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 Kenneth Kernaghan
 Brock University

 Integrating Values into Public Service:

 The Values Statement as Centerpiece

 The public administration community needs to focus more attention on how values can be inte-

 grated into the structures, processes, and systems of public organizations. In particular, greater
 emphasis should be placed on the values statement as the central component of a values regime.
 This article examines the content and format of values statements in four Westminster-style gov-

 ernments, initiatives to make values a pervasive influence in public-service operations, and
 learning points for other countries. Each government's values statement should capture the es-
 sence of public service. Leaders must serve as both exemplary models of values-based behavior
 and skillful practitioners of the art of values management. A values statement expressing values

 that are shared at all organizational levels-combined with the dispersal of leadership roles
 throughout the organization-provides an especially strong foundation for integrating values
 into public service.

 Introduction
 The concept of values has become a major feature of

 both the practice and the study of public administration.
 Montgomery Van Wart, in calling for the creation of a sepa-
 ratefield ofpublic administration values, asserts that "[t]he
 art of values management for practitioners has already
 become the leading skill necessary for managers and lead-
 ers of public sector organizations," and that "[t]he science
 of values for academics and students of public administra-
 tion has likewise become a cardinal area of study...." (1998,
 319, emphasis added). This article argues that both practi-
 tioners and academics need to focus more attention on how

 values can be best integrated into the structures, processes,

 and systems of public organizations. In particular, greater
 emphasis should be placed on the values statement as the
 central component of a values regime-that is, of the col-
 lectivity of measures for making shared values an integral
 part of the public-service culture.

 This article begins by explaining briefly the meaning
 and types of values and the main reasons for their enhanced
 status in public administration. The second section exam-
 ines the content and format of statements on public-ser-
 vice values in four Westminster-style goverments-Aus-
 tralia, New Zealand, the United Kingdom, and Canada.
 All four countries have been trying in recent years to inte-

 grate values into public service. The third section describes

 initiatives in these countries to make values a pervasive
 influence on the decisions and actions of public servants.
 The final section draws out learning points not only for
 these countries, but for other countries as well.

 Classifying and Celebrating Values
 Meanings and Interpretations

 Public servants and academics differ among themselves
 as to the meaning of the concept of values and the related
 concepts of ethics and principles. Values are defined here
 as enduring beliefs that influence the choices we make
 among available means or ends (Rokeach 1973, 5). The
 terms "values" and "ethics" often are used as synonyms,
 but they do not mean the same thing. Not all values are
 ethical values, that is, enduring beliefs as to right and wrong

 behavior. "Values can be ethical, unethical or simply non-
 ethical" (Henry 1998, xiv). Ethical values increasingly are
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 viewed as a subset of values in general (Guy 1990, 14;
 Keraghan 1994, 621-22; Van Wart 1998, 316).

 Table 1 Categories of Public-Service Values

 Ethical Democratic Professional People
 Integrity Rule of law Effectiveness Caring
 Fairness Neutrality Efficiency Fairness
 Accountability Accountability Service Tolerance
 Loyalty Loyalty Leadership Decency
 Excellence Openness Excellence Compassion
 Respect Responsiveness Innovation Courage
 Honesty Representativeness Quality Benevolence
 Probity Legality Creativity Humanity

 In this article, the total field of values is divided into

 four categories (see table 1): ethical values, such as integ-
 rity and fairness; democratic values, such as the rule of
 law and loyalty; professional values, such as efficiency and
 innovation; and people values, such as caring and compas-
 sion (Canada 2000, 53-58). With respect to professional
 values, a distinction is made between traditional values

 (efficiency) and new values (innovation). The perennial
 problem of trying to separate values into watertight com-
 partments can be seen in the fact that certain values fall
 into more than one category (for instance, accountability
 as both an ethical and a democratic value). Value conflict,
 both within and between the four categories of values, is a
 pervasive feature of public administration. Reference to
 ethical values can help to resolve conflict between such
 democratic values as accountability and legality and be-
 tween a democratic value such as accountability and a pro-
 fessional value such as innovation.

