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1. Explain the importance of ethical behavior in the workplace.
2. |dentify characteristics of an ethical organization.

3. Determine how to achieve ethical change.

4. Determine implications of discrimination in an organization.
5. |dentify characteristics of an ethical employee.

6. Determine your commitment to ethical behavior.
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thics (the systema dy of moral conduct, duty, and judgment) plays an impor-

\,\e""""'\'\ ‘-0&‘ _ tant role in the effectiveness and the long-term viability of an organization. If you

wonder about the efficacy of such a statement, pause for a few minutes to think about
the ethics (or lack thereof) of two major organizations.

Ethical mismanagement of Enron®, a major energy trading company with headquarters
in Houston, Texas, caused an organization to go from a firm that was listed in 2000 by
Fortune as one of the most admired companies to a bankrupt corporation. Enron’s debacle
was of such significance to the U.S. economy that Congress led a major investigation
through a series of hearings with employees and leaders of Enron. Enron’s mismanage-
ment impacted thousands of employees and shareholders who lost significant dollars, with
some people losing their life savings. Another major corporation involved in the scandal
was Arthur Andersen, employed by Enron as an accounting consultant. The government
filed a suit against Arthur Andersen™, charging the company with destruction of tons of
paper and thousands of computer files in an attempt to thwart federal regulators investi-
gating Enron. A jury found Arthur Andersen guilty of the charges. A federal judge gave the
defunct Arthur Andersen the maximum sentence for its part in the Enron scandal, calling
it a warning to the auditing profession.

Unfortunately, these are only two of any number of examples of organizations whose
ethics are in question, A writer from The New York Times™ expressed these sentiments:

M O Cnny
The term business ethict(;’)he study of just and unjust behavior in business] does not have to

§\0\‘>@\-\®/‘be an oxymoron [the combining of incongruous or contradictory terms]. But in today’s scandal-
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a-minute atmosphere, it has surely become one.
Public trust in corporate America has been unde-
niably shattered.'

However, in contrast are those many organi-
zations that hold ethics sacred in their day-
to-day operations. For example, contrast the

lack of ethical behavior with some of the ethi-

cal statements and policies of three compa-
nies listed on Fortune magazine’s 2002 100
Best Companies to Work For—The Container
store™, SAS®, and TDIndustries™.

e The Container Store provides these value-
driven benefits for its employees:

» An environment that ensures open com-
munication

» Extensive training programs

e Individual and team-based incentive pro-
grams
The cofounders, Kip Tindell and Garrett
Boone, state that their goal is not growth
for growth’s sake. Rather, it is to adhere
to a fundamental set of business values,
centered around deliberate merchandising,
superior customer service, and constant
employee input.?

e The mission of SAS includes this statement:
Our mission is to deliver superior software
and services that give people the power to
make the right decisions.?

o TDIndustries’ Culture, Vision & Values
statement reads as follows:

TDindustries strives to model the manage-
ment style defined by Robert Greenleaf as
“Servant Leadership.” We firmly believe our
shift to this culture over 25 years ago has
made us one of the most unique companies
in the country—it is to this practice that we
attribute our many years of success.*

'Gretchen Morgenson, “The Blg Board Is Standing Up for
independence,” The New York Times, June 2, 2002.

2The Contalner Store, accessed June 2, 2002; available
from www.containerstore.com.

30ur Company, accessed June 1, 2002; available from
Www.sas.com.

40ur Culture—TDIndustries, accessed june 1, 2002;
avallable from www.tdindustries.com.

Ethical and unethical behaviors by organi-
zations make a difference in society. People
managing organizations and employees of
organizations must adhere to some standard
of ethics. Business is a cooperative activity,
with its existence hinging on ethical behavior.
For example, organizations will collapse if
their managers, employers, and customers
believe it is morally permissible to steal from
the organization.

Conversely, ethical behavior by organiza-
tions, in addition to being the right thing to
do, pays off on the financial bottom line. This
is the conclusion of research based on Busi-
ness Ethics’ 100 Best Corporate Citizens list,
which shows that the financial performance
of socially responsible companies was signifi-
cantly better than other companies in the S&P
500.°

As you study this chapter, take the tenets
presented seriously. If you are working
presently or will be working when you finish
your schooling, you want to be associated
with an organization that upholds ethical
standards. Ethical behaviors contribute to
making the world a better place in which to
live and work. Unethical behaviors impact
people who are working for the organization
as well as the economy.

In this chapter, ethics is a pragmatic
topic—one to be understood conceptually
and practiced in the day-to-day operations of
organizations and in the lives of employees
within organizations. This chapter provides
you with a framework for understanding the
importance of ethics and the characteristics of
ethical organizations. Additionally, it provides
suggestions for practical ethical behavior for
administrative professionals.

The Importance of Ethics

As you learned earlier in this chapter, ethics is (\70*[ b,
the systematic study of moral conduct (a set Q/

3Good Guys Are Prospering: “100 Best Corporate Citizens
Outperform S&P 500 Peers,” accessed June 1, 2002; avali-
able from www.bosiness-ethics.com.
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(\(3:: ideas of right and wrong), duty, and judg-

ent. Practically, business ethics is the study
of just and unjust behaviors in business.
Business ethics requires that judgment be ex-
ercised about a proposed act and the antici-
pated consequences of the act. Business ethics
means that individuals within an organiza-
tion, collectively and singularly, are socially
responsibie for their conduct.

Ethics—The Roots

So you can understand what religion and
some of the great philosophers of history have
contributed to ethical thinking, look briefly at
both. The major roots of today’s ethical prin-
ciples stem from religion and philosophy. For
example, many of the major religions of the
world are in basic agreement on the funda-
mental principles of ethical doctrine. Bud-
dhism, Christianity, Confucianism, Hinduism,
Islam, and Judaism teach the importance of
acting responsibly toward all people and con-
tributing to the general welfare of the world.
In fact, the work ethic still practiced by many
in the United States came from what was
called the Protestant ethic. The Protestant
ethic began as a religious teaching in Europe
in the fourteenth century and was carried to
the American colonies. It encouraged hard
work, thrift, and dedication to the task. This
philosophy still holds true for millions of
Americans.

The great philosophers in history added to
the body of knowledge concerning ethics.
Here are a few examples of their influence:

e Socrates taught that virtue and ethical be-
havior are associated with wisdom.

