one step backward, but I think what's important is that you have a vision of where you want the company to go and you move towards that direction. You're going to have roadblocks because people are use to doing things…change is very difficult and we are all to some degree creatures of habit.

PAULA: Especially old crusty newspaper guys.

CAROL: You bet. (Laughter) Peter, when you became publisher in 1992 you told me that there are a number of veterans in the newspaper that sighed a sigh of relief and said to themselves, "Well it will be just like the old days, there's a Ritter back." And the fact is that you've said you are trying to move the Pioneer Press away from its historical practices. Could you reflect on that and what the changes are?

PETER: A history of a company determines, to a large degree, the values of a company. While I hope we are trying to change the culture, we are not changing the essential values where we value the people we have and how we treat them and what the company stands for. We, like many, many companies we're a very hierarchical-structured company with a CEO at the top. And decisions made their way up to the top and then the decision was made and then it moved back down and it supposedly was implemented. I think if you look at companies today, if you were to create a company you would never create that kind of a company. You would create the high tech companies where the people who are closest to our customers are the people who are making the decisions, not the people at the top. But it is very, very difficult to change. It has been difficult for me and a lot of other managers. We tend to revert back to the ways we knew best which was to make the decisions. And so, as I said earlier, it is not a process that you can do suddenly in a year or two it takes a change of lifestyle, it takes a change of habits. And habits are tough to break.

PAULA: It may be difficult for managers but I wonder for employees too. Do you ever run into the attitude of management is just abdicating their responsibility by not making decisions any more, by forcing the employees to come up with all the answers?

PETER: Right. Really, what happens is you get down to an issue of taking responsibility at all different levels as opposed to, the higher up you are in the organization the more responsibility that individual has. For a lot of employees it is the old adage – just tell me what you want me to do and I'll do it. In today's environment, we need employees who will take the responsibility and will have the accountability to do it. 

CAROL: What about the union, Peter? You have a union element in your organization.

PETER: That adds another dimension to it, which I think is very difficult. But in the long run, I think, if the unions can see a benefit where their people are going to be happy, I think there's a way of what I call "partnering with unions". And that's what we're trying to do and it's not easy. We have one of our unions right now who has stopped everything because of some mistakes, and actually it was a lack of communication. Generally, where you fall down is that you do not communicate effectively enough. I think the intent is there where we want to communicate better, but we don't always do that.

PAULA: Explain to me if you would and to our listeners, why it's important for you to change the environment. Wasn't the St. Paul Pioneer Press putting out a decent newspaper and attracting readers?

PETER: Yes. But I think our readers and our customers are changing. They don't want just the news today. Our advertising customers want more than just the traditional ad that appeared in the newspaper. What they want is context today on the news pages. When I say context they want to know how the news is going to affect them. If an event occurred at noon today, you would read about it tomorrow in the newspaper. I would contend that most people whether they've listened to MPR or whether they've watched television or any other radio station has known about that event. But they probably got a small sound bite. How will that event affect them? That's where I think newspapers can do a better job today. Help people cope with the changing world and the changing lifestyle that they're being impacted by. And I think if newspapers can do that, can change the way they write, then I think they have a long and bright future. At the same time, what we need to do is have all of our employees understanding that our customers are readers and advertisers and we need to do everything we can to try to meet the needs of our readers and advertisers and we don't do a good enough job.

PAULA: So you're saying the reporters on the street know what people want to read about, so they should be making the decisions?

PETER: No. But I think what happens is — what we need to do is change the way we're reporting the news, not just saying an event happened and reporting that verbatim. What we need to do is put it into context.

PAULA: What does it mean…what does the event mean to the reader? And that's where you get this team approach to reporting that you're doing now?

PETER: Hopefully, yes. To cover different beats rather than the traditional sports business, metro beats. There are new beats that are really important today. The environmental beat. We have a beat, the 2000 beat. In other words what is going to happen in the year 2000? What is coming along? So we don't have the same old hard-line structure, where we had a police beat where all you did was report on the police blotter…what happened last night, who was shot or what event happened.

