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Ethics in OrganizationsBy Marvin Brown

From debates over drug-testing to analyses of scandals on Wall Street, attention to
ethics in business organizations has never been greater. Yet, much of the attention given
to ethics in the workplace overlooks some critical aspects of organizational ethics When
talking about ethics in organizations, one has to be aware that there are two ways of
approaching the subject--the "individualistic approach" and what might be called the
"communal approach." Each approach incorporates a different view of moral
responsibility and a different view of the kinds of ethical principles that should be used to
resolve ethical problems.More often than not, discussions about ethics in organizations
reflect only the "individualistic approach” to moral responsibility. According to this
approach, every person in an organization is morally responsible for his or her own
behavior, and any efforts to change that behavior should focus on the individual But there
is another way of understanding responsibility, which is reflected in the "communal
approach." Here individuals are viewed not in isolation, but as members of communities
that are partially responsible for the behavior of their members. So, to understand and
change an individual's behavior we need to understand and try to change the
communities to which they belong Any adequate understanding of, and effective
solutions to, ethical problems arising in organizations requires that we take both
approaches into account. Recent changes in the way we approach the "problem of the
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alcoholic" serve as a good example of the interdependence of individual and communal
approaches to problems. Not so long ago, many people viewed an alcoholic as an
individual with problems. Treatment focused on helping the individual deal with his or her
problem. Today, however, the alcoholic is often seen as part of a dysfunctional family
system that reinforces alcoholic behavior. In many cases, the behavior of the alcoholic
requires that we change the entire family situation. These two approaches also lead to
different ways of evaluating moral behavior. Once again, most discussions of ethical
issues in the workplace take an individualistic approach. They focus on promoting the
good of the individual: individual rights, such as the right to freedom of expression or the
right to privacy, are held paramount. The communal approach, on the other hand, would
have us focus on the common good, enjoining us to consider ways in which actions or
policies promote or prohibit social justice or ways in which they bring harm or benefits to
the entire community When we draw upon the insights of both approaches we increase
our understanding of the ethical values at stake in moral issues and increase the options
available to us for resolving these issues. The debate over drug-testing, for example, is
often confined to an approach that focuses on individual rights. Advocates of drug-testing
argue that every employer has a right to run the workplace as he or she so chooses, while
opponents of drug-testing argue that drug-testing violates the employee's right to
privacy and due process. By ignoring the communal aspects of drug abuse, both sides
neglect some possible solutions to the problem of drug use in the workplace. The
communal approach would ask us to consider questions which look beyond the interests
of the individual to the interests of the community: What kinds of drug policies will
promote the good of the community, the good of both the employer and the employee?
Using the two approaches to dealing with ethical problems in organizations will often
result in a greater understanding of these problems. There are times, however, when our
willingness to consider both the good of the individual and the good of the community
leaves us in a dilemma, and we are forced to choose between competing moral claims.
Affirmative Action Programs, for example, bring concerns over individual justice into
conflict with concerns over social justice. When women and minorities are given
preferential treatment over white males, individuals are not treated equally, which is
unjust. On the other hand, when we consider what these programs are trying to
accomplish, a more just society, and also acknowledge that minorities and women
continue to be shut out of positions, especially in top management), then these programs
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are, in fact, indispensable for achieving social justice. Dropping preferential treatment
programs might put an end to the injustice of treating individuals unequally, but to do so
would maintain an unjust society. In this case, many argue that a communal approach,
which stresses the common good, should take moral priority over the good of the
individual When facing such dilemmas, the weights we assign to certain values will
sometimes lead us to choose those organizational policies or actions that will promote the
common good. At other times, our values will lead us to choose those policies or actions
that will protect the interests and rights of the individual. But perhaps the greatest
challenge in discussions of ethics in organizations is to find ways in which organizations

.can be designed to promote the interests of both
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?What is an "Organization

