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1.
What is the interrelationship between the three central concepts used to define ethics?

Answer:  Ethics concerns itself with what is good (or right) in my (the self’s) interaction with others. Behaviour can thus be considered to be ethical when it is not merely based on what is good for oneself, but also considers what is good for others. Should the concept ‘good’ be neglected, the unique nature of ethics collapses: ethics is not merely concerned with the interaction between a ‘self’ and an ‘other’, but with the quality of interaction – goodness – between the self and others.

A similar distortion occurs when the ‘self’ is excluded from the definition of ethics. Then the concern is merely about what is good for others, without taking the interests of the ‘self’ into consideration. This form of altruism is probably unattainable, as it is almost impossible for people to ignore their own interests. 

Equally, the ‘other’ cannot be excluded from the definition of ethics, as this leads to selfishness, which is generally considered to be the opposite of ethics. It is however important to distinguish selfish behaviour from self-interested behaviour. When you know your behaviour may have a negative effect on others, but care only for what is good for yourself, such action is selfish and unethical. If, on the contrary, you seek to serve your own interests, whilst simultaneously caring about the interests of others, then your behaviour is self-interested whilst also being ethical. 

2.
What components do organisational core values consist of?

Answer:   Within organizations we normally can distinguish three different kinds of values. They are strategic values, work values and ethical values.

Strategic values refer to the shared conviction of the organization about its desired objectives. As such strategic values indicate the direction into which the organization wishes to move. The strategic values of organizations can usually be found in their vision and mission statements. In order to move the organization into the direction articulated in its strategic values, each member of the organization need to do their jobs in a specific manner. 

The priorities that organizational members should adhere to in their jobs are called work values. Typical job values are punctuality, innovation, quality, etc. For any organization to function optimally, good relations and interactions between stakeholders are required.

In order to ensure that such good relations and interactions occur, members of organizations need to commit themselves to specific ethical values. Typical ethical values are respect, transparency, fairness, etc. Adherence to ethical values ensure that stakeholders inside and outside the organization get along well with one another.

3.
Why can unethical behaviour in organisations not be blamed on ‘bad apples’ only?

Answer:  The social settings or organizations (barrels) that individuals work in can also have either a good or corrupting influence on their moral character. People with dubious or even good moral characters can turn to unethical behaviour if they find themselves in organizations where unethical conduct is the norm. Thus bad barrels can corrupt dubious or even good apples. The opposite is equally true. Dubious or even bad apples can be restrained from unethical behaviour should they find themselves in organizations that do not tolerate unethical behaviour, but reward ethical behaviour.

4.
What are the main features of professions?

Answer:  Professions are characterised by 

· the phenomenon that its members undergo extensive theoretical training
· professions produce knowledge and skills that are vital for society
· having monopolies on the provision of services
· having an unusual degree of autonomy, and
· practice self-regulation by ethical standards to prevent abuse of stakeholders.
5.
What are the most prominent virtues members of the accounting profession should acquire?

Answer:  Part of one’s training and professional formation is having the virtues of the profession to which one aspires inculcated in one. In the case of the accounting profession, for example, there are number of important virtues that accountants should acquire. The most important virtues are independence, integrity and objectivity. There is a general belief within the profession that when accountants and auditors have cultivated these virtues, they will be well disposed to act with integrity and enhance their own reputation and that of their profession, while also serving the well-being of their clients and society.

6.
How can being ethical affect a company’s reputation?

Answer:  Corporate reputation can be defined as the collective opinion on an organisation that its stakeholders have gained over time, based on its past record. It is therefore the reflection of an organisation over time as seen through the eyes of its stakeholders. A company’s reputation affects its ability to sell products and services, to attract investors, to hire talented staff, and to exert influence in government circles. Good reputations are built up over years, but can be destroyed overnight. 

At the other end of the spectrum are the effects of unethical practices or merely allegations thereof. Such practices can be permanently detrimental to a firm’s reputation. In some instances the damage to reputation is so severe that many existing clients will suspend further dealings or take their business elsewhere, and potential clients will withhold decisions on possible engagement. This situation is best illustrated by an analysis of the consequences of the practices of Andersen (at that stage one of the so-called ‘big five’ international accounting firms) at Enron. The accounting firm disintegrated after its involvement with Enron.