PAULA: And the city hall reporter.

PETER: So those are changing. You're not just reporting that kind of information.

CAROL: And that's a change in practice, which is really changing the culture. I believe at Piper Jaffray there's a similar change in practice going on, Karen. Because in the old days of Piper Jaffray you were either in corporate finance, or retail, or money management and none of the three would cross over, but now there's a shift in practices in your culture.

KAREN: Absolutely. We talk about the former state of our businesses. A bunch of individual silos. We're trying to encourage and recognize and reward are movements across and between the various silos so we can meet the total financial needs of our customers, we need to call upon all of our subsidiaries and all of our businesses.

PAULA: What happens, Karen, at Piper Jaffray, and I think that this would be the same question for the St. Paul Pioneer Press, when you do have someone who's been with the organization for a long time? Who's accustomed to doing things in that old way and who has difficulty changing to this new cross-fertilization or the team approach or whatever it might be? Are those people expected to just walk out the door?

KAREN: Absolutely not. I think we try very hard to educate them about all of the benefits and advantages of a new way of looking at work and performing the work. We have certainly some people that have had a harder time. It is much easier to be told exactly what to do. It's much more difficult to call upon your inner resources to intuit what needs to be done, but when you do that it's such a wonderful feeling. You can just see it in the faces of employees when you catch them doing something right and reward and recognize that. But I think it's being very clear about your expectations, which requires managers to be much more clear than they've ever needed to be before in their communications. So it's a tougher management job just as it's a tougher job for all employees.

CAROL: And isn't there, inherently, a loss of control for managers and CEOs and CAOs?

KAREN: That's very true and some are more comfortable with that than others. But I think what you realize soon is that when you unleash all of that power in your team, you can get so much further, so much faster than if you try to control it yourself. It really is much more powerful to give up power, than it is to retain it in a corner office.

PAULA: You know, what some people have said is that, "Well all this talk about empowering employees and giving them more responsibility and making them accountable is all well and good," but then there can often be a second guessing by managers for a decision that a team has made. Maybe about what story to cover or something or how to approach…I don't even know how it works in the brokerage business so I can't use an example there. But it's almost human nature, it seems like, if someone in a position that we have known to be one of power and of supervisory control, to step in and say you know that really wasn't the way it should have been done. Is there management training in that regard as well?

PETER: I think the training is absolutely essential. You can say to somebody, now you have to let go, you have to let people make decisions but if this person hasn't been trained it is not going to work. I think the cost involved and the time involved in training is absolutely essential if you're going to try to change a culture.

KAREN: One of the things that we're doing is re-looking at how we have trained and developed our employees. In fact, at the beginning of this year, we formally launched the Piper Institute, which has become our corporate university, so to speak, and I hesitate to use that word because it implies, to me, a bunch of buildings where a lot of learning takes place. Yes, there are buildings but there are lots of ways that learning can take place outside of a classroom setting. We have consolidated all of our training functions into this Piper Institute. There were four silos, to go back to our earlier conversation, of training, all doing very good work but we felt that we were probably missing opportunities to leverage and cross-fertilize from one training group to the other. So we've consolidated them into the Institute and hopefully that will be a way to more fully integrate the training and development needs throughout the organization.

CAROL: Karen, Piper Jaffray has grown tremendously in the last five to seven years and you're up to eighty offices.

KAREN: Eighty offices and over three thousand employees.

CAROL: Right. A good number of them have only been with the company less than five years.

KAREN: That's true.

CAROL: How do you tackle this issue of preserving the values while communicating how the cultural practices are changing?

KAREN: Well, obviously the most important thing is to hire as smart as you can. We are continually trying to improve our selection tools. But once you get the person in the door, if they're a Piper person so to speak, you do have to be very cognizant, very methodical about letting them know what it is, the culture is, what the values are and how one is expected to operate in the culture. So obviously employee orientation, but here we're back to the job of the manager which is so much more difficult today. You really have to define and communicate what those values are and how those values play out in the workplace and then once you've made that definition and that communication, you have to recognize the right behaviors, the right work styles, the right practices and reward them.