» Plato taught that justice might be discovered
through intellectual effort.

* Jeremy Bentham and John Miils taught that
morality resides in its consequences and
one must maximize the greatest benefit for
the greatest number of people.

* Immanuel Kant taught that one must behave
in such a way that one’s actions can be-
come a universai law.

» Saint Thomas Aquinas taught that ethical
behavior in business is necessary to achieve
salvation.

In addition to the religious and philosophical
roots of ethical behavior, cultures and systems
of government teach ethical behavior. For
example, the Golden Ruie—Do unto others as
you would have them do unto you—came from
many ancient cultures. The Declaration of
Independence emphasizes that there are cer-
tain Inalienable rights: life, liberty, and the pursuit
of happiness.

The study of ethics began in the classroom
in the 1970s. In the 1980s, ethics became a
part of the business curriculum, where it
progressed from religious and philosophical
theory into the pragmatic study of ethical
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The Golden Rule—Do unto others as you would have
them do unto you—continues to be an important concept
to uphold in the day-to-day actions of an organization.
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behavior and decision making within organi-
zations.

The Why

Why be etHical? This question is debated in
academic materials and classrooms, However,
it is more than an academic question. At some
point, individuals and organizations must
answer it. There are numerous ways to do
so. You might answer it from a religious or
philosophical point of view. You might also
answer it from your own value perspective,
However, from whatever view you take, the
questions and possible answers around ethical
dilemmas are not easy. Consider the issue of
stem cell research that burst on the scientific
scene in November 1998, when researchers
first reported the isolation of human embry-
onic stem cells. This discovery offers great
promise for new ways of treating disease, but
the ethical questions surrounding stem cell
research are being widely debated today, with
tentative policies being established.

Opponents of stem cell research believe
that human life begins as soon as an egg is
fertilized, and they consider a human embryo
to be a human being. Therefore, any research
that necessitates the destruction of 2 human
embryo is morally abhorrent. Proponents of
stem cell research point out that in the nat-
ural reproductive process, the fertilization of
human eggs can occur, but the €ggs some-
times fail to implant in the uterus. They argue
that a fertilized egg, while it may have the
potential for human life, Is not the equivalent
of a human being until it has at least achieved
successful implementation in a woman's
uterus.

In 2001, President Bush decided to allow
federal funding of stem cell research, but
only on cells already in existence. He decided
that for a cell line (isolated stem cells from
a human embryo that often replicate them-
selves) already in existence, research is per-
missible because destruction of an embryo
has already taken Place. To prevent the fed-
eral government from acting in a way that

Ol\—\—@g .
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encourages the destruction of human em-
bryos, he refused to allow federal funding for
research on any cell line created in the future.
However, the debate is far from over, and
more issues regarding stem cell research will
likely surface.®

Overcoming the ethical dilemmas you face
now and will face in the future requires great
wisdom. An understanding of your own prin-
ciples of morality (a set of ideas of right and
wrong) is vitally important. You must do
whatever you can to strengthen your ethical
understandings and moral integrity (consis-
tent adherence to a set of ideas of right and
wrong), within and outside the workplace.

NM@@

6Stem Cell Research, accessed June 1, 2001; available
from www.aaas.org.
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Stem ceil research has raised a number of issues that

demand ethical answers.
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The How

How can you, as an administrative profes-
sional, make a difference on important ethical
issues? As a professional employed in the
workplace and as a contributing member of
society, you must grapple with answers to this
question. However, here are partial answers:;

» You can recognize the importance of behav-
ing ethically and how ethical and unethical
behavior impact the nation.

» You can constantly seek to understand the
corporate culture in which you work and
the philosophies of the leaders within the
organization.

You can understand how to achieve ethical
change from within.

» You can behave ethically when dealing
with your supervisor; your peers; and the
customers, clients, and vendors of your
organization.

® You can regularly examine your own ethical
standards to determine whether you are
behaving In ethical ways.

Margaret Mead, a preeminent anthropologist
of the twentieth century, stated:

Never doubt that a small group of thoughtful,
committed citizens can change the world; indeed,
it's the only thing that ever has.

Characteristics of
Ethical Organizations

The characteristics of ethical organizations
are many. Here are a few important ones.

Environmentally Responsible

An environmentally responsible organization
is aware of the possible dangers in business
and takes necessary precautions to keep the
/\\ environment free from pollution. The organi-
zation pays attention to OSHA ((Occupatiohal
Safety & Health Administration) regulations
regarding careful disposal of waste products.
The organization makes it a top priority when

© GETTY IMAGES/PHOTODISC

A small group of committed citizens can change the world.

constructing new buildings to cut down as
few trees as possible and to protect wetland
areas, as well as other areas that are impor-
tant ecologically.

Internationally Aware

The ethical organization is aware that ethical
behavior has different meanings in different
countries. Different countries interpret human
rights in different ways. In some countries,
there is no consideration of gender equity.
Even harassment and discrimination are not
ethically wrong. Such awareness on the part
of U.S. businesses operating in other coun-
tries does not mean they adopt the ethical
standards of that country. It does mean that
U.S. businesses must be knowledgeable about
the practices that occur and carefully formu-
late their own practices and behaviors. Ethical
organizations understand the importance of
learning the cultures and business customs of
the countries in which they operate.

Culturally Committed to Ethical Behavior __

Organizational culture is defined as “the logr ’
ideas, customs, values, and skills of a partic-
ular organization.” All organizations have a
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culture. The organizational culture may be
one of the following:

» Commitment to behaving ethically

» Verbal commitment with little follow-through
» No commitment to ethics

gmployees in ethical organizations are aware
of the ethical stance of the organization and
realize they are accountable for upholding the
ethics espoused by the organization. Prepara-
tion and dissemination of mission/value
statements are communication vehicles that
organizations use to inform employees and
customers of their ethics. Consider the follow-
ing statements made by two companies on
Fortune magazine’s 2002 100 Best Companies
to Work For.
o Goldman Sachs™. The business principles
of Goldman Sachs include these:

Our clients’ interests always come first. Our
experlence shows that if we serve our
clients well, our own success will follow.

Our assets are our people, capital and rep-
utation. We are dedicated to complying
fully with the letter and spirit of the laws,
rules and ethical principles that govern us.
Our continued success depends upon
unswerving adherence to this standard.

