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ABSTRACT

The purpose of this study to investigate the morzlity of persans In organisations
and especially the effect of organisations on the moral autonomy of persons.

In addition to reviewing the literature of moral autonomy in philosophy,
psychology, soclolegy and organisation studies and managsmant, the thesis
also examines the antclogy of organisations, moral agency and the
organisation as a context. Based on this knowledge, a model is developed that
addresses the relations of the organisation to society and the person to the
organisation in ethical decision making. From this model the thesis develops
three moral declsion making calagories. These are: moral autonomy, where
persons are allowed fo use their moral values, moral hetereniomy, where the
organisation providas such values and moral anomy, where there is a lack of

moral delibaration and moral values.

Four research propesitions are developed from this model. The propositions
are that people ara more llkely to make morally autenomous decisions in
persenal life dilemmas than in organisational life dilammas. In organisational
dilemmas, it is proposed that the crganization will affect the morality of its
members. In bureauceratic organisations, pecple ara expacted to make more
anomous crganisational decisions when faced with an easy and simple
dilemma and more heteronemous decisions when faced with complex and
difficult dilemmas. In cfan organisations, people are expected to make more
autonomous organisational decisions. In a market organisation, people are

expected to make more anomous organisational decisions.



An exploratory primary research project is undertaken to test the model and the
propositions developed. People from three Australian ocrganisations that
approximate Cuchi's {1980} typolagy of bureaucracy, clan and market
arganisations participated In the research, Managers and supenisors from
each organisation were asked to assess the ethical climate of their crganisation
using Victer and Cullen's (1287, 1988) Ethical Climate Quastionnaira, They
also responded to Forsyth™s (1980) Ethics Position Questicnnaire and resalved
and justifled thair resclutions to six organisational and six personal ethical
dilemmas. These dilemmas had been assessed by twe groups of MBA

students for relevancy, complaxity and difficulty.

The analysis of the primary data reveals that the thrae organisations have
different ethical climates. It also reveals that the respondents from the three
organisations do not differ insofar as they share similarly ideallstic and
relativistic ethical ideologies. They do however differ in the reasoning they use
to resolve organisational and In some cases personal ethical dilemmas. Paople
in organisation Alpha, the bureaucratic crganisation, are more likely to make
heteronomous decisions. People from organisation Bsta, the clan organisation,
are maore likely to make autonemous moral decisions, and paople from
crganisation Gamma, the market organisation, are more likaly to make

anomous moral decisions.

These findings suppott the research propositions developed. More importantly,

some people in organisations Alpha and Gamma did not perceive some

ili



organisational dilemmas as ethical issues but only as business issues that are
void of ethics. In addition, people from organisation Alpha in particular were
more likely to try to avoid making a decision and suggest that someone else in

the organisation should make the decision not the person facing the dilsmma.

The findings suggest that organisations that rely on rutes and ragulations are
morea liksly to ramove the responsibllity from ethical decision-making, and lead
to avoldance of such decisions. The implications of these findings are

discussed and opporiunities for furlher research are identified.
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CHAPTER ONE
INTRODUCTION

1.1 BACKGROUND

The morality of individuals and social units has been of interest to
philosophers since antiquity. Recently the moral decision making behaviour
of Individuals in arganisations has received increased attention from
researchers and writers working in a range of disciplines, the media,
regulatory agencies and the general public. This research Investigates the
moral autonomy of people In organisations. Moral autonomy is the
Individuals’ capacity to own and apply moral values in decision making with
ethical implications. The model developed in this research is based on
Golemnbiewski's (1989) proposal that arganisational values need to ba
subjected to an external and transcendant moral order. it outlines the mora!
possibilittes between the external moral order, the organisational world and
explores three possibilities in ethical organisational decisions. These
possibilities are moral autonomy, meral heteranamy and moral anomy. The
impact of organisations on the moral dacisions of their members {s examined
In terms of these possibilitias and the implications that can be drawn from

them.

The importance of the individuals and their decisicns and their implications
are examined here. Whilst accepling the significance of the group, the
organisation and society at large (Liedtka, 1888), this research examines the

individual both as a member of the organisation and as a person. The



organisation and scciety are addressed in the conceptual model and the
relationship batwaen them and the individual moral dacisions is established.
Individuals in crganisations are described as hybrid creatures, as centaurs
{Ahme, 1894) and mermaids (Tsahuridu, 2000}. In both cases actions in
organisations ara described as not wholly personal, but rather as actions on
behalf of the organisation and to a lesser extent on behalf of the persen. The
activities of individuals in business are the focus of this research, which seeks
to provide an exegesis of the moral dichotomisation between personal and

organisational lives.

The emphasis of this research is on the individual, since it is the individual
who makes decisions that represent organisational actions and behaviour
{Ahme, 1994), aven if the individual does not necessarily affect his own
conduct in tha arganisation. The individual in many organisations is not a
person, but a person who fulfils a role or is subject to rules (Nesteruk, 1991b).
The actions and behaviour of organisations are also not reducibles to the
decisions, behaviour, and actions of their individual members. Organisations
are capable of knowing and doing more than thelr individuai members are, so
that they have a synergistic effect on the inputs provided by persons. People
in erganisatiens do of course remain human but they surrender some of their
autonomy. Organisations provide the resources, tasks, goals, motives,
knowledge, values, and objectives whilst the person contributes brain,
muscles, eyas, and voice {Ahme, 1994, p. 29). Actions in organisations
remain the actions of the individual but the requirements are different. The

requirements of the assumption of reles In organisations impose an obligation



upon the person fulfilling the role to serve a special function, that is to further
spacific interasts of specific groups: "Public offices limit their occupants to
certalin considerations and free them from othars, such as the good to
kumankind” (Nagel, 1878, p. 80). The paramount considerations in
organisations remain acenomic, and in many the economic imperative defines
good and value. Nagel claims that morality is complicated at every level, but
“its impersonal aspacts are mara prominent in the assessment of institutions
than in the assessment of individua! action, and that as a result, the design of
institutions may include roles whose occupants must determine what to do by

principles different from thoss that govern private individuals” (p. 82).