PAULA: I think that's an important point, that I think a lot of people sometimes miss. That changing a culture or redefining it, however you want to refer to it, requires that constant attention. Right. And to say this is right, this is what works rather than to focus on what's wrong.

KAREN: That's very true. And I think that we've tried really hard to instill in our employees is that it's not Tad Piper's job to do this. It's every employee's job. It's not just the managers, it's every single employee and they are all critical in this chain, that we need every link to be strong to be able to serve our customers.

PETER: And mistakes are going to be made, and when they are, in many cases it's probably because a manager has reverted back or done something. It's human nature to say, "Well see I knew it wouldn't work." I think what is important is to sort of step back and consider all the things that really have changed in the organization. Because there will always be some people who would rather go back to the good old days, and whether those are managers or whether those are rank and file employees, you just have to keep moving forward. 

CAROL: Peter, you're working in an industry of professional skeptics, (laughter) that's how journalists are trained to think. How do you show them that what is happening at the Pioneer Press is not so much window dressing that will disappear if they wait long enough?

PETER: Like a lot of companies, I think there has sort of been the rallying cry of the year. I think one of the things we can point out to our employees is that some of the changes we are making — as my editor, Walker Lundy has pointed out — the highs are higher and the lows tend to be lower. And if we can sort of mitigate some of the lows and continue on the highs, we're on the right direction. I think there will always be some skeptics. There will always be some people that would say let's go back and report the news just the way we did before. We are committed to making the change, and I think there are a lot of papers and examples where it is working. And I think the Star Tribune is going through some of the similar things we are at this point.

CAROL: And there will people who opt out in both of your organizations, right? 

PETER: Right. It could be the managers. We will give managers and we'll give everybody an opportunity to go through the change that is so important. At some point there may be some managers, there may be some people who just can't get it and they may have to move on.

PAULA: That sounds kind of harsh and I think that is part of the underlying anxiety that a lot of workers have today. It's that, "Well, maybe I'm not up to snuff, I'm not going to be able to make all these decisions myself and come up with creative ideas that are going to keep the company competitive. And if I can't do that, maybe my company is going to say 'well that's right, too bad, see you later'," which contributes to this insecurity that a lot of workers have.

PETER: I think that goes back to the values of a company, though. Are you treating people decently, are you providing the training, are you providing honest, forthright feedback and if you are, I think the number of people who will fall by the wayside are very, very small.

CAROL: Do you agree Karen?

KAREN: I do agree with that. I think that that honest, open feedback is critical. And I have seen employees who have said, "You know, I just don't want to do this anymore." And fortunately we have a culture and the kind of business where someone may be a manager for let's say five-years, and then they can say, "I'm done being a manager, I want to be a producer again," and that's great for us if they can step back into a different role or move aside to a different role, that's wonderful. 

CAROL: Is there anyone that wants to be managers these days? (Laughter)

PETER: Good question.

KAREN: That is a good question. It's a tough job.

CAROL: Yes, it is.

KAREN: It was easier. Command and control was a lot easier.

CAROL. A lot easier. And that is the way most people grew up and learned how to manage. Either in their business school or they were told anecdotally, that's how you do it. Peter you have said that it would be easier to change the culture of the Pioneer Press if you had a crisis and you haven't.

PETER: That's one of the things that is the most difficult. I think companies that have gone through crises have had a rallying cry. And we have not had that rallying cry. It is a delicate balance between how you say to people, "We've got to change for the long-term best interests," and how you keep from scaring people needlessly. I wish I had the easy answer. I might point out we still have a long ways to go to change our culture. I think our values are good. We don't always practice what our values are, I would say that is not intentional, but changing the culture is something that is going to take years. It will take a long time, but we're committed to do it.

PAULA: I think you have to live with the old adage that a lot of people were raised with as well, if it ain't broke don't fix it. But again, it's because you're looking ahead to the future to determine what the needs of customers and employees are going to be, that you're doing the change. You did have a crisis at Piper Jaffray last year, Karen Bone, did that help solidify the culture, actually?