 The concept of principles, like that of ethics, is often
 used interchangeably with the concept of values. Various
 governments describe the same type of document as either
 a statement of principles or a statement of values. How-
 ever, principles are frequently viewed as a broader, more
 basic concept than values. Stephen Covey, in Principle-
 Centered Leadership, argues that principles "are the laws
 of the universe that pertain to human relationships and
 human organizations," whereas values "are internal and
 subjective" (1990, 18, 19). The principles that Covey
 names-fairness, equity, justice, integrity, honesty, and
 trust-are widely described by other scholars as values.
 Often, a principle takes the form of a single sentence con-
 taining several values. For example, one of the principles
 in New Zealand's Code of Conduct provides that "[p]ublic
 servants should perform their official duties honestly, faith-

 fully and efficiently, respecting the rights of the public and
 their colleagues." Australia, by way of contrast, has a state-
 ment of values that makes no mention of principles but
 serves as a broad servicewide "philosophical underpinning"
 (Australia 1999b) for a code of conduct and for depart-
 mental codes containing more specific guidance.

 Valuing Values
 During the mid-1960s, the United States and the devel-

 oped Westminster countries entered an "ethics era" in public
 administration. Since that time, many other governments
 have significantly increased their focus on preserving and
 promoting public-service ethics (OECD 2000). The focus
 during this early period was on ethics "rules" (regulations,
 guidelines, and statutes) dealing with specific issues. Codes
 of ethics or conduct contained few explicit references to
 fundamental public-service values. Occasional references
 to values such as integrity and legality were intermingled
 with detailed provisions on such matters as conflict of in-
 terest, confidentiality, and harassment. Current examples
 of this kind of document include the United States' Stan-

 dards of Ethical Conduct for Employees of the Executive
 Branch and Canada's Conflict of Interest and Post-Employ-
 ment Code for the Public Service. Yet, in the Organisation
 for Economic Co-operation and Development's (OECD)
 study on Trust in Government, these documents are shown
 as the "core values" statements for these countries (OECD
 2000, 118-19, 318-19).

 The unprecedented emphasis on public-service ethics
 since the mid-1960s has been reinforced-especially since
 the mid-1980s-by a similarly unprecedented emphasis
 on public-service values. Official documents in the de-
 veloped Westminster governments affirm the central im-
 portance of values. In Australia, for example, "The Val-
 ues encapsulate the distinctive character of the Australian
 public service (APS) and are central to the public inter-
 est aspect of public sector employment. They provide the
 real basis and integrating element of the Service, its pro-
 fessionalism, its integrity and its culture of impartial and
 responsive service to the government of the day" (Aus-
 tralia 2001, 17). And in New Zealand, "Values are essen-
 tially the link between the daily work of public servants
 and the broad aims of democratic governance...." (New
 Zealand 2001 a, 1).

 The enhanced status of public-service values is largely
 the result of two developments that picked up steam in
 the early 1980s. The "corporate culture" movement, with
 its emphasis on clarifying and articulating corporate val-
 ues, argued that there is a strong connection between or-
 ganizational culture and organizational success. Peters and
 Waterman's (1982) focus on values as the essence of cor-
 porate culture and on shared values as the key to compa-
 nies' success had a substantial influence on thinking and
 practice in public organizations. The second movement-
 New Public Management, with its emphasis on applying
 business practices and technologies to public organiza-
 tions-affected public-service values in several ways. The
 call for strategic plans with mission, vision, and values
 statements, the increased focus on accountability for re-
 sults, the emphasis on business values such as innovation
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 and service, and the downplaying of traditional public-
 service values brought the issue of public-service values
 to the fore. Westminster governments, with their cabinet-
 parliamentary systems, have struggled with the tension
 between the constitutional convention of ministerial re-

 sponsibility and new professional values such as innova-
 tion and entrepreneurship. The increased focus on values
 is also the result of specific domestic concerns. In Austra-
 lia, for example, the emphasis on values is partly a means
 of promoting a unified public service in the context of
 considerable devolution of authority to individual organi-
 zations. In Canada, the recent focus on values represents
 an effort to align values and actions on such matters as
 the relationships between public servants and ministers,
 traditional values and new directions, and public-service
 leadership (Canada 2000, 1).

