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Today’s Agenda

1. Cross-Cultur al Et hics (from Week 4)

• Discussion of Beyond Border s vignett es
(John, Rober to, Kay)

2. Confucian Et hics (from Week 4)

3. Writing Codes of Behaviour
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Today’s handouts

1. Lecture overheads.

2. A blurb of the PBS doco, Black Money, available
on-line.

Remaining Work for BE:

1. Individual essays due by Tuesday, Nov ember 10
(Week 9).

2. Team present ations in-class on Tuesday,
November 24 (Week 11), and handed in by the
end of that week . (I’m still missing 5 names.)
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Codes of Ethical Behaviour

Broadl y, such codes can be writt en as:

— eit her rules: as explicit as the law,
e.g. “Thou shalt not commit adulter y.”

— or principles: broad statements of the
org anisation’s values and how these should infor m
employee behaviour
e.g. “We value the famil y and its welfare.”

Which — rules or principles — is best might depend on
the pur pose of the code.
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Rules or Principles?

How might these differ?

To det er wrong behaviour or to encour age right, rules
might be better :
— readil y under stood and easily seen when broken

To improve practice, to educat e or train, without
expecting the wor st, principles might be better :
— less legalis tic, more initiative lef t for the individual,
less searching for “loopholes”.

At any rat e, employee “owner ship” (t hrough bott om-up
development, rat her than top-down imposition) is more
ef fective for either way.
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Wr iting Codes of Behaviour

(from M. Schwar tz: The Nature of the Relationship
between Corpor ate Codes of Ethics and Behaviour, JBE
vol 32, 247−262, 2001)

1. Do they work?

2. If so, why?

3. If not, why not?

4. Lessons?
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Codes of ethics

A writt en, dis tinct and for mal document consisting of
mor al st andards used to guide employee or cor porat e
behaviour.

AKA: codes of conduct, codes of practice, corpor ate
credos, mission statements, values statements.

More US companies (> 90% large), than Canadian ( 86%
large), than UK (57%), than German (51%), than French
(30%).

Used for :

• Provision of consistent normative (“should”)
st andards for employees

• Av oidance of legal consequences.

• Promotion of public image.
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How effective are codes?

Codes work: several (8/19) studies

Codes don’t reall y work: some (2/19) studies

Codes irrelevant : ot her studies (9/19)

Three ques tions:

1. Do codes influence behaviour?

2. Why are codes effective or not?

3. How do codes influence behaviour?
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Penetr ation of codes

Four ques tions:

1. Do you believe that other s know of your
org anisation’s code?
(all did)

2. Have you read your organisation’s code?
(some)

3. Where is your copy of the code? Have you
bookmarked its URL?
(half knew)

4. Do you remember what’s in the code?
(usuall y onl y 1 or 2 of 5−7 core values recalled)
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Behaviour to reduce/prevent

Violations:
stealing
fr aud
accepting bribes
paying kickbac ks
se xual har rassment
conflict of interes t
misappropr iation of company funds
breach of confidentiality
abusing expense accounts
falsifying records
dr inking/drug use on the job
racism
downloading porn
etc
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1. Do codes influence employee behaviour?

Sometimes not:

• “I believe I know what is right and wrong
already.”

• “Af ter all, the code is merel y common sense.”

• “I don’t believe I’ve ever had to face an ethical
dilemma”
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But sometimes yes ...

But sometimes yes, as evidenced by:

• people ’s examples of their own changed
behaviour s:

— dispar aging the competition

— avoiding conflicts of interes t

— avoiding business in res trict ed countr ies

— releasing infor mation

— public discussions as an employee

• the number of ques tions received by ethics officer s
from employees reg arding the code. Assuming
that these were not idle quer ies, the guidance
mus t have been acted on sometimes.
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2. Why are codes effective or not?

When not — five reasons:

• self-int eres t (i.e. greed, becoming a star via cut-
throat riv alry, financial distress, avoid harassment)

• dissatisfaction (i.e. with one ’s job or level of
reimbur sement)

• environment (i.e. peer pressure, supervisor s’
behaviour, oppor tunity)

• the company’s perceived best int eres t

• ignor ance (i.e. never aware, didn’t perceive,
forgot)
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Reasons for effectiveness ...

When compliance occurred:

• per sonal values, upbringing

• fear of discipline, loss of job

• loyalty to the company

Some of these might be relat ed.

So: stronger personal values might strent hen resis t ence
to peer pressure.

Or the absence of personal values etc might increase
non-compliance.
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3. How do codes influence behaviour?

Eight metaphor s (following Schwar tz JBE 2001): to
compl y wit h the code ’s provisions.

1. a rule book: clar ifies behaviour expect ed

2. a sign-pos t: consult to det ermine whether certain
behaviour is appropr iate

3. a mirror: to confir m whet her behaviour is
acceptable to the organisation

4. a magnifying-glass: cautions employees to be
more careful or be more reflective before action
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5. a shield: helps employees to bett er challenge and
resis t mor al temptation

6. a smok e de t ector: leads employees to be abel to
convince ot her s of the inappropr iateness of their
behaviour

7. a fire alar m: helps employees to contact
appropr iate aut horities and repor t violations

8. a club: the potential enforcement of the code
induces employees to comply wit h the code ’s
provisions.
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Pr actical implications

Reasons for non-compliance:

self-int eres t, dissatisfaction, environment, company’s
int eres t, ignor ance.

Reasons for code compliance:

per sonal values, fear of discipline, loyalty to the
org anisation.

The eight code metaphor s reveal that the process by
which a code influences behaviour is diver se,
convolut ed, and indirect : senior management should be
aw are of the different way s in which the code is
perceived and react ed to.
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