KAREN: I think our culture, fortunately, was strong enough to enable us to survive that crisis and come out of it not only larger, but a lot healthier. Our clients stood by us, which was very gratifying, but our employees stood by us, too. And they have taken a lot of pride, they have a lot of ownership, both literally and figuratively in the company and I think it's because of that solid foundation of values that the company has been built on. We celebrated our centennial in the same year that we had a lot of scrutiny by the media. I think, while in some ways it was sad that our one hundredth year was marked by such controversy, by the same token that one hundred years in business and the way we chose to celebrate that one hundred years brought us through stronger and healthier than we would have been had we not had that foundation upon which to build.

CAROL: I think the employees had a chance to look back to a hundred years in an organization and say, "What has happened to us recently is an incident, not a trend."

KAREN: Exactly.

PAULA: Well, Karen Bone and Peter Ritter, I want to thank you for joining us on our series on corporate values today, as we are talking about changing cultures and redefining cultures as well. Peter Ritter is Publisher of the St. Paul Pioneer Press; Karen Bone is Chief Administrative Officer for Piper Jaffray Companies. Thanks a lot. 

KAREN and PETER: Thank you.

PAULA: Well, over these past weeks we've been talking about the value of corporate values. Treating employees and customers with respect and dignity, being honest and operating with integrity. Who can deny that those are good and laudable goals? But there is an aspect to this discussion that needs to be addressed and that is that businesses are in business to make a profit. And in an increasingly competitive marketplace, values may be left to simmer on the back burner as management turns its attention to the nuts and bolts of running the business. Robert Cutner — who is Cofounder and Editor of American Prospect magazine, a syndicated columnist on the political economy and contributing columnist to Business Week magazine's economic viewpoint — addressed this issue in an address last week to the annual meeting of the Minnesota Center for Corporate Responsibility. I talked with him at his hotel prior to that speech.

ROBERT: Obviously, corporations ought to follow the law. But beyond that, corporations are substantially creatures of the competitive environment in which they find themselves. If you go back thirty or forty years to a period when there was a lot of regulation, when there were monopolies or shared monopolies, it was much easier for corporations to be good guy paternalists and promise career-long security and do nice things for the community because they had stable profits. Now you take a corporation like that and you put it into an environment where there is much more rigorous competition, both domestically and globally, it's very hard for that corporation to take its eye off the bottom line. While I think these codes of conduct and these concerns with values are good things, it's really not clear how much the corporation can deliver, particularly when the competitive market changes.

PAULA: When we talk about corporate values, I think a lot of people think about that as, "Okay, how does this company treat its employees and its customers as well?" Do you think that that is about the limit of what corporate values can mean?

ROBERT: Well, I'm not sure if it's the limit, but it's what most people care about. That is, if you go to work for a company, your primary concern is going to be whether you're well treated. Your concern is going to be whether your hard work is going to be reciprocated. And my point is that it's becoming harder and harder for corporations to guarantee reciprocal treatment beyond next week or next month. Because they don't know what their competitive environment is going to be, they don't know what their order book is going to look like. And so all of this talk of social compact is a little bit like the sound of one hand clapping.

PAULA: A lot of people have said that it is indeed more up to employees, workers themselves, to chart their own course and not to wait for the corporation to do it for them. Do you agree with that?

ROBERT: I think there are two ways to go with what we've both been saying. One is that the individual internalizes all the insecurity. There is a company called You Incorporated and the rhetoric is you are your own human relation's vice president, you are your own marketing vice president, you are your own training vice president. And it's you as the lone entrepreneur against the world. That sounds a little bit social Darwinist for my taste. I think while it's true on the one hand, if you take you or me as people who are employed, but basically we are freelancers, tomorrow morning somebody could decide that somebody could do your job better, somebody else could do my job better and so you're only as good as your last interview and I'm only as good as my last column. And that's the world more and more people find themselves in. Well, if that's the case how do you temper that? How do you humanize that environment? And it seems to me that you humanize it, first of all, by having an economy that creates more job opportunities, so the job opportunities are plentiful, by having a society that puts more money into education and training so that people are equipped to take the jobs and maybe you need either stronger unions or union-like creatures so that employees collectively have a stronger voice in management. Because it seems to me that it's just too harsh to posit on the one side of the equation, the corporation that's in this cut-throat world and the individual on the other side of the equation who is all by himself or herself competing with every other individual who is his own marketing vice president, his own human relations vice president. That is almost unbearably harsh for everybody but the most aggressive, the most talented because there's always somebody hungrier than you are. And that's not a very nice world.