 Since the mid-1980s, ethics and values initiatives in many

 governments have moved in two separate streams. One
 stream, with its origins in the 1960s, involves updating and
 refining the existing ethics rules and statutes and creating
 new ones. The other stream involves the adoption of values
 statements, either as an integral part of strategic plans or as

 discrete documents. This development has contributed to
 the ongoing proliferation of ethics and values documents
 that is characteristic of many governments. Some govern-
 ments recognize that the two streams should flow together,
 both because of the close connection between values and

 ethics and because of the need to recognize and formalize
 this connection. Some of these governments have merged
 or explicitly related their ethics and values documents, and

 a few have provided a values foundation that underpins a
 superstructure of ethics and other rules.

 Getting the Values Right
 This section examines the content and format of docu-

 ments adopted by the four Westminster governments to
 express their core public-service values.

 Australia

 Values are a remarkably central dimension of the Aus-
 tralian Public Service (APS). The APS Values were first
 set out in a 1993 publication of the Management Advi-
 sory Board (Australia 1993). Then, in 1999, a statement
 of APS values was enshrined as the opening section of the
 new Public Service Act (Australia 1999a). The statement
 comprises primarily democratic, ethical, and traditional
 professional values, but includes new professional values
 as well. Moreover, several of the statement's 15 provi-
 sions contain more than one value. Among the provisions
 are that "the APS delivers services fairly, effectively, im-

 partially and courteously ... and is sensitive to the diver-
 sity of the Australian public," and "the APS is apolitical,

 performing its functions in an impartial and professional
 manner" (6).

 The APS Values statement is followed in the act by the
 APS Code of Conduct. These two documents are linked,
 in that the code provides that "[a]n APS employee must at
 all times behave in a way that upholds the APS Values"
 (9), and the values statement provides that "the APS has
 the highest ethical standards" (6). The code contains a mix
 of values (most of which are ethical values such as integ-
 rity and respect) and ethical rules on such matters as con-
 fidentiality and conflict of interest. Among its provisions
 are, "An APS employee must behave with honesty and in-
 tegrity in the course of APS employment" (8), and "An
 APS employee must disclose, and take reasonable steps to
 avoid, any conflict of interest (real or apparent) in connec-

 tion with APS employment" (8).
 The values statement provides a foundation that is the

 basis for the ethical and other rules of conduct. These two

 statutory documents are complemented by (though not
 explicitly linked to) the Guidelines on Official Conduct of
 Commonwealth Public Servants (Australia 1995). This
 100-page document provides detailed guidance on a wide
 range of values and ethics issues covered in legislation,
 regulations, and guidelines and relating to democratic, pro-

 fessional, and people values as well as ethical ones.

 New Zealand

 Although there is no single statement affirming New
 Zealand's core public-service values, official documents
 summarize these values as integrity, honesty, political neu-

 trality, professionalism, obedience to the law, respect for
 the institutions of democracy, respect for the Treaty of
 Waitangi (regarding aboriginal peoples), and free and frank
 advice (New Zealand 2001b, 6). The most comprehensive
 statement of the values is contained in the Public Service

 Code of Conduct. This lengthy document does not contain
 the word "values," but it states and elaborates three main

 principles, which do contain values. For example, the first
 principle provides that "[p]ublic servants should fulfill their
 lawful obligations to the Government with professional-
 ism and integrity" (8). Elaboration on this principle includes
 guidance under such headings as political neutrality and
 release of official information.

 Unlike the APS Values and Code of Conduct, which are

 enshrined in statute, the New Zealand code is issued by
 the state services commissioner under the authorization of
 the State Sector Act of 1988. Like the APS Values and Code

 of Conduct, however, it is intended to provide a founda-
 tion on which individual departments can base more de-
 tailed provisions to meet their particular requirements. The
 New Zealand code is complemented by several other docu-
 ments, including a Directory of State Sector Guidance pro-
 viding links to online publications and Web sites covering
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 a wide variety of values and ethics issues (New Zealand
 2001a). There is also a Statement of Government Expecta-
 tions for the State Sector (New Zealand 2001a) issued by
 the minister of state services which includes, in a different

 format, the same values as the code. However, the state-
 ment goes beyond the code by including professional val-
 ues and setting out certain obligations of the state to pub-
 lic servants, as well as those of public servants to the state.