We stress teamwork in everything we do.
While individual creativity is always en-
couraged, we have found that team effort
often produces the best results. We have no
room for those who put their personal in-
terests ahead of the interest of the firm and
its clients.

Integrity and honesty are at the heart of our
business. We expect our people to maintain
high ethical standards in everything they
do, both in their work for the firm and in
their personal lives.”

s Beck Group®™. Mission: Revolutionize our
industry. . . create the future! Vision: An
environment where extraordinary demand
for Beck’s superior products, services and

7Goldman Sachs Buslness Princlples, accessed june 5.
2002; avallable from www.goldmansachs.com.
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innovative solutions will result in unique
and rewarding experiences for our cus-
tomers and our people.®

Notice Figure 3-1, which outlines several key
principles of managing by values.

SR —
KEY PRINCIPLES OF
MANAGING BY VALUES

« In an organization that truly manages by Its
values, there is only ona boss—the company's
values.

« Managing by values is not just another program,
it's a way of life.

« Genulne success does not come from proclalm-
Ing our values, but from consistently putting
them into daily action.

« Real change doesn't happen until It happens
inslde people.

« Belng values-aligned does not occur without
changes in our habits, practices, and attitudes.
it's easy to spot commitment when you see —
and even easler when you don't.

« Organizations don't make managing by values
work—peaple do.

Excerpted from Managing by Values by Ken Blanchard
and Michae! 0'Connor.

FIGURE 3-1 Key Principles of Managing by Values

Honest

An ethical organization is honest when dealing
with employees and other organizations and
individuals. For example, the company makes
its personnel policies clear to all employees.
Employees understand salary and promotion
policies. In a sales organization, product spec-
ifications and pricing structures are clear to
external organizations and individuals. An
ethical organization holds employees account-
able for honesty. Honest employees do not
falsify expense reports, time reports, or per-
sonnel records.

8The BECK Group—About Beck, accessed June 1, 2002;
available from www.beckgroup.com.




55

Part 1: Today and Tomorrow's Workplace

Gommitted to Diversity

The ethical organization believes in providing
equal treatment to all individuals, regardless
of race, ethnicity, age, gender, sexual orienta-
tion, or physical challenge. For example,
women sometimes face obstacles in the
workplace that occur not because of their
performance, but because of their gender and
how others perceive them. Gays and lesbians
often face discrimination based not on who
they are or how they perform on the job, but
on their sexual orientation. Often minority
group members encounter problems based on
the biases (views based on background or
experlences) of others. Such biases can cause
stereotyping-(holding perceptions or images
of people or things that are derived from se-
lective perception). Although you may think
of stereotyping as negative, it can be positive.
For example, stereotyping can help you learn

the general characteristics of certain groups,
people, or animals. As a small child, you
learned that dogs are four-legged animals and
are generally friendly to people. As you grew
older, you could begin to distinguish among
types of dogs and their natures and special
characteristics.

Negative stereotyping can cause a prema-
ture end to communication and prejudicial
behavior that leads to acts of rejection. For
example, if an individual has a negative expe-
rience with an individual from another coun-
try and then decides that all individuals from
that country have the same negative charac-
teristics, prejudice (a system of negative be-
liefs and feelings) occurs. Other examples of
prejudice are evident when physically chal-
lenged individuals (persons with a physical
handicap) are judged and treated unfairly due
to their physical handicaps.

© GETTY IMAGES/PHOTODISC




None of this discussion is to imply that
the ethical organization advocates a policy
that ignores performance issues due to gen-
der, physical challenge, race, ethnicity, or
sexual orientation. All individuals must per-
form their jobs satisfactorily. What is impor-
tant is giving all individuals the opportunity
to do their job regardless of their minority
status.

Here is a statement concerning diversity
from one of Fortune magazine’s 2002 100 Best
Companies to Work For, QUALCOMM.

You can clearly see, as you walk the halls of
QUALCOMM, that diversity is more than a buzz
word here—it's an integral part of our company’s
operation. It's what we call Global Inclusion. It's
not a set of rules that gets filed and forgotten, it's
not the program of the month; it's a viable phi-
losophy at QUALCOMM that reflects the global
nature of business and communications today.’

9QUALCOMM, accessed June I, 2002; available from
www.qualcomm.com.

whoever and wherever they are.

Excerpted from www.qualcomm,com.

QUALGOMM'S DIVERSITY COMMITMENT

At QUALCOMM, Glabal Inclusion is the catalyst for raising the consclousness about how diversity can
positively impact all aspects of our business—semployees, customers and communities.

At the heart of Glabal Incluslon Is QUALCOMM's commitment to provide ail empioyees, regardless of their
backgrounds and perspectives on the worid, the opportunity to achieve thelr personal and professional goals.

Like our customer base, our employees are from many backgrounds. They're frae-thinkers who use their
unique perspectives to get a new slant on the broad spectrum of technologles we're exploring.

So we like to be different. We want our people to be different. We want our teams charged with the energy that
comes from different backgrounds and cultures. And because we're a global company, we want peopie from
around the worid helping us build the right products, products that meet the needs of their famllles and frlends,

Global Incluslon Is providing an environment in whieh Individuals from diverse backgrounds can work together
to enhance their own lives and contribute to the success of QUALCOMM.

™ Cha;;t_ef 3: Ethical Theorles and Behaviors

Figure 3-2 explains in greater detalil
QUALCOMM'’s stance on diversity.

In dealing with diversity issues, ethical
organizations should engage in the following
behaviors:

o Ensure that initial employment practices
support diversity

o Ensure that promotional opportunities pro-
vide for equal treatment of all individuals

= Hold managers accountable for supporting
and implementing nondiscriminatory policies

o Assist individuals who have English lan-
guage deficiencies by allowing them to
enroll in on-site or off-site courses at a col-
lege or university

® Provide access for the physically challenged
to all facilities and provide proper equip-
ment and work space

e Ensure that age differences are not used as
an evaluation measure
e Raise the diversity awareness of other man-

agers and individuals by providing seminars
on diversity

FIGURE 3~2 QUALCOMM'S Diversity Commitment
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Committed to the Community

Ethical organizations understand that they
have a social responsibility to contribute to
the community. In fulfilling this responsibility,
the organizations may engage in any of the
following activities:

= Contributing to charities

Participating in the local Chamber of

Commerce and other service organizations

» Working with youth groups

= Supporting the inner city in its crime reduc-
tion programs

® Assisting schools and coileges with intern-

ship programs

Encouraging employees to participate in

their local communities by recognizing and

rewarding employees’ endeavors

Notice Figure 3-3, which spells out QUAL-
COMM'’s commitment to the communities it
serves.

