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wher: you's: going in acheap sui,”the president told the young man, who continued
10 buy his suits st Brooks Brathers

‘But individualsmay behave accerding to the culture for ancther ascn—because
they have intermlized cultral expectations. With intemalzation, individals have
adopted the external ultural standards s their own. Theirbehavior, though corsisent
with the cultr, also sceords with their own belicks. They may come into the
oxgarization sharing ts values and expectations, thus making for 4 very smooth
ransiion. Or, they may imernalize cultral expectations over time. Tn the sbove
example, the young manager may have inially bought the Brooks Brothers suit
ecause he felt compelled to; but ove tme, he continued to buy those suits perhaps
hecause he had interalized the expectation and wanted to do %.

“The concepts of socilization and intemalization apply 1o urdersianding why
employess behave cthicaly or unethically in an crganization. Most peopl refer to
behave ethically. When they join sn organization with a stmng cthical culur, the
messages about honesty and respect resorate withther personal belefs and are easily
intenalizcd. They sct ethially because i’s natura forthem to do so and corsisent
with the culural messages they're receiving. Bt unforturately, mast employes can
e socialized into behaving uehicaly, especially ifthey have it work experience.
o contast with the messages being sen by the current unethicalcultre, If everyon:
around them is ying 0 customers, they"r likely todo the same as long s hey remain
 member of the organization.

ETHICAL CULTURE: A MULTISYSTEM FRAMEWORK

‘We said carlerthat thical culture can be conceptulized as represrting a ice of the
cxganization's broader cultue. Ethial culture is created and maintained through
complex interplay of fomal and infomal crganizationul sysems (Figure 5.1)
Fomnally, exccutive leadercommunications, selection systems, crienation and
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FIGURES.1 A Mulisystem Ethics Cuture Framework
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Table 5.1 Selected Questons fo Auditing the Formal System

1. Do orgsnzatons leeders send s darthics message? Isthis part of el
leadership” sgenda? Are mansgerstrinad o boccalkaders?

2. Docs he argantatin incorporete sthics nio ks selecton pracedures? I ntrlty
‘omphasized In rtning new employees snd iing oxsing ones?

3. Dogs s formelcode ofehis sndr values exis? 15 1 dstbuted? How widely? 1s it
sl reinforcedin therarmel ystoms 5uch s peformance mansgementand
decison-making systems?

4. Does the performance management system suppor il conduct? Areonly
people o ntely promoted? /v sthcal mesns a5 wel 3 snds mporiant in
performance mansgerment systems?

5. 1 misconduct disciplined switty and sty inthe argerizaion, no matter what the
organizaionl evl?

5. Are workers st al lvels encouragee 10 tske responsiily for the consequences of
har behaviar? To question uthory when thy o sskedto dosamething hat hey
consder 1o bewrong? How?

2. Arocmployees sncragediosepertproblems, sndsre form channsls svalsbe for
ham 1 make ther concem known confidrily?

8. Are il concerns incrporated no formaldecon making processes? How?O1,
10 rly sl concers taken it accoun?

9. Arecmployess and mansgers oieted o the valuesoftheorganizaton i rintaton
Drograms? A they rained in ethicl dcision making?

10. e stica conskeraions  rutine partofplning an palicy mestings and new.
Verture reports? Doos  ormal commitee exis high n he o ganzation or
consdeing sthica sues?

“The famewrk presenied inthischaptercan provide guidance for an sudi of the
onganiaton'seticalculure, ™ The audi shouldielude probes ntoth formal and
informal organizatonal systcms that sre maintaining the ethis culur i it current
sate. Fir, formal crgnizational sysems can be analyzed in a mumber of ways
Through surieys, intervievs, observation at meetings. cientation and trining s
sions, and analyis of oraniztonal documents, pereptions of how formal crgani-
Zatonal sysems either encourage or discourage cihcal behasiorcan be cmified. The
Kinds of questions tha can be asked are lised in Table 5.1

Auditing nformal sy sems iscqually important. I smallorganizations that o
have forml policies and decison processes, the informal sysiems are ofien more
impertant than the formal ones. The culture can be anayzed o identiy the organ-
iration's heroes as well as the dily behaviors that are renforced through sorics,
riuals, and language. This can be sccomplished through opers<nded. imervicws,
obmervation of rganizatonal itals, and analysis of the rganization’s stris. Some
questions tha might be asked in an awdi of the informal systcm are offered in
Table 5. The questions in Tables 5.1 and 52 are designed o suggest the general
diretion of an thical cltur adi.Specific questions tht arise out of the partcular
Syt being analyzed must be developed to tap that sysiem' urigue problems and
necds. Canned approaches to discovering culure that assame they can idenify the
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Table 5.2 Selected Questons for Auditing the nformal Sysem

. enitythcrganizeton'sole modesandhercss Whatvals dothey epresent? What
‘dico domentors ghue?