 United Kingdom
 Reference to the state's obligations to public servants

 is also a feature of the United Kingdom's Civil Service
 Code, adopted in 1996 (United Kingdom 1996). As in
 New Zealand, there is more than one statement outlining
 the core values of the public service, most notably the
 Civil Service Code and the Vision and Values Statement

 (United Kingdom 1999). Like New Zealand's code of
 conduct but unlike the APS Values statement, the Civil

 Service Code gives pride of place to democratic and ethi-
 cal values and pays little attention to professional values.
 The U.K. code, like both the Australian and New Zealand
 values and ethics documents, is largely concerned with
 relations between ministers and public servants-a con-
 cer animated by the importance of the constitutional
 convention of ministerial responsibility in Westminster
 systems. The code notes, "The constitutional and practi-
 cal role of the Civil Service is, with integrity, honesty,
 impartiality and objectivity, to assist the duly Constituted
 Government ... in formulating their policies, carrying out
 decisions and in administering public services for which
 they are responsible" (1). Peter Hennessey observes that
 the code is "as good a definition of what the Civil Ser-
 vice is for as you can find" (1995, 134).

 The Civil Service Code interweaves references to val-

 ues, principles, guidelines, and procedures. While it con-
 tains more than a dozen values, the word "values" does

 not appear. However, a Vision and Values Statement adopted

 in 1999 as part of Britain's Modernizing Government
 agenda provides "a set of common principles or 'values"'
 for public servants. (United Kingdom 1999, emphasis
 added). While the statement includes a few of the demo-
 cratic and ethical values contained in the code, it largely
 comprises professional values (such as results, innovation,
 and quality). Indeed, every one of its values is explicitly
 benchmarked against the fundamental concepts underpin-
 ning the Excellence Model of the European Foundation
 for Quality Management. The statement, which is only
 weakly linked to the Civil Service Code, is intended to
 complement rather than to supercede it.

 Canada

 Unlike the other Westminster countries, Canada does

 not yet have an official servicewide statement of values or

 principles. There is substantial informal agreement, how-
 ever, that the core values include loyalty, accountability,
 due process, honesty, integrity, fairness, equity, excellence,
 quality, and efficiency (Bourgon 1997). These were among
 the major values highlighted by the federal Deputy Minis-
 ters'Task Force on Public Service Values and Ethics, which

 reported in 1996 (Canada 2000). The task force called for
 the adoption of a statement of principles for the public ser-
 vice and for the creation of an office to provide advice,
 collect information, and coordinate the administration of

 the principles.
 In response, the government established the Office of

 Values and Ethics (http:llwww. tbs-sct.gc.calveo-bve/
 res_e.asp) in 1999 to take the lead, to be a center of exper-
 tise in promoting values and ethics, and to support depart-
 mental initiatives. The office also provides secretariat ser-
 vices to the two deputy ministers (administrative heads of
 departments) who serve as the co-champions on public-
 service values and ethics. In 2001, the co-champions sought

 the comments of all public servants on a draft statement of

 principles. In addition to consultations on the draft state-
 ment with 2,000 public servants across the country, it was
 posted, together with explanatory notes, on a government
 Web site. In a spirit of openness and transparency, both the

 draft principles and public servants' comments were made
 available to the general public. While most of the many
 comments from public servants supported a statement of
 principles, concern was expressed about the likelihood that
 managers would live up to them. Thus, getting the values
 right must be followed by vigorous efforts to integrate them

 into public-service practice.

 Making Values Come Alive
 This section examines major initiatives taken by the four

 Westminster governments to embed their values in the cul-

 ture and operations of the public service.

 Australia

 In 1998, Australia's public service commissioner began
 to submit an annual report to Parliament which assessed
 the extent to which each agency incorporates tile APS Val-
 ues and the adequacy of agency systems and procedures
 for ensuring compliance with the Code of Conduct. This
 recognized the fact that "[v]alues need to be imbedded into
 the organizational culture before they can form a strong
 framework for making decisions and responding to emerg-

 ing issues" (Australia 1999c, 18). The first major step in
 this direction was the publication of a paper explaining the
 meaning of each of the values, providing a checklist for
 agencies and individual employees to use in applying the
 values to organizational objectives and personal conduct,
 and setting out indicators for agencies to use in evaluating
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 the application of the values (Australia 2000c). For ex-
 ample, the indicators for an apolitical, impartial, and pro-
 fessional public service are that the agency (1) establishes
 systems and structures enabling it to provide a clear and
 sufficient analysis of all relevant issues and options; (2)
 has systems to monitor the effectiveness and quality of its
 advice to the government; (3) can demonstrate that its ad-
 vice is objective, impartial, and timely; and (4) has clear,
 accessible systems in place to facilitate the fair and timely
 resolution of concerns, including those relating to politi-
 cal influence.