People in many organisations are usually expected to, and rewarded if, they
surrender thair individuallty because organisations encourage and expect
obedience. In order for organisations fo retain their freedom to pursuse their
interests, they must protect themselves from intemal “conscience heroas”
(Smith & Carroll, 1984, p. 98). individuality is not coercively remaved from
people, but rather it is socizlised out of them. It is converted to commitment to
the organisation, which makes people freely adopt the organisational
imperalive and substitute crganisational values for personal values {Scott &
Hart, 1980). This commitment alsa provides security to membars of the
organisation, because it enables them to surrender the crganisations’
conscience determinations to top management (Smith & Carroll, 1984).
Obedience is necassary for organisational effectiveness because it is
essantial o the chains of command, and it is semething that organisations

raquire and members of the organisations are ready and willing to provide.



The cambination of the voluntary surrender of personal responsibility by
members of arganisations, and the expectation of chedience in the form of
commitment by organisations, leads to the presentation of organisational
decislons as technical. This freas baoth the individual and the crganisation
from alhical awareness in organisational decisions. Commitment and loyalty
to the arganisation is not necassarily an anathema, it is a necessary
precondition of organisational citizenship. What is questionable is the lack of
moral courage to think and act morally. when such thoughts and actions are
antithetical to organisational loyalty and commitment, and thereby surrender

moral responsibility.

1.2 DEFINITIONS
1.2.1 Crganisations

The term organisation is used to refer to a business or govarnment

organisation. An crganisation’s defining characteristic is its “primacy of

origntation to the attainment of a spacific goal” (Parsons, 1960, p. 17}, a

specifted end (Hasnas, 1998). This characteristic distinguishas the

organisation from other social systems. The features of organisations are

(Ahrne, 1994, pp. 25-27):

« affiliation, a relationship where a number of people are included and have
promised to come back, whilst others are excluded,

» caollective resources,

« substitutability, where the nature of the relationship is not dependent upon

any paricular person,



« control, which in crganisations implies authority, and affiliates have
conceded to being controlled.
Business organisations are more flexible, explains Ahme, bacause amployers
can choose and dismiss their employees, the owners of the business
organisation can choose the activitles they participate in, and the capital of the
business organisation is movable. Membership in organisations is effestad
through the employment contract. This coniract differentiates betwaen
employment relations and other commercial contracts, because it surrenders
the emplayaa “at the disposal of the employar during a cartain period of time

to parform various aclivities within a zene of indifference” (Ahrne, 1994, p. 66).

Simon (1976) defines an organisation as the patiem of communication and
relationships in a group that provide information and assumptions, goals and
attitudes to members. Thess elements permeate thair dacision-making.
Under the influence of economics a business organisation's primary measure
and symbol of success is profit, and it s thus fundamental to its goal structure.
Howaver profit should not ba the primary goal of arganisations, accarding to
Parsons (1960}, because profit making is not by itself a function on behalf of
the scciety. This is alse raised by Friedman’'s (1970, p. 69) definition of
organisations, which he describes as "a soclal body organised for the

accomplishment of a public purpose through the pursuit of private interest”.

Duska (1897) emphasises the difference betwaen the metives of business
organisalions and their purposs, recognising a business' motiva is profit but its

purpose is the provision of goods or services. Aristotls, howaver, perceived



the profit motive as a pathology, a defect of character, an unnaturai and
antisocial vice (Solomon, 1992b). Duska (1997, p. 197) argues that the view
that the sole responsibility of a business is profit maximisation Is “an insidious
mistakea”, According to Duska, society accepis business organisalions
because they provide benegfits but "no soclety would permit a system that did it
more hamn than good. The appeal te profit was a means to nictivate more
preduction but it was not the purpose of the production” (p.198). The same
sentimeants and beliefs were expressad by Tawney (1926) early this century:

Economic efficiency is a nacessary eleament in the life of any sane

and vigorous soclety...but to convert efficiency frem an instrumental

into a primary cbject is to destroy efficiency itself. For the condition

of effective action in a complex civilization is cooperation. And the

condition of cooparation is agreement, both as to ends to which effort

should be applied, and the critaria by which success is to be judgad.

{p. 277)
Tawney {1926) expressed passimism wilh the economic arder in the
beginning of the twentiath century, and any atternpts of reconstructing that
order. He observed that any such attampts neglect the observation that
“since aven quite common men have souls, no increase in matarial waalth will
compensatea tham for arrangements which insult their self-respact and impair

their freedom” (p. 278).

The eighteenth-ceniury econemist Adam Smith (1759/1978) also attributes
people's action to conscience. He argues that human relationships are not

merely market exchanges, and interest maximisation activities, but also



activities about psychic wall being, which depend upon the approval of othars.
Such well balng and approval, argues Smith, are based on acting morally not
on enhancing wealth. Consequently, despite the selfishness attributed to the
individual “thete are evidently some principles in his natura, which interast him
in the fortune of others, and render their happlness nacessary to him” (p. 9).
Because human nature is in part moral we require business to satisfy critaria
that are not pursly economic or face recurrent revolts on the part of outraged
human nature {Tawney, 1926). Tha limited attention to morality, if not
absence of morglity by persons in business may be the cause of the
individuals' deprivation of tha moral decision as to how they should live their
{ife in westem economies {(Jung, 1958). A consclience in business,
guarantees that people are moral evan if not necassarily right (Fasching,
1981). Being moral requires attention to the means as wall as ends. Being
moral in businass enables people to be awars of ethics when they are making
dacisions and acting for the organisation. Morality in business may not
necessarily make btsiness decisions right but it will make them good. 1t wili
enabls the fulfiment of the essence of business which is valve creation
{(Freeman, 1854). Business viawed as value creation is cengruent with the
Aristotelian approach to businass ethics, which conceives business as “an
essantial part of the good life, living well, getting aleng with others, having a
sense of self respect, and being part of samething one can be proud of*