7.
What is the role of ethics in preventing fraud?

Answer:  A strong organisational commitment to ethics can support an organisation in the following ways in its attempt to prevent fraud:

· Strengthening the resolve to prevent fraud

An organizational anti-fraud strategy normally commences with the resolve to stamp out fraud. Ethics can play a role in building this resolve. This happens when the need to stamp out fraud is not merely motivated on financial grounds, but also on ethical grounds.
· Making fraud prevention a shared responsibility

As long as the prevention of fraud remains the responsibility of a single person or department within an organization, the chances for success will remain slim. To be effective in the fight against fraud, a widespread resolve to eradicate fraud is required. The responsibility to stamp out fraud should be shared by all members of the organization. By giving an ethical dimension to a fraud prevention strategy exactly this can be achieved.

· Undermining motivations for fraud

Ethics can also make a valuable contribution towards undermining the motivation to perpetrate fraud. It was earlier indicated that persons who engage in fraud know beforehand that what they are about to do is wrong, but nevertheless do it because they have a sufficiently strong motivation. It does however become much harder to find a sufficiently strong motivation in an organisation with a pervasive ethical culture and climate.

· Undermining rationalizations for fraud

The ethical culture and climate of a company equally makes it more difficult to rationalise fraud. Attempts to justify fraudulent behaviour in such a climate lack credibility. One of the more popular rationalizations of fraud is that it is not a serious moral blunder. Proper fraud education that emphasises the unethical nature thereof can undermine this rationalisation of fraud and render this excuse invalid.

8.
What are the cardinal ethical values that corporate governance is based on?

Answer:  

Fairness

The company must ensure that in their decisions and actions they give consideration to the interests of all stakeholders of the company.

Accountability

The company must explain their decisions and actions to stakeholders affected by the company and give account to those stakeholders who require the company to do so.

Responsibility

The company should assume responsibility for all actions of the company and be willing to take corrective actions to keep the company on its strategic path.

Transparency

The company should disclose information in a manner that enables stakeholders to make a meaningful analysis of the company’s actions. 

9.
What is the role of a company’s Board in building an ethical culture?

Answer:  The Board provides guidance to a company on balancing its strategic, work and ethical values. In some companies strategic values in particular, but even work values are given priority over ethical values. This usually occurs in companies that have a strong financial bottom-line orientation. Ethical values may thus be suppressed and internal and external stakeholders may become alienated over time. The Board therefore needs to exercise its responsibility to not only direct the company to be financially successful, but to also account for the legitimate needs and expectations of stakeholders. The Board therefore has a responsibility to build the type of ethical culture in the company that will allow for the realisation of all the core values.

10.
The governance of ethics manifests as the management of ethics. What is the philosophy of managing ethics in an organisation?

Answer: The philosophy of managing ethics is to apply the belief that ethics can be managed in an organisation. This implies that one can not only rely on the assumption that people one interacts with in business will either naturally be 1. ethical (good apples) or 2. prone to behave unethically (bad apples). While this may be true, there are many inherently ethical people that (often unknowingly) do stupid things. By the same token there are people that for various reasons behave unethically. As we all know the law is not always adequate to deal with or prevent unethical behaviour in organisations. Nor can one make ethics the responsibility of schools, churches and families only – the reality is that there will be unethical behaviour in organisations. Ethics is also not always a clear cut issue – there are many grey areas (dilemmas). A challenge is thus to minimise grey areas. 

11.
What is the aim of managing ethics?

Answer:  The aim of managing ethics is to proactively and actively manage the relation between what is good for oneself (an individual, group or organisation) and others (individual and collective internal and external stakeholders of the organisation). 

12.
What is the difference between negative and positive ethics risk?


Answer:  Negative risks are those factors that could negatively impact the company. These are also known as ethics dangers or threats. Positive risks, on the other hand, are opportunities the company could capitalise on – i.e. the company could utilise its reputation for being ethical (e.g. dealing straight) to maintain and enhance stakeholders’ trust, increase its customer base, attract and retain talented employees, and be looked upon favourably by communities and governments.