PAULA: So it almost gets rid of the values that we're talking about, if everybody's out for their own benefit? 

ROBERT: It dissipates the ideal of the corporation as any kind of a community. The point I like to make is that the rhetoric and the aspirations of this whole idea — that corporations should be carriers of values — is completely schizophrenic, it's going simultaneously in two opposite directions. On the one hand, there's all of this business school and management literature that says: it's good business to treat your people well, teamwork, learning environment, total quality management, all these buzz words — which is nice and warm and fuzzy and makes it sound like boy what a great place to work, what nice people, what good colleagues. On the other hand, pink slips, free engineering, downsizing, you're out of here. It's almost like who is the psychologist, Abraham Mazlo, who talked about the hierarchy of needs? Well, the fundamental need is not to lose your job. And being a member of a team where being in a learning environment, although that's nice, is secondary to whether you have a job in the first place. So I think there's a lot of schizophrenia here. I think there are some very sincere, idealistic people in corporations who think that the corporation is a benign presence, ought to be a carrier of values. And I think there are other people in the corporate community for whom this is kind of defensive preemption. We better start talking this game or, Bob Rush will talk it for us, or the government will talk it for us, or the backlash, the Pat Buchanon backlash will impose something on us that we like even less than doing it ourselves. The problem with that is, it's not entirely clear whether they have the running room to do it for themselves. 

PAULA: Robert Cutner, contributing columnist to Business Week and Founder and Co-Editor of The American Prospect. His fourth book, Everything for Sale, the Virtues and Limits of Market will be published later this year. Well, joining us to respond to Robert Cutner's remarks today is Chuck Denny, the now retired Chairman of ADC Telecommunications, but continuing to be very active as a leading board member of the Minnesota Center For Corporate Responsibility. Carol Pine, also with us in the studios today. She is President of Pine & Partners; a St. Paul based consulting company that develops corporate culture initiatives. Good morning, Chuck, and thank you so much for coming in. 

CHUCK: Good morning.

PAULA: Well, here's your cynical view from Robert Cutner, talking about the warm and fuzzy aspect of being nice to folks and operating with dignity…treating people with dignity and respect, operating with integrity, but is it real in today's market place?

CHUCK: Well, it certainly is a far more difficult world, competitively, than we had experienced in the past decades. And because we now have a global competitive world economy, we are faced with competitors carrying lower labor costs, lower capital costs, All of which has made the business community more sensitive to its own costs issues, and that bears directly then on these issues that so involve and concern our employees. But I would respond to Mr. Cutner with the observations that in my experience, the very finest companies, those that have the deepest values over the longest period of time, tend to be the companies that prevail in the marketplace. They are the Hewlett-Packards, the 3Ms, Medtronics, to name a few that are well known to the audience. These are companies that have historically worked very, very hard in developing a strong, a continuing, changing to be sure, but still, a culture that was predictable for all of the employees. And through tough times and good times these companies have excelled. I have seen other companies that are managed purely on a competitive basis, with attention to the bottom line that can do well for short periods of time but ultimately, I love that old expression, that time wounds all heals. (Laughter) And if management is not attentive to a fair concern for all parties, then I think in time there is a reckoning.

CAROL: And isn't it true Chuck, that if a company has good, strong core values, that does not mean that the organization will not make tough decisions? It sounds to me as though Cutner is suggesting that if you have good, solid values that means you're never going to make the hard decisions, and in fact, that has to happen.