A group of persons with a common objective" (Neoclassical) « "A structured process in "
which individuals interact for objectives" (Hicks, Management of Organizations, p.yv) = "A
structure of relationships, power, objectives, roles, activities, communications and other
factors that exist when persons work together" (Classical amalgamism) « "A dynamic
social system of cooperative interactions with the purpose of satisfying individual needs"
(Chaster Barnard, yara = transition between neoclassical and modern accommodating
formal and informal aspects of organizations) = "A set of social relations deliberately
created, with the explicit intention of continuously accomplishing some specific goals or
purposes"” (Stinchcombe, in J.March, ed., Handbook of Organizations, yasf, p.yfy.) = "A
system of structural interpersonal relations .. (within which) .. individuals are
differentiated in terms of authority, status, and role with the result that personal
interaction is prescribed... Anticipated reactions tend to occur, while ambiguity and
spontaneity are decreased" (R\V. Presthus) = "A system consisting generally of inputs,
process, outputs, feedback, and environment" (Norbert Wiener's cybernetic
interpretation of organization) = "A set of interlocked activities under unified control"
(Pfeffer & Salancik) = "Every organized human activity —- from the making of pots to the
placing of a man on the moon -- gives rise to two fundamental and opposing
requirements: The division of labor into various tasks to be performed, and the
coordination of these tasks to accomplish the activity" (Mintzberg, 1aa¥) « "The most
effective organizations achieve a degree of differentiation and integration in
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organizational boundary-spanning functions which is compatible with environmental
demands" (Lawrence & Lorsch, vasv) « "Formal organization: "The goals to be achieved,
the rules the members of the organization are expected to follow, and the status
structure that defines the relations between them have not been spontaneously
emerged in the course of social interaction but have been consciously designed a priori to
anticipate and guide interaction and activities" Blau & Scott, Formal Organization, 145,
p.s) = "One characteristic which distinguishes organizations from other collections of
people is a commitment to achieving members' goals by means of an explicit and stable
structure of task allocations, roles, and responsibilities. Mobs and informal groups are not
organizations. Social and service clubs, like Rotary and Kiwanis, are organizations only
part of the time. However, as long as one is concerned with organizational behavior and
not with social behavior in general, one should emphasize the modes of behavior in which
organizations specialize" (W.H. Starbuck, vass) = "Different types of organizational
structure are suitable for particular environmental conditions. An organization with well-
defined tasks and a rigidly hierarchical system of decision-taking is argued to be
appropriate for stable environmental conditions. Where the environment is changing, an
organic form of organizational structure is deemed more appropriate, in which tasks are
flexibly defined and participants cooperate on the basis of expertise and not on

(hierarchical positions" (=contingency view Burns and Stalker, 1451
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ROBERT.E. FREDERICK. A COMPANION TO BUSINESS ETHICS. yaaa. BLACKWELL -
PUBLISHING.y - CARTER MCNAMARA. COMPLETE GUIDE TO ETHICS MANAGEMENT. 1444.
http:/www.mapnp.org/libraryethicsy -  ANITA  JOSE&MARY  STHIBODEAUX.
INSTITUTIONALIZATION OF ETHICS: THE PERSPECTIVE OF MANAGERS. y444. JOURNAL
OF BUSINESS ETHICS ryy: wryvryr - http:/ww.investor jnj.comsethics. Ethical
Management is Crucial to Business Success

Every time a new business is launched anywhere in the world, whether a one-man
operation or a full blown brick-and-mortar corporate enterprise, the owners must adopt
a code of ethics for the business. For small businesses, the code is usually unwritten and
sometimes not even discussed and decided upon, but still a code exists. Larger
businesses often have written codes of ethics and employees are trained in them and
required to adhere to the code Business owners who toss ethics aside by promising one
thing and delivering another thing entirely usually do not last long in the marketplace. A
code of ethics in business is just as important as a sound marketing plan, a solid financial
strategy, and an organized business plan.A code of ethics must encapsulate the beliefs
and values of the organization. Those beliefs and values should become internalized by all
employees and used regularly in all business practices, no matter the type of business.
For example, a restaurant that has on its menu "Angus beef" but instead serves market-
grade steaks that are much cheaper is practicing unethical marketing.Owners of
businesses that routinely engage in unethical practices cannot help but pass those values
and principles along to the other people working in the business. Small businesses suffer
even more, because unethical behavior and actions are easier for customers to take
notice of. Once customers become aware that a business does not have high ethical
ideals, they will take their business elsewhere.Codes of ethics vary among businesses,
and also from one country to another. Some Far Eastern companies, for example, would
never think of trying to create a monopoly, force other companies out of business, or use
intimidation to acquire a dominant position in the market. But few western organizations
would create a code of ethics that intended to consciously avoid a powerful stance in the