Committed to Employees

Promoting employee productivity is important
to ethical organizations. Although fear about
job performance and security exists at some
level in most organizations, the ethical orga-
nization takes steps to reduce such fears.

QUALCOMM'S VOLUNTEER PROGRAM

QUALCOMM's corporate volunteerism program, QUALCOMM Cares, was deveioped to encourage employee
involvement in the community, and is our way ot connecting our diverse emplioyee base to local volunteer
opportunities. QUALCOMM Cares facilitates employee invoivement In rewarding and fun voiunteer opﬁonun-
ities, while encouraging the participation of family and friends. QUALCOMM Cares volunteers spend t

at a variety of San Diego non-profit organizations, which serve diverse purposes including: helplng peopie with
HIV/AIDS and disablilties, improving the environment, providing food and clothing to the homeless, comipiet-
ing renovation projects, serving and socializing with seniors, helping women In need, creating educational and
recreational opportunities for children, and caring for animals. QUALCOMM Cares also offers volunteer team-
buliding projects as special opportunities for internal departments to foster teamwork and celebrate accom-
pilshments, while simuitaneously contributing to the Improvement of the San Diego Community.

Excerpted from QUALCOMM in The Communlty, accessed June 5, 2002; availabie from www.qualcomm.com.

Here are some ways companies can reduce
employee fear:

° Establish realistic job descriptions

* Help employees set achievable goals

© Administer performance evaluations fairly
© Support employees in learning new skills

® Encourage employees to cooperate with
each other

® Reward employee creativity

® Provide personnel policies in writing to all
employees

® Establish teams to work on significant com-
pany issues

Gommitted to Standards

When carrying out ethical behavior, organiza-
tions establish standards that support ethical
decision making and quality delivery of prod-
ucts and services. In addition to individual
organizational standards, standards are set
for entire industries. For example, the FDA
(Food and Drug Administration) establishes
standards for food and drug products manu-
factured in the United States. OSHA estab-
lishes standards for workforce safety. Figure
3-4 shows a portion of the standards estab-
lished by OSHA.

e i e = == ...r:‘.:‘!.-
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FIGURE 3~3 QUALCOMM'S Volunteer Program
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Emergency Action Plan

explanation of duties under the pian

circumstances.

PORTION OF OSHA STANDARDS CONCERNING EMPLOYEE
EMERGENCY PLANS AND FIRE PREVENTION PLANS

The emergency action pians shail be in writing and shall cover these deslgnated actions empioyers and
employees must take to ensure employee safety from fire and other emergencles.

Emergency escape procedures and emergency escapg route assignments

Procedures to be followed by empioyees who remaln to operate critical plant operatlons before they evacuate
Procedures to account for all employees after emergency evacuation has been compieted

Rescue and medical duties for those empioyees who are to perform them

The preferred means of reporting fires and other emergencies

Names or reguiar job tities of persons or departments who can be contacted for further Information or

o The employer shali estabiish In the emergency actlon plan the types of evacuation to be used In emergency

« Before Implementing the emergency actlon pian, the empioyer shall designate and traln a sufficient number
of persons to assist in the safe and orderly emergency evacuation of empioyees.

*Regulations—Empiayee Emergency Plans and Fire Preventlon Pians,” accessed June 4, 2002; available from

FIGURE 3~4 Portion of OSHA Standards Concerning Employee Emergency Plans and Fire Prevention Plans

Ethical Ghange

You do not live in a perfect world. Thus, you
do not live in a world where all individuals
and organizations are ethical. However, many
people and organizations strive to make their
corner of the world a better place in which to
live and work. Assuring that ethical change
takes place in an organization Is partly the
responsibility of management. Management
cannot dictate ethical change; they can only
provide an environment that encourages ethi-
cal change. Aithough you will not be in a
management position when you first begin
your career, you may find yourself, at some
point, supervising one or more individuals.
Figure 3-5 gives several steps management
can take to produce ethical change within an
organization.

Employees of an organization must take
whatever steps are necessary to change their
individual behaviors. No one employee can

dictate to another how he or she should
behave; ethical change for each employee be-
comes a matter of personal consideration and
commitment. In the next section, you will ex-
amine factors that can impede ethical change
for you as an individual. Additionally, you
will consider pragmatic steps you can take to
produce ethical change within yourself.

Factors Impeding Ethical Change

A person’s background and beliefs often stand
in the way of ethical change. As you read the
following negative beliefs, ask yourself if you
believe any of them.

= Values cannot be changed.

» Organizations are amorai.

» Labels accurately describe individuals.
» Leaders do not behave ethically.

Now examine each of these statements indi-
vidually.




ETHICAL CHANGE STEPS FOR MANAGEMENT

Take into consideration the interests of all individuals within the organization, For example, sometimes the
welfare of an individual must be preserved (as Is the case when unfounded accusations could end a career).
Sometimes the welfare of many must be weighed over the good of a few (as in the ciosing of a piant to
sustain the iong-term viability of the company).

Measure the acts of an organization against a variety of ethical yardsticks. For example, the acts of an
organization must be baianced against such vaiues as justice, honesty, the good of the stakehoiders of the
corporation, and the external community.

Be alert to the pressures and counterpressures of the Internal and external environment. Evaiuate those
pressures In light of the goais of the organization.

Estabilsh a framework by which to consider the ethical impilcations of an act and how to achieve the
greatest good for the organizatlon and its stakehoiders.,

Appoint senior-level management to monitor the actions of the organlzation as compared to the estabiished

organizational ethics.

= Conslstently reinforce ethical standards.

organization,

* Develop an intarnai mechanism that employees can use to report ethicai violations.

* Estabiish a trainlng program to aliow managers to understand how to bring about ethical change within an

FIGURE 3~5 Ethical Change Steps for Management

Values Cannot Be Changed

Clearly, values can be difficult to change
since they are generally adopted at an early
age. However, change is possible. Consider
this example:

Harold’s father (who was divorced from Harold's
mother when Harold was two) taught his son
that women are inferior to men. Harold’s father
reared him and sent him to an all-male school
from first grade through high school. As a result
of his rearing and his lack of exposure to women
in significant leadership roles, Harold does not
value women in management roles. He believes
they are incapable of making good decisions for
an organization and of being strong leaders.
Harold went to work for a male department
manager in a large company. Six months after
Harold began his job, his supervisor left for a
position in another company. His supervisor was
replaced by a woman. Harold decided he should
start looking for another job immediately. How-
ever, dfter one month of reporting to his female
supervisor, he began to second-guess his long-
held assumption that women cannot make good

decisions. He also began to question his lack of
valuing women in management roles.

