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Implement the Decision

Once an alternative is selected, it should be implemented in an efficient, effective, and
timely manner. This is often much easier said than done, because people tend to resist
change. In fact, the bigger the change, the greater is the resistance to it. Communication is
the key to helping people accept a change. It is imperative that someone whom the stake-
holders trust and respect answer the following questions:

*  Why are we doing this?

+ What is wrong with the current way we do things?
+ What are the benefits of the new way for you?

A transition plan must be defined to explain to people how they will move from the
old way of doing things to the new way. It is essential that the transition be seen as rela-
nd pain free. It may be necessary to train the people affected, provide i
tives for making the change in a successful fashion, and modify the reward system to
encourage new behaviors consistent with the change.

Evaluate the Results

After the solution to the problem has been implemented, monitor the results to see if
the desired effect was achieved and observe its impact on the organization and the
various stakeholders. Were the success eriteria fully met? Were there any unintended
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consequences? This evaluation may indicate that further refinements are needed. If so,
return to the problem development step, refine the problem statement as necessary, and

work through the process again.

On the other hand, the proper alternative may have heen selected, but it was imple-
mented in a poor fashion so the desired results were not «
ing some of the implementation steps.

chieved. This may require redo-

CRITICAL THINKING EXERCISE: AN
OVERWHELMED EMPLOYEE

You are the customer support manager for a small software manufacturer. The newest
addition to your 10-person team is Elliot, a recent college computer science graduate.
She is a little overwhelmed by the volume of calls, but is learning quickly and doing her
best to keep up. Today, over lunch, one of the other members of your team informed you
that she overheard a phone conversation in which it sounded like Elliot was talking with
a headhunter and expressing unhappiness with her current situation. You're shocked and
alarmed. You had no idea she was unhappy, and your team desperately needs her help to
handle the onslaught of calls generated by the newest release of software. If you're going
to lose her, you'll need to find a replacement quickly. Should you confront Elliot and
demand to know her intentions? Should you avoid any confrontation and simply begin
seeking her replacement? Is some other action appropriate? Follow the five-step process
for ethical decision making to decide what your next steps should be.
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ETHICS IN INFORMATION TECHNOLOGY

The growth of the Internet and social networks; the ability to capture, store, and anal
vast amounts of personal data; and a greater rel on information systems in all aspects
of life have increased the risk that information technology will be used unethically. In the
midst of the many IT breakthroughs in recent years, the importance of ethics and human
values has been underemphasized—with a range of consequences. Here are some exam-
ples that raise public concern about the ethical use of information technology:

*  Governments around the world have implemented varios tems that
enable the surveillance of their citizens and are struggling to achieve the
proper balance between privacy and security.

*  Many employees have their email and Internet access monitored while at work,
as employers struggle to balance their need to manage important company
assets and work time with employees’ desire for privacy and self-direction.

s Millions of people have downloaded music and movies at no charge and in
apparent violation of copyright laws at tremendous expense to the owners of
those copyrights.

+ Organizations contact millions of people worldwide through unsolicited email
and text messages in an extremely low cost, but intrusive marketing approach

An Overview of Ethics
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TABLE 14 Manager's checkiist for establishing an ethical work environment
Question
Does your organization have a code of ethics?

Do employees know how and to whom to report any infractions of the
code of ethics?

Do employees feel that they can report violations of the code of ethics

safely and without fear of retaliation?

Do employees feel that action will be taken against those who violate
the code of ethics?

Do senior municating the code of ethics

and using it

igers set an example by cor
their own decision making?

Do managers evaluate and provide feedback to employees on how they
operate with respect to the values and principles in the code of ethics?

aware of sanctions for breaching the code of ethic

Are employ

Do employe the code of ethics in their decision making?

s us

Yes

[
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CRITICAL THINKING EXERCISE: HOW DOES YOUR

EMPLOYER RATE?

Audit your most recent place of employment using the checklist in Table 1-4. Assign one
point for each “y swer. What is your employer’s score? What changes would you
like to see made within your organization to improve that score?