 Several agencies have articulated their own values within

 the framework of the APS Values. The public service com-
 missioner encouraged agencies that already had values
 statements to supplement them by explaining the relation-

 ship of agency values to the APS Values and advised agen-
 cies against focusing on agency-specific values to the det-
 riment of the values of the APS as a whole.

 The inclusion of the APS Values and Code of Conduct

 as the lead sections of the 1999 Public Service Act sig-
 naled the government's determination to integrate the pro-
 visions of the values and the code into the public-service
 culture. The public service commissioner describes the
 State of the Service Report as "a report card ... on how
 well the Service understands and applies the APS Values
 and Code of Conduct across the range of its functions."
 (Australia 2001, 11). References to the values and the code
 pervade the chapters of the report dealing with such themes

 as merit employment, client service, and leadership. The
 commissioner not only monitors the systems and proce-
 dures that agencies use to promote values and ethics, but
 also surveys employees on the success of these efforts.

 The measures taken by individual agencies to promote
 the APS Values range from basic compliance in the form
 of information sessions, intranet listings, and bookmarks
 to the integration of the values into recruitment processes,

 performance agreements, and learning events. Similar ini-
 tiatives have been taken to promote awareness of the code,
 and the commissioner monitors the agencies' procedures-
 including those for imposing sanctions-to ensure com-
 pliance with the code (Australia 2000a).

 New Zealand

 In 2001, the State Services Commission took a major
 initiative to integrate core values into the New Zealand
 public service. Under the overall title of Walking the Talk:
 Making Values Real (New Zealand 2001b), the commis-
 sion made widely available a facilitation guide to foster
 knowledge and understanding of the core values, to en-
 courage public servants to uphold these values in their de-
 cisions and actions, and to bring the code to life. The guide

 includes the code, a video that explains the importance of
 shared values (especially of trust and integrity), and sev-

 eral values-based scenarios. Learning plans are provided
 to enable persons who may not be experts on values and
 ethics to facilitate informed discussions on values-based

 issues and dilemmas.

 United Kingdom
 Whereas Australia's values and conduct documents are

 entrenched in statute and New Zealand's Public Service

 Code of Conduct is authorized under the State Services
 Act, the United Kingdom's Civil Service Code is issued
 under the authority of the Civil Service Order in Council
 1995 (a legal regulation made by the minister for the civil
 service). The Civil Service Management Code, which pro-
 vides guidance on a broad range of matters, requires all
 departments and agencies to incorporate the Civil Service
 Code into their employees' conditions of service, to make
 clear appropriate standards of conduct and the sanctions
 for breaching them, and to ensure that these rules "fully
 reflect" the code.

 The 1999 Vision and Values Statement is intended to

 complement the code. It provides departments and agen-
 cies with a set of common values on which they can build
 their own visions, and it explains "how the vision and
 values can be imbedded in the work of the Civil Service

 in the future, so that the Service 'lives' these values, rather

 than just talks about them" (United Kingdom 1999, para.
 3). To accomplish this, public servants are urged to re-
 flect the values in the major management processes of
 performance management, recruitment and selection, and
 training and development. For example, the performance-
 management system must "recognize and reward the
 people who deliver and uphold the values; confront the
 poor performance of the people who consistently work
 against the values; and develop competencies ... which
 reflect the behaviors required to underpin the vision and
 values" (para. 12).