CHUCK: Well, I agree Carol. I think in his statement, we must avoid the black and the white. Companies can be concerned for various constituencies, employees being amongst them. But that does not say that the companies can guarantee any one of those constituencies freedom from the scratches and bruises of life. There is just no way to pass through the competitive arena without some nicks and scratches. You hate to see it happen, you do everything you can to avoid it, but it will occur. I think what an employee has every right to believe, first and foremost, is that the corporation will be governed by the principle of fairness. And that simply means again, that when we are in trouble that the pain will be shared, some of us will be hurt, but that all of us collectively will do everything possible to ameliorate or mitigate the damage to any single individual.

PAULA: We had some layoffs here at Minnesota Public Radio last year. And just this past Sunday, there was an editorial written by one of our former producers, Kitty Isley, who spent some time in Japan after she left, studying the workplace in Japan, and said there is not the insecurity in that workforce. There is a real sense of loyalty. And she wrote, "How can American employers get the best from a staff when disposability is the dominant theme?" That there are going to be those nicks and cuts which tend to be among the lower ranks of the workforce. And I think that is a critical question a lot of workers are asking today.

CHUCK: The Japanese example, Paula, is often given as a model of how we should behave. But I think if one pulls back the blanket of the Japanese story, you'll find for every employee who has a guaranteed job in a major corporation, and therefore is theoretically free from the threat of discharge, there are several more employees who are engaged in a subcontractor level. These are in very small firms that rise and fall according to the fortunes of the major companies, and it is at that level that the unemployment takes place. So the story isn't quite as good as it appears. But there is also one other factor, there is a completely different financial equation currently in Japan which allows companies a far longer period of time to address problems they may encounter. They are a part of a large collection of firms that will pool their capital, if you will. That's not a bad concept, in many respects, but of course it's in violation of many of our anti-monopoly laws which we have found to be very beneficial for other reasons. So I'm not certain that the Japanese have found nirvana. I think they have found a safe harbor for a brief period of time. But the very economic forces that are overwhelming us in time will be lapping at their gates and they're going to have to make some changes.

CAROL: Chuck, you said in a recent speech that between 1945 and 1970, of course the United States boomed and bloomed and as a result we have a whole cadre of workers whose expectations may have exceeded reality. Understanding that with global competition being what it is, we are now back producing a GNP that is at the level of pre-World War II. Could you talk about the expectations that may be coloring this discussion?

CHUCK: Well that is the difficult part. Before World War II, the United States with about six percent of the world's population had something in the order of twenty five percent of the world's GNP. Following World War II, when all of Europe and the largest part of industrial Asia lay in waste, our share of the world's GNP was close to forty-five percent — we were still about five or six percent of the world's population. It was in that decade or several decades that many of us began our business careers and I was one of those. We began to assume that this was our rightful share and in fact, we dominated in technology, in finance, in manufacturing, in all ways. That allowed us to effectively pay first world wages to some skills in the United States that were in fact were really third world skill levels. And we all prospered mightily and this became our standard: we will be better each and every day. Today, of course, we are now faced with competitors in Asia and Europe who are equally as good, and in some cases better than we, in certain specialties, and who are demanding their fair share of the world's GNP. Our share now has sunk back to somewhere in the order of the twenty-five percent we had experienced before World War II, and we still continue to have five percent of the world's population.

So we're not able under those circumstances to pay first world wages for third world skills. We feel that deeply. It's a condition we've never experienced, most of us who are alive today. Now our parents, my parents, will remember that, because they went through the Great Depression and they know that it isn't always good going.

PAULA: It's interesting then, that you feel so strongly about a company needing to have a strong set of values. It sounds to me almost as if, "Well we may not be able to pay you and give you the benefits that you might expect but at least we can offer you some decency or decent behavior." Is that what you're saying?

CHUCK: I think that's the sine non qua of the social contract that any and all of us have, if we ask others to voluntarily work on our direction, it is a voluntary relationship and it is based on an implicit social contract. It may not be written, but it is there. Decency is the oil of civilization; really, it gives us that common trust that allows us to exist with others when we know ultimately we may be competing, as Cutner has said, for the same job. But we can do so in ways that are less harmful than others.