Even though you may have established certain
values early in life and held on to them into
adulthood, you can change these values if you
are open to honestly evaluating situations that
suggest a need to change iong-held beliefs.

Organizations Are Amoral

Amoral is defined as “lacking moral judgment
or sensibility, neither moral nor immoral.”
History has shown that amoral organizations
do not achieve long-term success. If an orga-
nization is to achieve long-term success, its
values must be clearly defined by manage-
ment and upheld by everyone in the organiza-
tion. Employees do not have the authority to
establish organizational values even though
they, no doubt, are living by their own set of
values. The ieadership within an organization
must be wiliing to establish the organizational
values, live by the established values, make
employees aware of the values, and hoid em-
ployees accountable for living by them.
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More women are Successfully assuming positi

Labels Accurately Describe Indlviduals
Generally, when you attach a label to some-
One, you are not describing that individual
accurately. For example, to describe someone
by his or her job title clearly leaves out much
of who the person is. Or to describe a person
as a team player, a bore, or any other term is
restrictive of the whole person’s qualities
and traits. The point to keep in mind is that
labeling hinders, rather than helps, the
change process. Labeiing individuals affects
your view of individuals and often affects the
view of significant others in your life. The
process of making ethical change within an

Organization can be harmed by the labeling
of individuals.

Leaders Do Not Behave Ethically
Clearly, organizations exist in which individ-
ual members of the leadership team do not

ons of ieadership in organizations,

L

behave ethically. However, to assume that ail
management is bad suggests that you are
negatively stereotyping management. If you
do not want to behave ethically yourself, you
can easily shift the biame for your lack of
performance to management. The following
comments are often made:

* All managers are unethicai. Why shouid |
be ethical if my supervisor is not?

® You cannot trust your supervisor.

* Presidents of corporations do not care
about the workers; they only care about
making huge salaries and pieasing the
board to whom they report.

If you find that management within your or-
ganization is unethical, you need to leave the
organization. When organizational ethics are
not adopted by management, the organization
is not a good place to work.
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Steps Producing Ethical Change

Now that you have looked at factors that hin-
der ethical change, consider these steps that
can help produce ethical change:

e Determine the ethical change required.

e Determine the steps required to achieve the
objective.

Practice the new behaviors.
Seek feedback.

* Reward yourself and the individuals involved.

o Evaluate the effects of ethical change.

To help you understand how to apply these

steps, consider the foilowing situation involv-
ing an employee (Theresa), along with exam-
ples of the appropriate handling of each step.

Determine the Ethical Change Required
Consider this situation:

You are chairing a task force charged with im-
proving the organization’s sexual harassment
policy. Theresa is a member of the task force.

When attempting to produce ethicai change within an
organization, you must foilow certain steps.

© GETTY IMAGES/PHOTODISC

She attends the meetings and seems to listen
attentively, but she does not say anything during
the meetings. Once outside the meetings, Theresa
attempts to sabotage the decisions.

When determining the ethical change required,
the specific behavior must be considered.
What is that behavior?

Not: Theresa is unprofessional in her conduct.

" Such an analysis is too broad. What does

unprofessional behavior mean?

Rather: Theresa does not express her feelings
and thoughts in meetings.

Determine the Steps Required to Achieve
the Objective

The objective in this situation is to get
Theresa to express her thoughts during the
meeting—not after the meeting is over. The
process you use here is similar to the
decision-making process you learned in
Chapter 1. You may want to go back and
review the process now. After you define the
problem, you establish the criteria and gener-
ate possible alternatives. In this case, you
decide to take the following steps:

o Talk with Theresa in private before the next
meeting. Tell her you have noticed she is
very quiet in meetings, you vaiue her opin-
ions, and you would like to hear her opin-
lons on issues. Tell her you believe the
entire group can benefit from her opinions
and suggestions.

* At the next meeting, if Theresa is not forth-
coming with comments, ask for her com-
ments. Then thank her when she does
express her viewpoints.

Practice the New Behaviors

At each meeting, use the same behavior with
Theresa and with any others in the group who
are not participating.

Seek Feedback !
After a group meeting, talk with a trusted
member of the group. Ask that person to
evaluate your leadership abilities with the

.



group. Listen openly to the positive and nega-
tive comments the person shares. Do not
become defensive about negative comments.
if you think you are not being successful with
the group, you might seek the help of an
outside consultant. Invite the consultant to
several group meetings to observe you and
the group together. Listén to what the consul-
tant has to say, and implement any sugges-
tions made.

Reward Yourself and the Individuals involved
Once you see a change in Theresa’s behavior,
reward yourself for bringing about the posi-
tive change. Mentaliy add this success to
your list of strengths. Reward Theresa for the
change in her behavior by praising her in a
one-on-one session. Thank the entire group
for its work if the situation warrants it.

Evaluate the Effects of Ethical Change

Is the group more effective in making deci-
sions now that Theresa is voicing her con-
cerns in the meetings? Is the group working
together as a cohesive team? Is there a sense
of cohesiveness and camaraderie in the group?
No doubt, the answer to each of these ques-
tions is a resounding yes.
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Discrimination—Its
Implications for the
Organization

You learned eariier in this chapter that the
ethical organization does not discriminate due
to race, ethnicity, gender, age, sexual orien-
tation, or physical challenge. In fact, in the
Linited States, discrimination is taken so seri-
ously that laws have been enacted to protect
citizens against discrimination. These laws
are listed in Figure 3-6. Unfortunately, even
with laws in place, discrimination continues
to occur. In fact, discrimination lawsuits are
increasing rather than decreasing. The U.S.
EEOC (Equal Employment Opportunity Com-
mission) reports that in 1992, 72,302 charges
of discrimination were filed by employees
against their employers, while in 2001, 90,840
employees filed discrimination lawsuits.'®
Headlines such as the foliowing attest to the

10Safeguarding Against Recession Based Discrimination
Lawsuits,” accessed june 2, 2002; available from www
.bestjobsusa.com.