 Canada

 Since 1999, Canada's Office of Values and Ethics has
 promoted dialogue, research, and case studies and has be-
 gun to develop a statement of principles as a central com-
 ponent of a comprehensive framework for managing val-
 ues and ethics. Several departments had already taken
 action to develop their own values and ethics regime. For
 example, the strategic approach of the Department of Pub-
 lic Works and Government Services involved developing
 a statement of ethical values; aligning policies and proce-
 dures with the statement; promoting ethical awareness
 through education, training, and development; emphasiz-
 ing the vital role of ethical leadership beginning at the top
 and cascading down the organization; stressing frequent
 communication, feedback, and success; and adopting a fair-
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 action policy to handle misconduct allegations (Robillard
 2000, 8-9).

 Learning Points
 Experience in the Westminster countries provides les-

 sons for governments and individual public organizations
 that wish to adopt or revise statements of values (or prin-
 ciples). "The ideal statement would be succinct, dignified
 in tone and diction, focused on the great principles of pub-
 lic service, and intended to endure" (Canada 2000, 61).

 Values, Ethics, and Principles
 Both scholarly writings and administrative practice indi-

 cate that universal agreement on the meaning and usage of
 the terms "values" and "principles" is unlikely. What is im-

 portant is that each government's formal statement captures
 the essence of public service, whether this statement is de-

 scribed as a statement of values or a statement of principles.

 Table 2 Public-Service Values in Australia's Values
 Statement

 Ethical

 High ethical
 standards

 Democratic

 Apolitical

 Professional

 Professional

 Honest Accountable Merit-based

 Fair Impartial
 Responsive to
 government with

 frank,

 comprehensive,
 accurate, and
 timely advice

 Effective

 Workplace
 communication,
 consultation,
 and cooperation

 People
 Free from
 discrimination

 Sensitive to

 diversity

 Courteous

 Fair and

 equitable

 High-quality
 leadership

 Fair, flexible, safe,
 and rewarding
 workplace

 Results-focused

 Performance-focused

 Career-based

 Cohesive

 It is helpful to conceptualize ethical values as a subset
 of values in general and to assess the priority of ethical
 values in relation to democratic, professional, and people
 ones. There is substantial agreement that statements of
 values should be concise and should contain only the most
 fundamental values underpinning public service. The chal-
 lenge is to decide whether values should be included from
 each category and, if so, which values. The 15 provisions
 of Australia's values statement contain about 25 values

 drawn from all four categories, but especially from the
 category of professional values, including several new ones
 (see table 2). New Zealand's Public Service Code of Con-

 duct, by contrast, has three principles containing a total of

 eight democratic, ethical, and traditional professional val-
 ues complemented by an elaboration of each principle that
 identifies additional values. New Zealand's "great prin-
 ciples of public service" are easier to identify--and to re-
 member. However, Australia may be able to offset the
 length of its list of values by its vigorous efforts to inte-
 grate them into its structures, processes, and systems.

 Clearing and Clarifying the Clutter
 While a concise statement of core values will facilitate

 the integration of values into the public service, this state-

 ment must be distinguished from other official documents

 with a bearing on values and ethics. Australia, New Zealand,
 and the United Kingdom all have more than one major
 document of this kind. In Australia, the two primary docu-
 ments-the APS Values statement and the Code of Con-

 duct-are clearly and closely linked, whereas in the United
 Kingdom, the link between the two primary documents-
 the Civil Service Code of Conduct and the Statement of
 Values-is unclear and tenuous. The search for coherence

 is complicated in all three countries by the existence of
 numerous other related documents, especially those deal-
 ing with ethics which have been developed over many years

 as ad hoc responses to specific problems.
 In addition to all of these documents, most departments

 and agencies have developed their own rules to respond to
 particular problems, often without reference to servicewide

 provisions. Ideally, these scattered rules should be orga-
 nized into a clear, coherent, and comprehensible set of in-
 terrelated and cross-referenced documents-an exercise

 that also would facilitate the removal of overlapping and
 unnecessary rules. In practice, such an exercise can be ex-
 tremely time-consuming and may require substantial col-
 laboration, especially if it is conducted on a servicewide
 basis. Thus, priority should be given to linking and ratio-
 nalizing the most central and comprehensive documents,
 such as values statements and codes of conduct or ethics

 that apply to the public service as a whole. This tends to
 focus public servants' attention on the primary values, prin-

 ciples, and standards of public service. This, in turn, pro-
 motes a better understanding of the core values of public
 service that underlie many public-service rules and pro-
 vides a foundation for individual departments and agen-
 cies to build their own values regimes.