{Solomon, 1992b, p, - .4},



1.2,2 Ethics and Morals

Solomon (1998, p. 136) describes ethics as “a mattar of ethos, participation in
a community, a practice, a way of life” whilst morality is "doing right”. Laverty
{1989, p. 376} deflnes morals as “basic beliefs about right and wrong, good
and bad" and athics as the behaviour which results from moral beliefs, “sthics
is the way wa practice our morals”, Jones and Verstagen:-Ryan, (1997, p.
664) use the tarms “morality or ethics as a set of standards by which humans
regulate their behaviour in order to achieve the purpose of lifa". Rachels
{1928} and Grace and Cohen {1996) also use the terms morzality and ethics
interchangeably and consider them synonymous. In this research the terms

athical and moral are used interchangeably and are assumed analogous.

Tha issus of what is ethical especially in relation to egoism must also be
addressed. Ethical egoism states that persons should follow the greatest
benefit for themselves (Vitell, 1286, cited in Upchurch, 1988}, Egoism is not
ecceptad as ethical because it fails to meet the moral criteria of rationality and
impartiality that set the minimum requirements for morality {Rachals, 1986).
Instead it prescribas the advancement of one’s long-term interests {Shaw,
1999), Rachels argues that self intarast promotes pragmatism or even
hedonism but it does not involve ethics. Further, Hoffrnan (1880, cited in
Shelton & McAdams, 1990) explains that morality is based on the premise
that a person utilises ego capacities for ethical rather than egoistlc ends and
Piagst perceives egocentrism as a general fzature of moral immaturity, not as
a moral guality (Crittenden, 1980). 1n this research, egoism is perceivad to
exclude ethics because the ethical is doing what will not banefit cnessif. Even
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restricted egoism, the pursuit of ane's self interest within the rules of the
practice {Shaw, 1998) fails to meet the ¢riterla outlined by Rachels. Egoism, it
is argued here, lsads to moral anomy, because othars are net considared and

dacisicns are based solely on self or organisational benefit.

1.2.3 Business Ethics

Business ethics is a branch of moeral philosophy, which fries to bridge the
aconomic motivas and moral responsibilities of organisational entities and the
individuals within them, The term business ethics is recent, despite the fact
that morality and organisations have existed since antiquity. Morality existed
befaore it was formalised in philosophy and moral philosophy, and thera is
evidence of “unsystematic and poetic articulations [of morality] before
anything rational appeared” {Schneewind, 1998, p. 542), The rational
appearance of western morality in the form of a philosophy is fraced to
Pythagoras, Socrates, Plato, and Aristotle. Morality however has existed
since individuals first interacted socially, hecause its fundamental function is
the prasarvation of the social group {Emler & Hogan, 1992). Morallty is a
social phenomenon, involving the individual in its relation to other individuals.
It is described as arising from he interaction of the native powers and
dispositions of individuals’ minds and their situation in the world {Staudlin,
1822, cited in Schneewind, 1998, p. 542). Being a salf, according to Charles
Taylor {1988), is being able to find one's standpoint in the space of morality,
being able t¢ occupy it and to be a perspactival point in it. For Taylor, a self is

a social phenomenon because one is a self only among other selves, and is



definad with reference to thosa who surround it. Cansequeantly, he argues
that being a self is inseparable from existing in a space of moral issues, with
identity and with how one ought to be. The separation of ethics from business
finds life emptied of its meaning as a rasuit of the effect of instrumental,
capitalist and buraaucratic institutions where inst:umentality reigns and the
goals are at bast utilitarian (Taylor, 1989). The individual, Taylor claims, has
baen ramoved from a rich community life and entered into a series of mobile,
changing and ravocable associations which ara usually designed for highly
spacific ends. This makes ralationships anly through a series of partial roles.
This is a problem in business sthics because people in business occupy
saveral roles at once, and these roles may clash with each othar or with the
numerous personal rolas people occupy (Solomon, 1892a). This is the
pervasive problemn in businass ethics, argues Soloman, and more time and
attention should be devoted to the legitimacy of roles and responsibilities, and

the organisational structures that define thess roles and responsibilities.

Ethics for the Immanuel Kant (1953) dzals with the law of free moral action.
Ethics is used to signify a number of concepts for numerous purposes and
thera is disagraement as o its status (Kant, 1953; Russell; 1987: Taylor,
1947). Greater disagresment axists about business ethics. Lewis (1985)
found over thrae hundred definitions of business ethics. Business ethics
includas, but can not be reduced to, ethics in business, argues De George
{1989), who describes it as a field concemned with the individual and the group
and the system the organisation, as well as the general political-scenamic

system. The lack of consensus as to what business ethics is and what it



does, tagather with the relative infancy of the ‘business’ aspect of business
ethics explains its current interdisciplinary nature. This may stem from tha
relative infancy of tha contemporary business organisation and its effect on
socisty and tha individual. Mast of the work in busingss ethics, comment
Natale, Wilsen and Cowell {1990):

amerges as a case-by-case ahalysis which is morg akib to the

legalistic approach to problems, relying on precedent and developed

opinion, than to a systematic structure from which secondary and

tertiary principles might appropriately be inferred. (p. 2)
This phenomenon Is also supported by Schneewind {1991), who emphasises
the work done on actual social and pelitical problems, rather than on the bedy
of ethical theory. To borrow Golembiewski's (1988, p. 35) medical analogy,
most of the work in business ethics thaory is concermned with autopsies rather
than with the psychiatry or even the skeletal anatomy of organfsations in
relation to ethics. Normative theories do, however, exist in husiness ethics
and they focus philosophical ethics upon those aspects of life that involve
business relationships (Hasnas, 1998). The three leading nommative theories
of business ethies, are the stockholdar, stakeholder and social contract
theories (Hasnas, 1998). Hasnas describes the stakeholder theory as both
empirical and nomnative, As an empirical theory, stakehalder theory
prescribes a method for improving the petformance of business, whilst as a
normative theory it asserts that regardless of the effect an business
parformance, managers should manage 1he organisation for the benefit of all

stakeholders.