2. What informl sodsistion processes exis,and what norms for ethicsllinthicsl
behavior do they promete? Are these difeent for diferet organiastonsl
sbgroups?

5. What e soma mpartant orgenizatinel rusis? How do they encoursge o discour-
‘590 thicalbehavior?Who getsthe awarde—peapleofnteg who re successl,or
Individuss who use unetical methods o aisn sccess?

4. What e the messsges son by orgarizational orie snd myth? Do they reves
ndividuslswho stnd up orwhat s rght desptepressure, o conlormitythe vaued
charactrs? Do paople get ired or promoted n hese stories?

5. Doas acceptatlesnguage exitfor discussing ethcal concerns? I “ethcstal” patof
th dly comversation”

relevant dimensions in advance are bownd t0 £l Tn addiion, the mulisystem
nature of organizatonal culure suggests that resporses must be compared within and
across systems  answer the key question of whether formal and informl systems are:
aligned within themselves and wih cach other

As you may have determined by now, a full-ledged ethical culture audit s
complex process thatthe average mansger i probably not prepared t0 conduct, Many
large organizations il have human resources staf with the required expertise, and
condusting such an audit within the firm can send @ powerful message that the fim
cares about ethics (assuming that the audit is fllowed up with action). But other
exgarizations that do not have the exptie in-house will nced assistance with these
disgnoses and intervention efforts. And nsome frms, employees may be mare willng
o discuss sensive cibical issues with 3 rused outsicer.

‘Understanding the cultural isues addressed i this chaptr can help ny manager
ecome mre semsitive tothe complex nuture of organiatinal tics and he imporance.
of culurl alignmen. In fct, with a few changes,the questons in Tabes 5.1 and 52
oukd e used 1 asessthe thicsofanorgarization you e consideringjoning. You can
sk your prospective manager o pers relevant questions and see o they respond. f
they welcome such questions, and respord 0 them easl,tht's good sign that pecple:
in the orgmnization sre comforible talking about ehical isucs,

Ethical Culture Change Intervention

Once the auditiscomplete,thedata should b discussed with employees, who can then
e alised in developing 4 culture change itervertion plan. The plan will be guided
by the diagnosis and the culural multisysten rameork shovn earlier in Figure .1
Complementary changes in boih the formal and informal erganizational sysiems
should be  pat of any recommended change cffort.

‘Thavugh dicut changing formal systems is 3 more stmightforward process than
changing informal systems. Gaps and problems identified in the diagnosis can be
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SHORT CASE

WHAT'S WRONG WITH THIS PICTURE?

Vou're  management consultant who has besn asked by Green Campany to help design
anethics communicaion and trainin program forall Green Cormpany employess. Your
mestings o date have been withthe headof humanresources, and yourcontract withthe
ompany has becn negotsied with him. Onee th papers have been signed, you begin
‘yoursescarch and are qickly stymied by Grcen’s corporate counsel. He says you will
‘notbe allowest 0 sk employces about ethicaldlemmas that hve occured at Green. He
specifially asks you o gt yurinformgion from ather sources such as ress ccounts
of problems inthe industy rfrom othercrganizatons you ve worked sith, I adiion,
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the head of human resources has told you that you'l] be bl to et the the most
senicr exceutives hecause they'r: busy negotiating a large acquisition. You will have.
access 0 other high-level mansgers who can tel you wht they think the sericrs wan.
ou're insiructed 0 wrie acode of conduct for the compuny and a mission satement,
and toprepure prsentationsforthe senjormanagers 0 give o employees sometime next.
‘month on corporate expectaions and valucs.

CASEQUESTIONS.
1. Based on what you know shout developing ethical cultures and rograms,
dentify the problems presented by this cae.
2. Why do you think the corporate counsel hasresponded n this way? What il be
your response 10 him, i any?
3 Asa consultan, what are your ethical obligations, if any?
4. How will you proceed?





 


 


 


 


 


 


 




             