 Building a Firm Foundation
 Acting on the first two learning points will help to en-

 sure the quality and visibility of the values statement. Ex-
 perience in the Westminster countries suggests that seri-
 ous consideration should be given to establishing a two-tier

 system consisting of a foundation of core public-service
 values underpinning a second level of rules. For example,
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 the importance of regulations, guidelines, and statutes on
 conflict of interest could be explained by reference to such

 ethical values as integrity and fairness. Rules on political
 partisanship would be linked to such democratic values as
 neutrality and loyalty.

 In determining the core values, it is necessary to assess
 the staying power of new professional values, such as in-
 novation and entrepreneurship, which are closely linked
 to the New Public Management movement. Twenty years
 ago, these values would not have been ranked as core pub-
 lic-service values. People values, such as caring and com-
 passion, are virtually absent from the Westminster state-
 ments and codes, but it may be desirable to include such
 values to signal government's intention to be the employer
 of choice in competition with the private sector.

 The two-tier system of values and rules for the public
 service as a whole should be complemented by a similar
 two-tier system tailored to meet the requirements of indi-

 vidual organizations. A department can reinforce the
 servicewide core values and supplement them with values
 flowing from its particular responsibilities (for instance,
 fiscal prudence for a finance department). Similarly, the
 department could supplement servicewide rules with pro-
 visions to meet its specific needs (for example, stronger
 and more detailed conflict-of-interest rules for a purchas-
 ing department).

 Enshrining Core Values
 Another major influence on the integration of public-

 service values is the instrument used to express those val-

 ues. For example, the values may be entrenched in a statute
 (Australia), contained in a regulation (United Kingdom),
 or set out in guidelines (New Zealand). Advocates of the
 statutory approach argue that it will do the following:

 1. Signal and symbolize strong government support for
 the statement

 2. Promote public, legislative, and media discussion of the
 statement's form and content

 3. Inform the public in a high-profile manner of the val-
 ues that public servants stand for, thereby enhancing
 public appreciation of the public service

 4. Inform public servants in a formal manner of the val-
 ues to which they are expected to aspire

 5. Permit the possibility of greater bipartisan support for
 the statement.

 Advocates of a nonlegislative approach argue that it will:

 1. Help to achieve objectives 3 and 4 outlined above
 2. Make it easier to revise the statement to account for

 new challenges (for instance, greater emphasis on new
 professional values like innovation or on ethical values
 like integrity arising from increased conflict-of-inter-
 est concerns)

 3. Avoid the possibility of partisan conflict over the state-

 ment (the length and inclusiveness of Australia's state-
 ment is in substantial part the result of parliamentary
 debate).
 The choice among these instruments cannot be made in

 isolation from decisions about matters such as whether there

 will be one central document or more, whether the state-

 ment will be brief and inspirational or lengthy and pre-
 scriptive, and, in particular, whether the values statement
 will be accompanied by vigorous measures to promote and
 monitor compliance.

 Seeking Compliance
 Among the Westminster countries, Australia has the most

 formalized system for promoting compliance with its val-
 ues statement and Code of Conduct. As noted, the public
 service commissioner is required under the Public Service
 Act to report to Parliament on agencies' incorporation of
 the APS Values and their compliance with the code. The
 commissioner's directions (December 5, 1999) "now pro-
 vide a mandatory framework of standards and principles
 against which the performance of agencies and their staff
 in upholding the Values can be assessed" (Australia 2000c,
 24). Agency heads are required to establish procedures for
 determining whether employees have breached the code,
 and they are authorized to impose such sanctions as termi-
 nation of employment, reassignment of duties, and salary
 reduction. While it is too early to assess the success of
 these efforts, it is notable that the commissioner's report

 has praised the efforts of particular agencies to inculcate
 respect for, and compliance with, the APS Values and the
 Code of Conduct, lamented the performance of other agen-

 cies, and forewarned of a continuing focus on promoting
 values and ethics.