FEDERAL LAWS PROHIBITING JOB DISCRIMINATION

« Title Vii of the Civil Rights Act of 1964 (Titie Vil), which prohibits empioyment discrimination based on
race, color, reiigion, sex, or nationai origln

 Equai Pay Act of 1963 (EPA), which protects men and women who perform substantlaily equai work in the
same establishment from sex-based wage discrimination

* Age Discrimination In Employment Act of 1967 (ADEA), which protects Individuais who are 40 years of age
or oider

 Title 1 and Titie V of the Americans with Disabilities Act of 1890 (ADA), which prohibits employment
discrimination against quaiified individuais with disabiiities in the private sector and in state and local
governments

* Sections 501 and 505 of the Rehabiiitatlon Act of 1973, which prohibits discrimination against quaiified
individuals with disabiiities who work in the federal government

« The Civii Rights Act of 1991, which, among other things, provides monetary damages in cases of inten-
tional employment discrimination

‘Federal Laws Prohibiting Job Discrimination,” accessed June 4, 2002; available from www.geoc.gov.

FIGURE 3~6 Federal Laws Prohibiting Job Discrimination
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fact that discrimination happens and it can be
costly to an organization.

$65M Awarded in Sex.Com Case

$1.8 Million Consent Decree Ends EEOC Federal
Employment Discrimination Suit in Rockford
against Ingersoll

EEOC and Verizon Settle Pregnancy Bias Suit;
Thousands of Women to Receive Benefits

Although discrimination may take many
forms, only sexual harassment and racial
discrimination are considered here.

Sexual Harassment

Studies show that approximately 40 percent of
women and 12 percent of men in the work-
force are sexually harassed at some point in
their careers. What is sexual harassment? 1t
is defined by the EEOC as “harassment aris-~
ing from sexuai conduct that is unwelcome by
the recipient and that may be either physical
or verbai in nature.” Three criteria for sexual
harassment are set forth:

® Submission to the sexual conduct is made
either implicitiy or expiicitly as a condition
of employment.

® Employment decisions affecting the recipient
are made on the basis of the recipient’s ac-
ceptance or rejection of the sexuai conduct.

® The conduct has the intent or effect of sub-
stantially interfering with an individuai’s
work performance or creates an intimidat-
ing, hostile, or offensive work environment,

When sexuai harassment is based on the first
two criteria, it is referred to as quid pro quo
(Latin meaning “this for that”) sexual harass-
ment. When sexual activity is presented as a
prerequisite for getting a job, a promotion, or
some type of benefit in the workplace, the
behavior s iliegal.

The third criterion is referred to as hostile
environment sexuai harassment. In this situa-
tion, the employer, supervisor, or coworker
does or says things that make victims feel un-
comfortable because of their gender. Hostiie
environment sexual harassment does not need

to include a demand for sex. It can be the
creation of an uncomfortable working envi-
ronment.

The courts have found that suggestive
comments, jokes, ieering, unwanted requests
for a date, and touching can be sexuai ha-
rassment. Sexual harassment can occur be-
tween people of the same sex; it can also be
a woman harassing a man or a man harass-
ing a woman. Victims of sexual harassment
can sue and recover for lost wages, future
lost wages, emotional distress, punitive dam-
ages, and attorneys’ fees. EEOC guidelines
state that harassment on the basis of sex is a
violation of Titie VII of the Civii Rights Act
and that the organization has a duty to pre-
vent and eliminate sexual harassment. A fed-
eral appeals court ruied that an organization
is fiable for the behavior of its empioyees
even if management is unaware the sexuai
harassment is taking place. Management is
also responsible for the behavior of nonem-
ployees on the company’s premises,

For example, if a visiting representative or
salesperson harasses a company’s reception-
ist, the receptionist’s company s responsible,
As a result of these responsibilities, many
companies have published policy statements
on sexual harassment. A sample policy state-
ment is shown in Figure 3-7.

Once the policy statement is established,
it must be communicated to all supervisors
and employees, aiong with a grievance proce-
dure. If you are not made aware of the orga-
nization’s sexual harassment policy and

SEXUAL HARASSMENT
POLICY STATEMENT

it Is against the policy of the company to discrimi-
nate against and/or exclude an employee from
participation in any benefits or activities based on
national origin, gender, age, sexual orientation, or
handlcap. Harassment on the basis of sex Is a vio-
Iation of the law and a violation of company policy.

FIGURE 3~7 Sexual Harassment Poiicy Statement




grievance procedure when you are employed,
you should ask for a copy. A sample griev-
ance procedure follows.

Any employee who believes he or she is being
sexually harassed on the job shall file a written
grievance with the director of Human Resources
within 24 hours after the alleged sexual harass-
ment takes place. The grievance is reviewed by the
supervisor, and appropriate action is taken. If the
employee believes the grievance is not handled
satisfactorily, he or she has the right to appeal
to the next-level supervisor, with appeal going
through the line of authority to the president.

To prevent sexual harassment in the work-
place, management has the responsibility of
educating its supervisors and employees con-
cerning procedures. If you, as an employee,
are faced with sexual harassment, you can
seek help or handle the situation yourself,
whichever you believe is more appropriate.

Racial Discrimination

In addition to sexual harassment in the work-
place, racial discrimination also exists. Why?
it is based mainly on prejudice, and prejudice
is often the result of ignorance, fear, and/or
cultural patterns. As past generations viewed
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groups of people in certain roles and with cer-
tain characteristics, those generations learned
certain attitudes, passing their beliefs on to
the next generation. Changing learned atti-
tudes is a slow process. Strides toward reduc-
ing racial prejudice are being made, but even
greater strides must be made in the future.
What can be done about racial discrimina-
tion? Just as policies must exist to deal with
sexual harassment, so must they exist for
racial discrimination. Employees who experi-
ence discrimination should first seek to correct
the problem within the organization by mak-
ing their concerns known to their supervisor
or to the human resources department. If
help is not forthcoming, relief can be sought
through the EEOC. The local EEOC office
should be listed in your area telephone book.
Figure 3-8 gives several steps for handling
sexual and raciai/ethnic discrimination.