PAULA: That social contract in a way is written down though, isn't it? With the Minnesota Business Principles…

CAROL: That has now become the co-principles. Maybe you can describe for us how that all came about.

CHUCK: Well, it's an interesting story. It's attributable really to Bob McGregor, who is the Executive Director or President of the Minnesota Center for Corporate Responsibility. Bob had been a consultant with the International Executive Service Core on a voluntary basis, working in a third world nation where he became aware of the devastating effects of corruption on that nation. It effectively was benefiting a few, as normally happens, but it was causing foreign investors to withdraw their investment or at least to abstain from further investments, which really meant then that the people who were seeking work in that nation were those who were most harmed. 

When Bob returned to Minnesota to head the Center for Corporate Responsibility, he worried that problem through with a number of his directors and this is one of these stories where altruism mixes with reality. The first thought was, "It would be nice if there would be a world code of correct behavior that all of us could follow." The reality is that we began to recognize that in the United States uniquely, we are asked by the Foreign Corrupt Practices Act — a federal piece of legislation — to adhere to far higher levels of behavioral standards than is true in the rest of the world. 

We are prohibited, and rightfully so, from bribing. But this is not the case in other industrial nations of the world. So the second feature of our initiative was, "Well, it would also be nice to have an even playing field, that we'll all behave to a high standard and we'll all do it." We gathered together representatives of seventeen companies, all experienced in international business, and wrote the principles in something less than three months.

CAROL: And these were all Minnesota companies?

CHUCK: All Minnesota companies. It was one of the most fun and interesting projects I've ever participated in, because of the high level of contribution of every individual in a completely non-hierarchical mode of collaboration. At the same time, some of us in Minnesota had become involved with the Co-Round Table, a group of basically Asian and European executives who had been formed to attempt to diffuse the animosities arising out of the trade wars in automotive and electronics. When we joined, we began to redirect their attention to the issue of corporate behavior in the modern global economy, well beyond just the issues of the bad behaviors that were forthcoming from the trade wars and that were beginning to infiltrate into our national policies. The Europeans and the Japanese, coming from very different cultures — particularly the Japanese — found that these principles spoke to issues that they could identify with and that, interestingly, could be found in their various belief systems — be they Buddhist, or Muslim, or Christian, or Jewish, any one of the great religious philosophies which support each and all of these principles. And so that now has become the centerpiece of the Co-Round Table and has been published in… I've forgotten how many languages but an amazing number, the last of, which was Chinese. And this was something we never thought would happen.

PAULA: It started out here in Minnesota, huh.

CAROL: That's right. We had a critical mass here. And what is interesting to me is that across oceans you find that basic core values, decent behavior is a universally-accepted concept.

CHUCK: I think it is. If you spend any time reading the histories of the other nations, and develop an understanding of their philosophical or religious backgrounds, you do find that there is always a common core — that somewhere there must be and is a concern for the welfare of the population at large. That's beginning. Then, of course, people begin to scrap for their piece of land or their bit of food. And we begin to lose some of that patina of altruism. But the goal, of course, is to bring us back as far as we can to the higher standards recognizing that we're all human. The part I always like to remember is that I go about expecting great nobility from everyone else, while excusing all of my foibles as just another example of being a human being. (Laughter)

PAULA: Well, I think that you have demonstrated that certainly we all do have foibles. It's very interesting. It's exactly what we were talking about with Michael Lerner yesterday, who's written a book called, The Politics of Meaning. So it's nice to see it happening here. Chuck Denny, I want to thank you so much for coming in today and wrapping up our series on corporate values in the '90s.

CHUCK: Thank you.

PAULA: Chuck Denny is the former CEO of ADC Telecommunications and a leading board member of the Minnesota Center for Corporate Responsibility. My great thanks and appreciation go to Carol Pine, my co-host for this series of programs. She has given me all of her expertise and contributed on the programs as well. And Carol Pine is the President of Pine & Partners, which is a St. Paul based consulting company that works with corporations on their corporate culture initiatives. Carol, thank you so much.

CAROL: You are very welcome Paula. Thanks.