Lewis {1985) synthesises a definition of business ethics from the literature and
primary resgarch on executives. He defines it as "rules, standards, codes, or
principles which provide guidelines for morally right behaviour and truthfulness
in specific situations” (p. 381). Nash (1993, p. 5) defines business ethics as
"the study of how personal moral norms apply to the activities and geals of
commercial enterprise”. Nash does not perceive business ethics as a
separate moral standard, but the siudy of how the business context poses Its
awn unique problems for the moral person who acts as an agent of this
system. Nash perceives businass ethics as parsonal athics in a different
context, the context of business, This definition assumes a libertarian view
and fails to account for the effect of the moral contaxt on the moral parson,
Empirical research avidance, however, strongly angd amphatically supports tha
argument that the systems' expectations are stronger determinants of
behaviour than individual merals {Reilly & Myroslaw, 1980), and that unethical
behaviour is a system and not a people problem in organisations, because
people follow the system's principles. Small's {1995) definition accounts for
the context. He explains that “the study of business ethics is concernad with
principles and values that govemn the behavior of a person or a group with
raspect to what is right or wrong, or to standards of right conduct in a business

setting” {p. 1).

Solomon (1992a) sees the role of business ethics to b to clarify the dual
citizenship of paople in crganisations, the organisational citizenship and the
community citizenship. Organisations are not autenomous city-states but part

of the global community. The aim of business athical theary is, according to
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Salomon, the cultivation of thought about lives of paople in and out of the
corporate context. This definltion is accepted in this research., The issue that
the research addresses is about understanding people’s life in the
organisation and possibly the effect of the organisation outside its context on

people.

The use of the term business ethics is problematic because it implias a
different kind of ethics from personal ethics, This project is not about
increasing the chasm between persons and businesspersons but on the
contrary about understanding businesspersons and identifying the conditions
that will enable them to remain persons in busingss. So the terms business
and organisational ethics are used to dascriba the distinctive types of
difemmas encountered by people In organisations, as explained by Kionstad
and Willmott {1995}, and net as a different realm of ethics. The use of the
terms does not imply that there should be differant athics in business than in
personal life. This is the premise of the present thesis. The terms are used to
axplain ethics in businass rather than business sthics. The researcher here
agress with Sclomon (1992b) wha ingists that business ethics Is not tha
superimposition of foraign moral values on business but it is about
understanding the foundations of business, Similarly the reference to
organisational dilammas is not a reference to dilemmas that are not dilemmas
persans face but to dilemmas persons encounier and resolve in organisations

and on their behalf,



1.2.4 Autonomous, Heteronomous and Anomous Marality

The terms autonomy and heteronomy have been used by different disciplines,
especially philasophy and psychology n thelr theories of morality. Philosophy
emphasises the morality of mature persons, whilst psychology is more
concermned with the development of morality. Anomy appears to have been
neglected as part of those developments. Anomie has baen developed and
used in sociology to describe society and individual normlessness and lack of

orientation. This anomie is based on anomy (absence of law).

1.2.4.1 Moral Autonomy

Etymologleally the word autonomy comes from the Greek roots atifos {self)
and rornes (law or rulefregulation). Autonomy is usually used to signify self-

rule in the political and moral spheres.

Autonomy was inifially applied in the political rathar than ethical context, when
city-states in Classical Groece were said to ba autonomous or not
autonomous from adjoining city-states (Marshali, 1986). Marshall Identifies
Plato’s Crilo as one of the first instances that the concept of autonomy may
have bean applied to an individual. Later Rousseau and Kant used the
concept of individual autonomy. Autonomy is central to Kant's werk in moral
philosophy. In The Groundwork of the Metaphysics of Morals, Kant defines
autonomy as “the propenty the will has of baing a law fo itself” (cited in

Marshall, 19986, p. 88).



Autanomy in ethics is a person's capacity far self-determination, the ability to
soe one's self as the author of the moral law by which one is bound (Mautner,
1896). Autonomy in moral judgement s “an independent and self-lagislative
stances taken in making moral judgements in the domain of justice”™ (Tappan at
al., 1987, p. 315}, Dworkin, (1988, p. 34) outlines the genaral formulation of
moral autonomy, by arguing that “a person is morally autonomous if and only

if his moral principles ara his own”.

Rawls (1972) defines autonomous actions as those that are hased on
principles that free and raticnal beings consent to. “The autonomous person
Is the ane who makas the choice of his own life and, by a process of reasoned
internal criticism, creates for himself a coherent set of principles and
standards by which he regulates it" {Benn, 1688, p.10). Davis (1996)
perceives autonomy as a function of the way a person decides. He
characterises an autonomous act as one in which the agent had time for
adequate refiection before acting and took full advantage of it. Autonomy has
been defined and used to signify a number of concepts. Whatever autonomy
{s, comments Dworkin {1988}, all authors agree that it is somathing persons
have and it is a desirabls quality to hava. |is practice requires refiective

reasoning.