13.
What are some of the methods that can be used to analyse ethics risk?

Answer: 

· One to one interviews and focus groups (With internal and external stakeholders)

· Questionnaires 

· Document analyses

· Benchmarking. 
14.
What is the difference between the compliance and integrity modes of managing ethics? 

Answer: A compliance mode is evident in companies in which unethical behaviour is rife, when the organization is large and still in an upward growth phase, or when the organization is in a highly regulated industry. This mode implies a rules-based approach to managing ethics. The company would normally have a comprehensive code of ethics and several policies that support the code of ethics. Ethics management structures will be present and ethics transgressions are dealt with consistently and concertedly. Such a strategy can, however, lead to a philosophy or ‘What is not forbidden is allowed’. It may also lead to a proliferation of ethics rules and policies and may deprive employees of the opportunity to use their own discretion and sound judgement when confronted with ethical dilemmas or issues. 

An integrity mode comprises a value-based approach to managing ethics. Where the compliance mode is characterised by external enforcement of ethical standards upon a business organisation, the integrity approach is marked by the internalisation of ethical values and standards. Instead of imposing ethical standards upon the organisation, it seeks to obtain the commitment of individual members of the organisation to a set of shared corporate values. Less external control is therefore required and there is more reliance on the discretion of individual members of the organisation to act morally responsible. This approach to managing ethics requires much more knowledge and expertise on managing ethics. There is a high level of ethics awareness in the organization and ethics is actively managed. Ethical consequences of major decisions are usually accounted for. Structured stakeholder engagement takes place and the company has a good reputation for ethics among all its stakeholders. Upholding ethical values (e.g. respect, integrity, caring, transparency, responsibility, fairness, honesty, justice) is non-negotiable.

15.
What are the benefits for a profession or a company to have a good code of ethics?

Answer:  Some generic benefits are the following:

· It enhances economic performance

· It helps build an ethical culture

· Stakeholders know where they stand (the contents of the code set clear parameters of desirable or undesirable behaviour)

· It provides security and predictability for employees

· It can contribute to building the company’s reputation

· It creates customer and stakeholder loyalty

· It builds trust between you and your stakeholders (the ‘other’).

16.
What are the six key dimensions of codes of ethics?

Answer:  

1. Purpose


2.
Process


3.
Format


4.
Content


5.
Tone


6.
Implementation
17.
What are the typical purposes of a code of ethics?

Answer:  A code of ethics can do the following for a company/profession:

· Protects stakeholders and enhances trust

· Promotes reputation

· Prevents unethical behaviour

· Promotes ethical behaviour

· Encourages ethical decision-making and provides guidance on how to make ethical decisions

· Facilitates social integration

· Legitimises ‘ethics talk’.

18.
How should a code be designed if it is intended to promote ethical behaviour in a company?

Answer: The process of code design will involve multiple stakeholders (but employees in particular) in formulating the code contents. The ethics risk analysis as discussed earlier implies this type of stakeholder involvement. Such a democratic or multilateral approach ensures buy-in from employees, and results in increased ethics awareness and knowledge of ethically undesirable behaviours. This type of process involves extensive employee participation in the code design process. Employees will necessarily have opportunities to comment on codes’ contents and they will also participate in annual code revision processes.   

19.
What is difference between an aspirational code of ethics and a directional code of ethics?

Answer:  An aspirational code is values- or integrity-based, whereas a directional code is rules or compliance-based. Each of these formats has certain advantages and disadvantages. Companies that have directional codes of ethics are usually in the compliance mode of managing morality – codes in such companies are usually aimed at preventing unethical behaviour. Companies that opt for values-based codes  are often in the integrity mode of managing ethics (or aspire to being in that mode). They usually have good policies to support the codes’ contents.

20.
What do codes of ethics potentially consist of?

Answer:  Generally codes of ethics contain: the company’s rationale for having the code; the ethical values the company ascribes to; specific guidelines for ethical behaviour; prohibited behaviour and the sanctions that would follow such behaviour; resources employees could consult when in doubt as to how to interpret the code; and references to policies and procedures that complement the code.