 The Australian state of Victoria has taken a notable ap-
 proach to integrating values and ethics into its public ser-
 vice. A code of conduct issued under the state's 1998 Pub-

 lic Sector Management and Employment Act sets out four
 "conduct principles"-impartiality, integrity, accountabil-
 ity for results, and responsive service. The commissioner
 for public employment describes these principles as "con-
 sistent with the most frequently stated core public ser-
 vice values in the 29 OECD countries" (State of Victoria
 2000). The commissioner has issued a direction on up-
 holding public-sector conduct that requires agency heads
 to show their commitment to the principles and to estab-
 lish fair processes for investigating and reporting alleged
 unethical conduct. The commissioner also reports to Par-
 liament on the extent to which agencies are applying the
 principles. Data for the report include process indicators,
 output indicators, periodic studies, and ad hoc cases
 (Salway 2001, 568).
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 Final Thoughts
 These learning points indicate that a values statement

 is an essential but insufficient condition for integrating
 values into public service. Getting the statement right and
 its implementation wrong poses the risk of raising cyni-
 cism and reducing morale. Effective values management
 requires that public organizations answer the following
 four questions.

 Where Are We Now?

 A review of an organization's values management should
 include an assessment of its values statement (or the desir-

 ability of adopting one). The most popular mechanism for
 evaluating an organization's values milieu is a values (or
 ethics) audit that provides data on current practices and
 problems and possible improvements (Lewis 1991, 192-
 93, 199-202). Other approaches include customer and citi-
 zen assessments, employee assessments, performance as-
 sessments, benchmarking, and quality assessments (Van
 Wart 1998, 260-70).

 Where Do We Want to Be?

 Ideally, a public organization will use these data as a
 basis for adopting measures to infuse respect for its core
 values into all aspects of its operations. Each organization
 can assess the data in relation to its vision of an ideal model

 of a values-driven organization and consider the extent to
 which its resources will permit it to move in that direction.

 How Do We Get There?

 As demonstrated by the Westminster countries, govern-
 ments vary considerably both in the resources allocated to
 values management and in the mechanisms by which val-
 ues integration is pursued. Governments elsewhere can
 assess the desirability and feasibility of adopting or adapt-
 ing these mechanisms and can devise innovative initiatives
 of their own.

 into a common vision by appealing to their values, inter-
 ests, hopes, and dreams, and setting the example by be-
 having in a manner that is consistent with shared values.
 And the leadership principle in Lord Nolan's celebrated
 principles for Standards in Public Life (United Kingdom
 1994), is that "[h]olders of public office should promote
 and support these principles [selflessness, integrity, ob-
 jectivity, accountability, openness, honesty] by leadership
 and example."

 Among the four countries examined in this article,
 Australia is the most notable for its recognition of the cen-

 tral importance of leadership to effective integration of
 the right values into public service. As explained previ-
 ously, the responsibilities of the public service commis-
 sioner and the agency heads for providing leadership in
 this sphere are formally prescribed. However, senior pub-
 lic servants, in Australia and elsewhere, must go beyond
 formal and legalistic mandates to inspire a common vi-
 sion and to set an example by living the values through
 their actions and decisions. Moreover, while values-based

 leadership is especially important at the senior levels of
 public organizations, it can be found-and encouraged-
 at all levels. A values statement expressing values that are
 shared at all organizational levels, combined with the dis-
 persal of leadership roles throughout the organization,
 provides an especially strong foundation for integrating
 values into public service.

 Note

 1. While this article was in press, the Canadian government
 adopted a Values and Ethics Code for the Public Service which
 went into effect September 1, 2003. The code is available at
 http:l//www.tbs-sct.gc.ca/pubs_pol/hrpubs/TB 851/vec-
 cvel_e.asp#_Toc46202800 (accessed August 19, 2003).

 How Do We Make It Happen?
 The successful integration of values into public service

 requires values-centered leadership. Leaders must serve
 not only as exemplary models of values-based behavior,
 but also as skillful practitioners of the art of values man-
 agement. As early as 1957, Phillip Selznick recognized
 that the leader of an organization is "primarily an expert
 in the promotion and protection of values.... The art of
 creative leadership is the art of reworking human and tech-

 nological materials to fashion an organism that embodies
 new and enduring values" (28). This message is echoed
 by James M. Kouzes and Barry Z. Posner (1995, 18) in
 their best-selling book, The Leadership Challenge. Among
 the elements of exemplary leadership are drawing others
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