Synthesising the concepticns of moral autonomy presented above, in this
research moral autonomy is defined as an individual's capacity' to possess

and apply moral values in making decisfans with ethfcal implications.



1.2.4.2 Moral Hetarcnomy

Hetaronomy is tha antithesis of autonomy. It places the authority of the law
outside one's self (Mautnar, 1996) and represents the morality of duty, since
the moral law is taken from sources other than 1he self {Piaget, cited in
Tappan et al., 1987). It is taking ona's morality from someone else

{Anscombe, cited in Crittenden, 1983, p. 7).

Benn (1988) describes heteronomous peaple as those who recelve their
moral law ready made but retain the capacity to order their lives according to
a law. Benn grants heteronomous paople the capacity for independent
judgement. This capacity is hot however exercised and instead a borrowed

law, which they have done nothing to make their own, governs them.

Kant {cited in Tappan et al., 1987, p. 343) describes the state of nonautonomy
as heteronomy. Acting on account of one's desiras, or for some goal, renders
the action a means to a given end, instead of being seen as an intrinsically
valuable end in itself. Kant, expiains Mautner {1996), outlines four kinds of
heteronomous principles that determine one's moral actions as a desiig for
the well being of oneself, social approval. increased perfection of oneself, or
divine approval. For Kant, actions based on desires or consequencas are
heteronomous because they are not motivated by their inherent tightness but

by their outcomes.



In this research moral heteronomy is defined as the meral values that
originale from an external source, and are used by individuals in making

decisions with ethical implications,

1.2.4.3 Moral Anemy

Anomy refars to the absence of law, Emile Durkheim developed the concept
of anomy (anomie) to refer to a “condition of relative nommlessness in a
society or group” {Merton, 1968, p. 215). He emphasises the pathological
state of industry as resulting in anomy, and that state is a consequence of the
division of {abour {Starkey, 1988; Toddington, 1993). Industrialisation has
generally been identified as the cause of anomy. Fromm (1955) for example
stggests that the axpariences in industrial societies limit the possibility for
leading meaningful and self-directed lives and make individuals experience
powerlessness and paralysis, leading 1o alienation in organisations and
society, Industrial societies, Fromm argues, provide the socialisation that
sirips people of their ability 1o take initiative because such socialisation
contains the false belief that happiness is the outcome of material comfart and
high levals of production. Similarly, anomy s defined as a state in which there
is no legitimate end 1o cne's desires, no geal, and no conclusion {Lindholm,
1997), a definition which also views anomy as alienation. Anomyis a
sondition whers the traditional social bonds and personal ties have dissolved,
leading ta the dissolution of the individual's sense of attachment to soclety
(Mautner, 1996), Symptoms of this condition include an increase in suicide
and crime, Anomy was used earlier by Jean Guyay (1885), comments
Mautner, to signify a futurislic morality independent of obligation and sanction.

17



This conception of morality would be guided by ideal values freely adapted by

individuals, so it was closer to the idea of autonomy.

Anomy is defined as a moral lawlessness, in which thare is no freedom, but

only “a lack of orientation” (Benn, 1998, p. 183). Kuczmarski and Kuczmarski

{1995, cited in Roshto, 1995) provide the following definitions of anomy:

s The lack of purpose, identity, or values In a person or in a society.

« Disorganization, detachment, ar rootlassness.

« Normmlessness - a condition of society characterized by a breakdown of
norrs that rule the conduct of people and assure tha soclal order.

+ Personal unrest, alienation, and uncertainty that comas from a lack of

purpose or ideals.

Hampden-Tumer {1970} describes anomous individuals as those who fail to
conceive themselves as choosers, makers and testers of established norms.
He deafines anomy as meaninglessness and nommlessness because the ability
to choose batween norms, combine nomms and invest norms into the human
envircnment enable paople to discover human meaning. The lack of
experiencing a dilamma by white Americans is, according to the obsarvation
of Silberman {cited in Hampden-Tumer, 1970}, the most ominous thing about
the American Dilamma, the ¢risls between black and white. “The anomic
person doss not see and does not want to know. 1t s all too big and too
complicated and besides what can he do?" (Hampden-Tumer, 1970, p. 74}
thus leading intc a common experience by anomic pecple of becoming “a

thing” {p. ¥5). Anomic paople are often deluded, helpless, ohedient, hostile,



conforming and cruel ang their actions bacoms meaningless and irrational,

For action to be rational it must be both free and meaningful {Brubaker, 1984},
These qualitiss distingulshes human action from natural events because “truly
human action is rational, free and meaningful; natural events are non-rational,

unfree and devoid of meaning” {p. 93).

in this research, moral anomy refers to the absence of ethical values in

decision makiny.

1.3 RESEARCH FOCUS

This research determines whether individuals acting In and for arganisations
are abla to exercise moral autonomy In making organisational decisions. It
examines the impact that organisation entities may have on the mora!
autonomy of their members, and the posslhility of maral heteronomisation and
anamisation of people in organisations. The emphasis is upon how
individuals make moral judgemeants within an organisational context, and not
how they should maka moral judgments. It is, in other words, an empirical

invastigation of the ethics in organisational and personal life.

This thesis alse explores the impact that organisation entities may have on the
meral autonomy, heteronomy and anomy of thelr members. Furthermare, it
explores the variance of affact betwean three disparate arganisations and the

moral issus's effect on the morality of individuals.



Autonomy in dacislons that potentially have sthical implications is considersd
by the disciplines of philosophy, psychology and sociology as a human
condition, a virtue, an ultimate state of belng, the ultimate state of existence
that humans may aspire towards, and the fulfilment of the human potantial.
The difference batween disciplines lies in their perception of the likejthood of
achieving moral autonomy in society, This will be outlined in the revlew of

related literature.