21.
What are the different tones (or combinations thereof) that codes could consist of?

Answer:  

· Instructional tone (relaying what should be done)

· Relational tone (optimising relations between stakeholders)

· Transformational tone (change for the better)

· Informational tone (relaying of facts).

22.
What is the most important component of implementing a code of ethics?

Answer:  It is about making ethics REAL for all relevant stakeholders. This could be achieved by having a proper ethics strategy (e.g. Compliance,  Integrity or a combination of these two), deciding who will coordinate ethics (having proper ethics management structures) and designing and implementing proper ethics management systems.

23.
What are typical ethics management structures in a company and who are potential role players in managing a company’s ethics?

Answer:  Companies that take their ethics seriously, usually have well-established ethics management structures that could consist of an ethics committee, a governance/ethics office and ethics officers/managers. The role players involved are the Board, the CEO, and divisions such as HR, training and development, employment (labour) relations, compliance, internal audit, risk management, the company secretariat, the company legal division, corporate communication (for stakeholder engagement purposes), etc. The most important role player in ethics management is, however, all line managers – they need to build ethical cultures within their divisions/sections, deal with ethical issues on a daily basis and make ethics REAL for all their employees.

24.
What are some typical ethics management systems?

Answer:  

· Communication systems that convey a message regarding the importance of ethics in organisations and what are expected of employees in particular

-
Dissemination of ethics info (e.g. brochures, presentations, newsletters, etc.)


-
An ethics helpline/advisor


-
Safe reporting line (a whistle-blowing facility) 

· Recruiting and selecting employees with integrity

· Integrating ethics in performance management/reward systems

· Incorporating ethics in induction and training programmes

· Disciplinary procedures to deal with unethical behaviour. 
25.
What does a whistle-blowing facility consist of?

Answer:  Complicated or serious ethics issues require something in addition to an ethics helpline/advice facility. Some organisations therefore have a separate, anonymous facility or reporting line where unethical behaviour can be specifically reported. This also referred to as a whistle-blowing line. Although many organisations have an internal reporting line to cater for ‘whistleblowers’, others opt for outsourcing it to external companies that specialise in providing such services. The latter approach increases the chances that the person who reports unethical behaviour remains anonymous and thus not fall victim to potential victimisation. 

26.
How can employees be rewarded for ethical behaviour?

Answer:  An employee’s performance appraisal is usually based on a number of key performance areas that constitute a job. Employees are appraised on the extent to which they accomplish the demands defined by these key performance areas. Since ethics is not only the collective responsibility of all employees, but also the responsibility of each employee in his/her individual capacity, it should be ‘made real’ for every employee – i.e. by making it an integral part of every job. This can be done by making it a stand-alone key performance area for some jobs that require continuous ethical decision-making, or at the very least, to integrate ethics into one or more key performance areas. In this way employees know what ethical performance is required and the extent to which it will be measured as part of a broader appraisal process. When employees are rewarded for their performance across several key performance areas, which include ethical performance as an independent key performance area, they are then, by implication, also rewarded for their ethical performance. In this way employees are actually rewarded for ethical behaviour. 

27.
What are the steps in the process that could be followed to deal with a company’s external stakeholders?

Answer:  

· Identify stakeholders

· Prioritise stakeholders

· Formulate strategy for engaging stakeholders

· Engage with stakeholders – determine their expectations

· Report back to stakeholders after implementing systems that accommodate their expectations.
28.
How can ethics be made REAL in job-related terms?

Answer:  Having formulated a comprehensive ethics management programme at a strategic level, and having designed appropriate systems for strategy implementation, ethical principles need to be applied in the daily activities of each member of the organisation. The key here is to ensure that ethical behaviour is present in all jobs and interpersonal interactions. It is the job of every manager in the organisation to set the climate for ethical behaviour based on mutual respect. It follows that employees need to be empowered and enabled to talk about ethics. This can be achieved through the incorporation of ethical requirements in job tasks where relevant, and by using line managers and ethical role models to mentor, coach and train employees to have an ethical awareness, identify ethical issues, solve basic ethical problems, and display courage when making ethically sound decisions. 