http://www.ghaemiyeh.com

19 ) IVA anidw www.Ghaemiyeh.com plgawl aasid s\ally OExEAT 35)s BB Cupse

marketplace When a business grows large enough to expand its operations into other
countries, it is critical to hire local talent to assist in training existing personnel with regard
to the integrity, understanding, responsibility, and cultural norms of the country where
the new operation is located. All employees must be treated equally, and any issues of
inequality must be dealt with quickly, fairly, and in @ manner that is satisfactory to
all. Today, more than ever before, consumers pay a great deal of attention to corporate
governance and proper behavior of businesses and their owners. Because the
marketplace is flooded with numerous variations of the same businesses, promises must
be fulfilled and the price and quality of products must be equal to what is advertised, or
another business will step in to deliver. Therefore, a code of ethics—whether
unarticulated or formally documented—is vital to ensuring that a business will succeed A
code of ethics that is both defined and acted upon is part of the business culture of every
successful business, and must become the mantra of every business owner. Growing a
flourishing business through the use of sound ethical principles will reap not only the
benefits of growth and prosperity, but also the satisfaction of being able to sleep soundly
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http. www pr.forums.com/showthread php?t-1aavA  Complete  Guide to Ethics

Management:An Ethics Toolkit for Managers
Written by Carter McNamara, MBA, PhD, Authenticity Consulting, LLC. Copyright yaav-
v..A.The profession of business ethics has long needed a highly practical resource that is
designed particularly for leaders and managers —- those people charged to ensure ethical
practices in their organizations. Unfortunately, far too many resources about business
ethics end up being designed primarily for philosophers, academics and social critics. As a
result, leaders and managers struggle to really be able to make use of the resources at
all Also, far too many resources about business ethics contain sensationalistic stories
about businesses "gone bad" or prolonged preaching to businesses to "do the right
thing". These resources often explore simplistic ethical questions, such as "Should Jane
steal from the company?" The real world of leaders and managers is often much more
complex than that This guide is a straightforward and highly practical tool designed to
help leaders and managers implement comprehensive ethics management systems in
their workplaces -- systems to deal with the complex, ethical issues that can occur in the
day-to-day realities of leading and managing an organization.For Web readers:This free
guidebook is about y. pages long » \/v" x \W" pages). If you are reading the document on
the World Wide Web, please wait until the document is fully loaded before attempting to
link to its sections listed below. The best approach to using this guidebook may be to print
it out for ongoing reference. The Free Management Library provides additional
information about ethics and a great range of other free information about management.
For a complete list of library topics, see
http:/www managementhelp.org/topics. htmDisclaimer:-The author, Carter McNamara,
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MBA, PhD, makes no warranty, express or implied, nor assumes any legal liability for
accuracy, completeness, or usefulness of any information from this guide Another Tool to
Effectively Infuse Ethical Principles:If you are planning to infuse strong, ethical principles
throughout your company or want to change the culture of your company, then you might
take the advice of Bob Kniffin, Vice President of External Affairs, at Johnson and Johnson
J&J) company. The way that J&] handled an ethical issue the "Tylenol scare" crisis) in
the vaa.s is probably one of the most inspiring and enlightening examples of how to
successfully deal with a major ethical issue in business. Kniffin was one of the key players
in helping J&J to handle the crisis so effectively. Kniffin said that it was not the J&J Credo
@ form of a code of ethics) that helped J&J to handle the crisis so well. Rather, it was the
ongoing "challenge sessions" that the company regularly held in order for each person to
clarify their own perspective and commitment to the J&J Credo. Authenticity Consulting's
peer coaching groups are a powerful, yet straightforward, means to organize, facilitate
and evaluate challenge sessions. For more information about the peer coaching groups,
go to our publications site (http:/ www .authenticityconsulting.com/act-Irn/AC_pubs.htm)

".and consider the "Program Planning Kit
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