This thesis does not perceive moral autonomy as necessarily leading to mare
ethical decisions than heteronomy, as it appears possible for heteronomous
morality to be as moral as autonomous morality. It does, however, perceive
moral autonomy to be right for persons even if both autonomy and
hetergnomy lead to good, becauss persons who aexercise moral autonomy are
ends in themseives and net means to an end, Anomy s a lack of moral
origntation and it appears o ba closely associated with the amoral, or lack of
meoral judgement of individuals and organisations, Moral anomy is different to
immorality because the latter includes athical vaiues which the decision-maker
chooses to violate and act against, whilst moral anomy is the exclusion of
moral values, when their inclusion is warranted, Meral anomy, it is contended,
in amoral organisations is responsible for the dichotomy between the moral
private person and the amoral organisational being because the moral values
that ara applicable in private lifa are excluded in such organisations, where

good and right is the profitabla.
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The research is conducted by adopting an Interactionist appreach in which
organisation decision-makers are assumed to be affected by personal and
situational variables whan faced with ethical dilemmas, as well as by the

ethical dilemma itself.

The proposition of the research is that as the difficulty and complaxity of the
sethical dilemmas increase peopla will be more likely to make heteronomous or
anomous moral decisfons in the organisaticnal dilemmas than the personal
sethical dilemmas. Conversely, peopla are expacted to make more

autonomous decisions in personal dilemmas.

1.4 METHODOLOGY

The methodology of the thesis combines theories and research from
philosophy, psychology, sociology and organisational studies and
management In order to develep the model and the research propositions, [t

also includes primary quantitative and qualitative data and its analysis.

The primary research was conducted in three organisations that differ in the
influence they exerclse and freedom they allow to employeas and It examines
thirty or more managers in each organisation. The organisations chosen
approach Quchi's {1980) bureaticracy, clan and market types. They ara
raferred to here as organisation Alpha, Beta and Gamma as they have been
guarantaed anonymity. Organisation Alpha is a section in a govemmant

department and is a bursaucracy, organisation Beta is a health cara provider
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and a clan organisation, and organisation Gamma is & division in a public

teriary institution and is considered a market organisation.

The research instrument includes an assessment of the erganisational ethical
climate by the respondent, six organisational and six persenal ethical
dilammas that raquire responses to open-ended guestions, an ethfcal ideology
assessment and desmographic information, The chaice of the 12 dilemmas
used in this research was established from two phases of rating a set of 40
dilemmas by two groups of MBA students, to ensure thair relevanca to

respondents and thelr comparability in terms of difficully and complaxity.

The organisaticnal ethical climate was assessed using Victor and Cullen's
{1987, 1988) Ethical Climate Questionnaire (ECQ). The parsonal ideologies
were assessed using Farsyth's (1980) Ethics Position Questionnaire (EPQ).
These two instruments were analysed quanlitatively using SPS5 10. The
respenses to the dilemmas were coded by two raters in terms of the
dimensfon provided by the ECQ and the EPQ. These codes wera categarised
quantitatively. The responses were also analysed qualitatively using GSH

NVivo.

1.5 THESIS QUTLINE

This thesis is presented in nine chapters. Chapter 3 provides the introduction
to the topic, basic definitions, the emphasis and methadology of the research

and its objectives.
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Chapter 2 provides a review of the literature of philesophy, psychology,
sociology and their treatment of moral autonomy, moeral heteronomy and
maoral anomy. This chapter provides the foundation for the theoretical model

and suppos the value of moral autonomy.

Chapter 3 focuses on business and business organisations. It explores the
literature of autonomy in the business, business ethics and organisation
studies literature, It addresses the issue of moral agency and the moral
personhood of organisations, and lacks at ethical decision making in

organisations and the factors that affect it

Chapter 4 addresses the individual and crganisational factors that affect

ethical declslon making as well as the effect of the actual decision issue.

Chapter 5 presents the conceptual model and the research prepesitions. It
analyses the components of the moda! and outlines the research design. The
ECQ and EPQ measurement instruments used are also presented hers, and

their appropriateness and value justiffed.

Chapter § contains the methodology. |t reports on the reliability and validity of

the Instruments used. [t also outlines the dilamma rating and selection

process and explains the analysis used to address the research propositions,
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Chapter 7 relates to the quantitative analysis of the ECQ and EPQ and reports

the findings. It provides descriptive statistics, and tests of significance.

Chapter 8 raports on the resclutions provided to the dilemmas In a descriptive
form. It also reports the analysis of the justification codings which was also
undertaken in a descriptive manner. Finally it provides tha qualitative analysis

of the justifications to the dilemmas, which was undartaken using QSH NVive,

Chapter 9 discussss the findings and addresses the research propositions. 1t
clarifies and summarises the implications of the findings on the research
propositions. It identifies the limitations and constraints of the research and
also the implications the findings have for people and organisations. Flnally, it

makes suggestions for future research.
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CHAPTER TWO
A REVIEW OF RELATED LITERATURE

21 AUTONOMY

This review of the literatura is framed by the disciplines of philosophy,
psychology, sociology, and organisation studies. It primarily addresses moral
autonomy, and secondarily moral heteronomy and anomy. It also looks at the
ontology of crganisations and related concepts that impact on individuals'
autonomy. Theology and education also address autonomy. Thease
disciplines are not covered in this review of literature, but their indisputable
impertance and contribution are recognised. Although they contribute to the
general understanding of autenomy, they are covered sufficiently for the
purposes of this research by philoscphy and psychology respactively. Anomy
is & concept addressed and developed rmore emphatically in sociclogy, with

limited direct coverage in philosophy and psychology.