Characteristics of
Ethical Administratiye
Professionals

If you are to be an ethical administrative
professional, you need to understand the

A
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provided by Federai Laws.
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STEPS FOR HANDLING SEXUAL AND RACIAL/ETHNIC DISCRIMINATION

« Know your rights. Know your organization's posi

tion an racial discrimination and sexual harassment, what
is legal under the EEOC guidellnes, and what you

r employer's responsibliity is. Know what redress Is

* Keep a record of il harassment infractions, noting the dates, Incidents, and witnesses (if any).

« File a formal grievance with your organization. Check your organization's policy and procedures manuai or
taik with the director of Human Resources as to the grievance procedure. if no formal grievance procedure
exists, file a formal complaint with your empioyer in the form of a memorandum describing the incidents,
identifying the indlviduais invoived In the harassment or discriminatlon, and requesting discipiinary action.

« if your employer is not responsive to your compiaint, file charges of discrimination with the federai and
state agencles that enforce civii rights laws, such as the EEQC.

« Taik to friends, coworkers, and relatives. Avoid isolation and seif-biame. You are not alone; sexual harass-
ment and racial discrimination do occur in the work sector.

« Consuit an attorney to investigate legal aiternatives to discriminatory or sexual harassment behavior,

T e |

FIGURE 3~8 Steps for Handling Sexual and Racial/Ethnic Discrimination
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importance of ethics, ethical leadership, cor-
porate culture, and ethical change. You also
need to address your own ethical behavior.
Pay careful attention to the following
characteristics of ethical administrative pro-
fessionals.

Make Ethical Decisions

The following peopie and beliefs influence
your personal ethics:

°* Your parents

* Significant individuals in your life

@ Your peer group

® The cuiture in which you grew up

® Your religious beliefs

Your personal ethics plus the culture and ex-
pectations of the organization for which you

work have the potential of making it difficult
for you to determine what is right and wrong

gl Y

Significant others in your life influence your personal
ethics.

DIGITAL VISION

in a particular situation. Asking these ques-
tions can help you decide what is ethical:

* What are the facts of the situation?
® What are the ethical issues involved?

® Who are the stakeholders (people who
have an interest in the outcome)?

* Who will be affected by my decision?

® Are there different ways of looking at this
issue? If so, what are they?

® What are the practical constraints?
® What actions should | take?
® Are these actions practical?

If you are still unclear about what you should

do, ask yourself these questions;

* If my actions appeared in the newspaper,
would I feel comfortable knowing everyone
was reading about what 1 did?

* Is what 1 anticipate doing legal?

* Could 1 proudly tell my spouse, my parents,

or my children about my actions?

Will I be proud of my actions one day, one

week, and one year from now?

® Do my actions fit with the person I think
1 am?

Support Ethical Behavior

Whenever you, as an administrative profes-
sional, encounter someone whose words or
deeds indicate that the person is not respond-
ing to the ethics of the organization, take a
stand. Be sensitive and direct. Let people who
are cynical about ethical organizations know
that you believe strongly in the concept. Let
them know that you believe honesty, concern
for society, concern for the future health of
the world, and respect for the rights of others
are values that belong in the organization.

Refuse to Engage in Negative
Workplace Politics

What does the term workplace politics
mean? It means that the people you know

within an organization can be important. It
means that networks can exist in which favors
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example, they key reports containing confi-
dential information and they are told informa-
tion by their supervisor that is confidentiai.
The technological age has exacerbated the
issues around confidential information in that
more and more information is available to ai
employees in the organization—often with
merely a touch of the keyboard. Confidential
information, even though it may be divulged
innocently to a coworker, can cause Irrepara-
ble harm to an organization. For exampie,
the divulgence of information concerning a
pending lawsuit can cause an organization to
lose an important case. As an administrative
professional, you must understand the impor-
tance of not discussing confidential informa-
tion with anyone in the organization who
does not have the right of access to that infor-
mation. Even if a longtime friend in the orga-
nization asks about a confidential matter, you
must not give out the information. A true

2
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Ethical behavior does make a difference in an organization.

friend will respect your ethical stance in not
answering the question.

Accept Responsibilities

Ethical administrative professionals under-
stand and accept the responsibilities of their
jobs. They perform all tasks to the best of
their ability. They do not attempt to pass the
biame for incomplete or subpar work on to
another individual; they accept responsibility.
Also, you may at times be required to assist
someone else in doing a task or to work over-
time to get your job done. Ethical administra-
tive professionals accept these responsibiiities.

Are Honest

Honest administrative professionals avoid
hypocrisy. They do not teii white lies to su-
pervisors or coworkers. Even the smallest
white lie can cause major damage to one’s

DIGITAL VISION
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professional reputation. Honest employees do
not blame someone else for their errors or
break rules and then claim ignorance of the
rules. Honest employees do not take organi-
zational supplies or equipment for their own
personal use. For exampie, understanding
that workplace copiers are used for the busi-
ness of the organization, employees do not
make personal copies.

Are Loyal

The ethical employee is loyal to the organiza-
tion, but not in an unquestioning sense. The
important issue for the employee and the
company is not blind ioyalty, but commitment
to company directions that support the values.
Employees must be aliowed to disagree con-
structively with directions, to speak out on
issues, and to be heard by management in
the process. However, once a direction is
decided, employees must be loyal and produc-
tive members of the team. Ethical employees
understand and live by this type of loyalty.

Keep the Faith

The ethical employee keeps the faith. The
employee understands that changing behav-
lors is a slow process, but that the commit-
ment to ethics must be upheld even when the
organization seems to be mired in behaviors
that do not support the stated ethical policies.
Certainly, the ethical administrative profes-
sional may become discouraged at times.
Nevertheless, the ethical employee continues
to behave ethically, keeping the faith that
others in the organization will eventually
adopt appropriate behaviors. A total commit-
ment by all employees to upholding ethical
standards makes a company not only a great
place to work, but also a success with its
clients and customers.

Ethics—Your Gall

Although you cannot impact the ethics of an
entire organization unless you are in upper
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management, you can check out an organi-
zation's ethics before you accept a position.
Here are a few suggestions as to how to
evaluate an organization's ethics in the job
application process. i

© Read the organization’s Web page. Are the
ethics of the organization mentioned? Is a
commitment to diversity mentioned? Is a
commitment to the external community
mentioned? Is integrity mentioned? Does
the organization have professional growth
programs for employees?

* Check the history of the organization. Has

- the company ever made newspaper head-
lines for behaving unethically?

e Talk with acquaintances who work for the
organization. Ask them to describe the ethi-
cal environment of the company.