29.
What are the three major ethics roles that managers should play in organisational ethics?

Answer:

1. being change agents for organisational ethics

2. being ethics managers (managing the employees in their departments’ or sections’ ethics)

3. being ethical in their own jobs (job-specific ethics role). 

30.
What is the role of managers in helping new employees to understand the company’s ethics expectations?

Answer:  Supervisors and managers play an important role during the induction of new employees, in that they can make or break the new employees’ compliance with organisational ethics. Coaching newcomers on using the code of ethics in their daily tasks where required is the responsibility of the supervisor or manager. Informal or formal mentorship is an additional useful vehicle for conveying the organisation’s ethical values and standards to new employees.   
31.
What is ‘ethics talk’ and why is it important?

Answer:  ‘Ethics talk’ is an extremely powerful tool to entrench ethics in an organisation. Traditionally in the dog-eat-dog and lean-and-mean world of business, talking about ethics is seen to be unacceptable, especially in organisations obsessed with financial success. The fact is that although many people think about ethics, not many TALK about it in meetings and other discussions. Nor do people actually debate ethical issues often. An effort has to be made to get employees to talk about ethics. Ways of getting people to talk about ethics are: putting ethics on the agenda when decisions have to me made, creating forums where ethics can be discussed openly and freely, and by making ethics a part of managerial development and training. 

32.
Why is it important to make good ethical decisions?

Answer:  

· Codes do not provide all the answers to ethics issues

· A company needs to shrink the grey areas of ethical dilemmas

· Uncertainties associated with vague ethical standards need to be eliminated

· The negative impact decisions may have on others need to be avoid/restricted

· The interests of all stakeholders need to be protected

· Stakeholder trust need to be created and maintained

· The reputations of the company (and/or the profession) need to be maintained

· Professionals should maintain their professional dignity.

33.
How does one recognise ethical issues?

Answer: The possibility that an ethical issue is present becomes obvious when the answer to questions such as the following is ‘Yes’: 

· Was some law, regulation or rule violated?

· Does the balance between the ‘self’ and the ‘other’ sway towards the self?

· Could the action/decision harm stakeholders (internal & external)?

· Do people use words like ‘unfair’, ‘we have to be careful here’, ‘shouldn’t we get legal advice on this one’, ‘you can make this decision, but I don’t want my name attached’, ‘nice guys/girls come second’, ‘when in Rome’, ‘we take no prisoners here’?

· Do you feel uncomfortable about something? Why?

34.
Describe the typical sequential questions that could be asked when an ethical decision needs to be made?

Answer:

1. What are my options?

2. Are they legal?

3. Do they meet the company’s and profession’s ethical standards

4. Can my action be disclosed?

35.
What is moral imagination?

Answer: Moral imagination is the ability to look at the same situation from a variety of perspectives, and also to imagine situations that are radically different from the present one. Moral imagination is therefore the creative element in workplace ethics that makes it easier for one to change situations for the better.

36.
What are the two versions of the ‘disclosure test’?

Answer:  The disclosure test can be applied in two ways. Both ways are based on the assumption that you should feel ethically comfortable if and when you decision is made public. In the first version of the disclosure test, you should ask yourself, whether you would be morally comfortable if the decision and (consequent action) are reported in a newspaper or on TV (or for that matter in any other media that is accessible to the public). In the second version of the disclosure test you should ask yourself whether you would feel ethically comfortable if your decision is disclosed to the most significant persons in your life. For this purpose you should identify one or more persons in your life that matters most to you, like you best friends, your parents, a special colleague or the person with whom you are in a love relationship. Once you have identified the most significant person(s) in your life, ask yourself the following question: Would I feel ethically comfortable if this person(s) would know what I am about to do? If an option passes both versions of the disclosure test, you can feel confident that the option is ethically sound.

37.
Who are the main stakeholders that are focused on in the Johnson & Johnson Credo? 

Answer:  Consumers, employees, the community and the stockholders.

[image: image2.png]\\%

“\.“