Most of the concepls and theories presented here are addressed by a number
of theorists and writers through the ages. This literature survey does not
cover all of them. Its purpose is ta provida a foundation for the framework
daveloped in this thesis and the research undertaken, and a compreheansive

understanding of the major concepts.
The recent literature on autonomy is divided into thrae categories (Davis,
1996):

1. Parsonal autonomy in general philosophical fiterature.
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2. Professional autonomy coverad explicitly by a philosophical literatura,

3. Workplace autonomy covered by a sociologleal literature.

Moral autonomy is contained In personal autonemy. It is concemed with the
conditions of moral responsibility and moral goodness whilst the emphasis of
genaral autonomy is the protection of moral agents from undesirable
influerces (Davls, 1996). In business ethics, personal autenomy is applied to
the examination of the effect of the organisation on employees’ autonomy
whilst moral autonomy is the moral evaluation of pecple in business and
business relatienships (Davis, 1996). Moral autonomy and personal

autonomy are addressed in this review of ths literature.

This racent distinction between personal and moral autonomy is not generally
accepted however, Autonomy in the Kantian sense cannot be distinguished
into personal and moral because autonomy of values is autonomy of persons
in the moral realm and also in all spheres of life (Dan-Cohan, 1992}, In
business arganisations however, it can be argued that personal autonomy but
not necassarily moral autonomy Is enabled. To furthar develop this theme, [t
is nacessary to examine autonomy and the major philosophical, psychological

and saciological conceptions of it, which are contained in this chapter.

2.2 MORAL AUTONOMY iN PHILOSOPHY

Moral philosophy, comments Schneswind {1991], has recently experienced a
revitalisation of the Kantian view of morality, which accapts right as prior to

good, and an increased emphasis on actual social and political problems.
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Morality is also increasingly addressed in the Aristotelian manner, as a matter
of vitue. Most importantiy for this research, Schneewind identifies a rapid
growth of interest in problems posed by the need to coordinate the behaviour
of many individuals in ordar to achieve effactive acticn. The emphasis is now
placed on the issues that affect groups or communities of autonomous
individuals instead of the historica! concam of moral philosophy of the

explanation and validation of the morally autonomeous indlvidual.

Moral autonomy Is seen as an individual phenomenon by Kant (1785/19859),
Schneewind (1881), and Rousseau (1762/1968) who adopt a libertarian
position. Communitarians, like Nagel (1995), perceive it as an [lusion in the
caontext of saciety. Even by communitarians however, it is accepted as a
necessary iliusion that enables individuals to act as if they are autoromous,
These perspectives and their implications for individuals in business

organisations and organisations will be addressed.

2.2.1 Kant's Moral Autonomy

Immanuel Kant is cradited with the development of the a pricri knowledge of
morality (Russell, 1912, p. 46). Tha general principles of ethics for Kant are
like the principles of mathematics, discoverable a priori by thinkIng, and not by
ampirically generalising experiences (Ewing, 1965, p. 53). Kant is also
cradited with tha provision of the most comprehensive account of moral
autonomy {Dan-Cohen, 1992}, which ha perceives as the supreme principle of

morality. He states:
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But that the principle of autonomy ...is the sole principle of morals
can be readily shown by mere analysts of concepts of morality; for
by this analysis we find that its principle must be a categorical

imperative and that the imperative commands neither more or (ess

than this very autcnomy. Kant {1785/1953, p. 59}

The ability of humans to act autonomously, in contrast to heteronomously, is
what differentiates them from animals, according to Kant, In The Criligue of
Praclical Reason, he describes autonomy as the “ratio essendi of morality; ia,
it fs through autonorny that marality comes to exist” (cited in Setrin, 1995, p.
8). It1s because we have moral autonomy that we have moral agency and we
have autonomy because we have rationality. A rational agent for Kant (1953,
p. 35) is an end in himsell if he authors the law which he Is bound to obey and
this is what gives him his supreme value. "It s precisely the fitness of his
maxims to make univarsal law that marks him as an end in himself* {Kant,

1953, p, 35).

Kant, in The Groundwork of the Mataphysles of Morals (cited in Marshall,
1996, pi6), defines autonomy as “the property the will has of being a law to
itself*. In The Criique of Pure Reason, Kant uses autonormy as the
fundamental law of practical reason, and states: “so act that the maxim of your
will can always at the same time be valid as a principle making universal law”
{cited in Marshall, 1996, p. 86). The end of practical reason is action, whilst
the aim of theoretical reason Is knowledge (Dodson, 1997). Practical reason
explains Dodson, is concemed with the datarmination of the will. To
determinea the will, practizal reason needs ideas, "and the objective reality of

ideas is derived from the capacity of the will to be a cause of objects” (p. 96).
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Kant states that we give objective raality to an idea “at least in fhe practical
context, bacause we regard it as the object of our will as pure rational beings”
{Kant, 1956, p. 16). The autonomy of practical reason provides the foundation
of Kant’s moral philosophy: the categorical imperative, unconditional duty, and
the dignity of man {Serrin, 1995}, Morality for Kant is autonemous and not in
need of religious or utilitarian foundation {Edwards, 1998; Preston, 1998). Itis
based on reason, which is possible because of autonomy. He developed a
science of morals based on the authority ¢f human reason rather than the
divine command and faunded his approach on the rationality of humans,
Ratianality provides autonomy by locating the authority for moral decision
within the persan, not in external authorities like God or the law (Preston,
1946, p. 47). Kant scught to explain and establish an objective foundation of
morality. That morality requires individuals to clearly distinguish betwesn tha
categorical ought and is, a morality that cannot be grounded on experience
{Bemstein, 1983). If these requirements are not met, Kant prescribed
hieteronomy as the outcome, and Bamstein adds moral relativism, a morality

based on the context and tima and place specific,

Kant's autonomy “presupposes both an autonomous normative criterion and
an autonemous normative motivation™ (Biglefeldt, 1997, p. 537). As such,
ethics must be independent of sanctions. If it depends on seward or
punishment it remains heterciiomouns, because meral behaviour would only be
a means of satisfying empirical interests and needs. For Kant autonomous
moral action cannot be reduced to a pursiy instrumental status. Thus for
moral autonomy to be concelvable, one has to “assume a genuinely moral

motivation which in principle differs from all empirical motive” {Blalefeldt, 1997,
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p. 538). Moral motivation is identified as the fesling of respect for ong's salf
and others, Kant, attributes sell respact {o all rational agents, something all
rational agents owe to themsalves (Stark, 1997). Recognising one's self worth

leads to respecting one's self.