In addition to checking out an organization’s
stated ethics before accepting a position, you
can promise yourseif that if for some reason
your organization ever begins engaging in
grossly unethical behaviors, you will seek
employment elsewhere. Senge, in his book,
The Fifth Discipline, tells this story:

If you put a frog in a cup of tepid water, it will
not jump out. The temperature is comfortable. If
you continue to turn up the heat gradually over
a period of time until the water Is boiling hot,
the frog will continue to stay in the water and
die. The frog adjusts to the increased tempera-
ture and does not notice the difference in the
environment or the threat to its safety."'

The moral of the story is this: Unless you are
completely committed ethically, you may stay
in an organization that becomes unethical
and find yourseif supporting the unethicai
behaviors to the detriment of your own value
system and career growth. Commit now to
jumping out of unethical waters before you
die in them. B

HPpeter M. Senge, The Fifth Discipline (New York: Double-
day/Currency, 1990), 22.
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SUMMARY

To reinforce what you have learned in this chapter, study this summary.

* Ethics is the systematic study of moral conduct, duty, and judgment—what is right and what is
wrong. Business ethics Is the study of just and unjust behaviors in business. Business ethics
requires that judgment be exercised about a proposed act and the anticipated consequences of
the act.

» Ethics has its roots in religion and in the philosophies of some of the great philosophers, such
as Socrates, Plato, and Saint Thomas Aquinas.

» The ethical organization is environmentally responsible; is internationally aware; is culturally
committed to ethical behavior; is honest; and is committed to diversity, to the community, to
employees, and to standards.

* Factors impeding ethical change include the beliefs that values cannot be changed, organizations
are amoral, labels accurately describe individuals, and leaders do not behave ethicaily.

» Steps producing ethical change include determining the ethical change required, determining the
steps required to achieve the objective, practicing the new behaviors, seeking feedback, reward-
ing yourself and the individuals involved, and evaluating the effects of ethicai change.

© GETTY IMAGES/PHOTODISC
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» Two forms of discrimination include sexual harassment and racial discrimination. Sexual harass-
ment Is defined as “harassment arising from sexual conduct that is unwelcome by the recipient
and that may be either physical or verbal in nature.” Racial discrimination is based on prejudice,
which Is often the result of ignorance, fear, and/or cultural patterns. Laws protect individuals
from racial and sexual discrimination, with one of the most important laws being Title VIl of the
Civil Rights Act.

+ Characteristics of ethical administrative professionals include making ethical decisions, support-
ing ethical behavior, refusing to engage in negative workplace politics, accepting constructive
criticism, keeping confidential information confidential, accepting responsibilities, being honest,
being loyal, and keeping the faith.

» The decision to act ethically and to seek employment in an ethical organization is a personal
one. A person must believe strongly In the concept In order to live his or her beliefs on a daily
basis.

FIND THE PROBLEM

josefina Is in her first full-time position as an administrative professional. She has been working
for the company for six months. She does not like her supervisor; she believes he is unethical.
josefina talked with Hannah, one of her friends In the company, about her concerns with her
employer. Josefina asked Hannah's advice about quitting her job. Yesterday Josefina's supervisor
called her in and told her she was being disloyal to him. He explained that he was told she had
been spreading vicious rumors about him throughout the company. What is the problem? How
should josefina handle the problem?

PROFESSIONAL POINTERS

Here are some tips for helping you to behave ethically in the workplace.

= Critique ideas, not people.

« Do not publicly criticize your supervisor or your coworkers.

= Do not listen to or pass along gossip about other individuals.

« Check out information you hear from the grapevine. If you know the information is false, say so
without becoming emotional. Feed accurate information into the grapevine.

+ Communicate in person when appropriate. Even though the majority of communication is
through electronic means, face-to-face communication is valuable. It allows you to see a person’s
reaction to the message and to clarify any misunderstandings quickly.

» Be a good listener, but do not pass on everything you hear. Remember that you must behave
professionally; professionalism carries with it lack of pettiness and rumormongering.

« When you have a problem, go directly to the source of the problem in an attempt to correct the
situation.

s Appreciate diversity. Uinderstand that people have different values, abilities, and priorities.

» Practice empathy. Putting yourself in the situation of others (figuratively) allows you to relate
more closely to the barriers they face or the feelings they have.
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REINFORGEMENT ITEMS

1. Why is ethical behavior important in the workplace?

2. List and explain six characteristics of an ethical organization.

3. Explain how ethical change Is achieved.

4. Explain how sexual harassment can be reduced in the workplace.
5. Identify six characteristics of an ethical employee,

CRITICAL-THINKING ACTIVITY

Susan has been working as an administrative professional at People Pharmaceuticals for one year.
One of her employer’s male friends from another company, Timothy Madeley, is a frequent visitor
to the workplace. Susan has a pleasant relationship with him, and they usually chat for a few
minutes each time he comes to the office, which is three or four times a month. Mr, Madeley is
married and he frequently talks about his wife and their three children. On his last visit to see
Susan’s employer, Mr. Madeley stopped by Susan’s office to chat. At the end of the conversation,
he said, “Let’s have lunch sometime.” Susan, thinking she would enjoy a casual meal out, replied,
“Sounds good to me.” Today as he came into her office after his visit with her supervisor, he said,
“I really want to have lunch with you. How about next Tuesday? | have the afternoon free. Maybe
you can take the afternoon off so we can enjoy a pleasant outing.” Susan was surprised and con-
cerned when he suggested they spend the afternoon together. She did not know how to respond.
She merely said, “Let me think about it.” How should Susan handle the situation?

VOCABULARY REVIEW

Complete the Vocabulary Review for Chapter 3 given on page 37 of the Applications Workbook.

ENGLISH AND WORD USAGE DRILL

Complete the English and Word Usage Drill for Chapter 3 listed on page 38 of the Applications
Workbook.

WORKPLAGE APPLICATIONS
T A3-1 (Goals 1 and 2)

 net Using the Web, access www.fortune.com and search for the current year’s 100 Best
e Companies to Work For. Select four companies from the list. Access their Websites using
the company name along with the correct Web terminology; e.g., www.TDIndustrles.com. Search
for each company’s vision/value/diversity statement. In your opinion, do these statements ade-
quately explain the importance of ethical behavior in the workplace? Why or why not?