INCLUDING ETHICAL CONSIDERATIONS
IN DECISION MAKING

We are all faced with difficult decisi
have developed we exeeute automati
thinking about the steps we go through. For many of us, the proc:
the steps outlined in Figure 1.7

ns in our work and in our personal life. Most of us
decision-making process

lly, without

generally follows

The following sections discuss this decision

naking process further and point out
where and how ethical considerations need to be brought into the process.

Develop Problem Statement
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Develop Problem Statement

A problem statement is a clear, concise description of the issue that needs to be
addressed. A good problem statement answers the following questions: What do people
observe that causes them to think there is a problem? Who is directly affected by the
problem? Is anyone else affected? How often does the problem oceur? What is the impact
of the problem? How serious is the problem?
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Poor alternative?
Bad implementation?

Transition plan

Defensible, consistent,
consider impact on others

Enlist help of others

Don't make assumptions

FIGURE 1-7 A five-step ethical decision-making process

Development of a problem statement is the most eritical step in the decision-making
thout a clear statement of the problem or the decision to be made, it is useless
to proceed. If the problem is stated incorrectly, the chances of solving the real problem are
greatly diminished. The following list includes one example of a good problem statement
as well as two examples of poor problem statements:

«  Good problem statement: Our product supply organization is continually
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*  Good problem statement: Our product supply organization is continually
running out of stock of finished products, ereating an out-of-stock situation
on over 15 percent of our customer orders, resulting in over $300,000 in lost
sales per month.

 Poor problem statement: We need to implement a new inventory control

cem. (Thi uing this
course of action will surely be expensive and time consuming and, may or
may not, solve the underlying problem.)

*  Poor problem statement: We need to install cameras and monitoring equip-
ment to put an end to theft of finished product in the warchouse. (Again, this
is a possible solution, not a problem statement. And are there sufficient facts
to support the hypoth E

is a possible solution, not a problem statement. Pus

of theft in the warehous

You must gather and analyze facts to develop a good problem statement. Seek
information and opinions from a variety of people to broaden your frame of reference
During this process, you must be extremely careful not to make assumptions about the
situation and carefully check key facts for validity. Simple situations can sometimes
turn into complex controversies because no one takes the time to gather and analyze
the real facts.

Identify Alternatives

During this stage of decision making, it is ideal to enlist the help of others, including sta-
keholders, to identify several alternative solutions to the problem. Brainstorming with
others will increase your chances of identifying a broad range of alternatives and deter-
mining the best solution. On the other hand, there may be times when it is inappropriate
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to involve others in solving a problem that you are not at liberty to discuss. In providing
participants information about the problem to be solved, offcr just the facts, without your
opinion, so you don’t influence others to aceept your solution.

During any brainstorming process, try not to be critical of ideas, as any negative
criticism will tend to shut down the discussion, and the flow of ideas will dry up. Simply
write down the ideas as they are suggested and ask questions only to gain a clearer
understanding of the proposed solution.

Choose Alternative

Once a set of alternatives has been identified, the group must evaluate them based on
numerous criteria, such as effectiveness of addressing the issuc, the extent of risk a
ated with each alternative, cost, and time to implement. An alternative that sounds
attractive but that is not feasible will not help solve the problem.

As part of the evaluation process, weigh various laws, guidelines, and principles that
may apply. You certainly do not want to violate a law that can lead to a fine or imprison-
ment for yourself or others. Do any corporate policies or guidelines apply? Does the orga-
nizational code of ethies offer guidance? Do any of your own morals apply?

Consider the likely consequences of each alternative from several perspectives: What is
the impact on you, your organization, other stakeholders (including your suppliers and cus-
tomers), and the environment? Does this alternative do less harm than other altcrnatives?

The alternative selected should be ethically and legally defensible to a collection of
your coworkers, peers, and your profession’s governing body of ethics; be consistent with
the organization’s policies and code of ethics; take into account the impact on others; and,
of course, provide a good solution to the problem.

oci-