Barrow (1975) and Peters {1974} identified in Kant's philosophy thrae

conditions, besides belng free from external control, for personal autenomy to

exist. Namely:

1. The autonemous person must be subject to reason, rather than to
amotions;

2. This reasoning must be authentlc and net acquired or borrowed from
samaone alse; and that

3. The person must have the strength of will to act as reason dictates.

An autonomous persan then, acts on judgements through reflection,

calculation and declsion making. If a parsen is subject to emotions or he

borrows his nomos and reasoning from external sources then the person is

nenr-autonomeus, fe hateronomous,

For persons to be autonomous they need te reason well and to behave well
{Maclvar, 1970). If a person is frae from external control but does not have
the strength to act in accordance with raason, again the person s
heteronormous. Therefore, the person must also be strong in order to act as
raason instructs him, and not as his desires or extenal influences suggest.
Reason in Kant's morallty dictates action, it does not merely suggest. The
authenticity of reason implies that Kant's autonomaous person is moral

because it is rational, not because of belief in any external source,

30



Maclntyra (1993) describes Kant's moral philosophy as centred on two
deceptivaly simple theses,

If the rules of morallty are raticnal, they must be the same for all

rational beings, in just the way inat e rules of arithmetic are;

and if the rules of morality »:e ¢ ~wding on all rational beings, then

the continger * ability of such beings to carry them out must be

unimportant — what is Impartant is their will to carry themn out. {p.

44)
This rational conception of morality is based on apricritism. Pragtical reason is
tha only criterion of marality and is based on tha self and no other extarnal
parameter. Rational morality, the outcome of practical reason, will provide
principles that both can and ought to ke held by all parsens, independent of
conditions and circumsilances, as well as, be consistenlly cbeyed by all
rational agents at all times (Macintyre, 1993). The will's relationship to the
rationally determined moral (aw is analogous to tha ralationship batween an
apple and the effact gravity has on it. As an apple does not have the option to
rasist gravity, so the will doas net have the option not to follow a moral law
{Dan-Cohen, 1992). This analogy capturas the sens# of inevitability of
morality for Kant, according to Dan-Cohen, because once the moral duty is
realised in a situation, the meral course is nonoptional, Dan-Cohen explains
that Kant's autonomy is not about choosing but about willing. Willing is not
about wiling moral choice but rathar selecting a preferred option from a given
choice sat. Moral action than is the inevitable guidance of the will by a moral
maxim that is relevant for the situation. Maral action when the moral duty is

realised, in this sensg, is not an option or a choice.
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Persons are ends in themselves and they have morality through reasoning.
The morality they develop is universal and it Is exercised net aut of chaice but
rather necessity. Persons are ends in themsslves hecause they have freedom
{Guyer, 1998). Guyer argues that Kant bases his canception of autonomy on
freedom, because it has an inner valus, that of dignity. Reascn cannot
constitute a cause because !t cannot give people dignity. The moral puzzie is
thus “why a free agent sheuld choose te priofitize self-love over autonomy
given the self-evident dignity of autonomy” {Guyar, 1998, p. 35). This
conception places autonomy above egolsm. [t 1hus explains why it is
reasonable for people to behave autonomously and therefore ethically
because, as it was mentioned earier, autonomy according to Kant extends to
behaviour and acticn, not only reasoning. That is, it includes praclical as well
as theorelical reason. Kant thinks it is thacoretically indemonstrable but not
uninteliigikle that humans are all always free, comments Guyer (1968). What
Guyer finds enigmatic is that some of us, some of the time "use our freedom to
affirm the primacy of moral faw over all other motivas for action, and othar
times to affirn the primacy of self-love over the dernands of morality” (p. 35).
Ha finds this enigmatic because a morally good aclion is a free act to promote
and preserve the possibility of further free acts and an evil aciis an equally
frae act to destroy or damage the possibility of further free acts. Evil acts are
thus both free and at tha same time undermine freedom. Such acts are
however not based on reason, therefore, will not fulfil the criteria for
autonomous acts. Reasonable acts are based on choices that are willsd by

the autonomous decision maker. and such cholces ara ascertained by the
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rational individual's reason, This explains the reasonableness of Kant's

autonomy that all neople can ascarain through thinking.

Moral duty is contained in goodwill, which is central to Kant's aihics, Kant's
goodwill is not kind feelings towards ancther, but it Is doing one’s duty
because it is one's duty and it is based on respect for the moral law (Ewing,
1965}, Ross {1939) follows the Kantian understanding of duty and insists that
moral acts ara always ona's duty to do and not motives, that is, one's duty is
to do certain things, not to do them from a sense of duty. “And it should be
added that the duty of cultivating the sense of duly is the duty of cultivating the
sense of duty, and nef (his emphasis) the duty of cultivating, from the sense of
duty, the sense of duty” (Ross, 1939, p.122). Ross also proposes that the
motive plays no pait in making one act ong's duty over another, because duty
Is cultivated for its own sake, not based on motives nor even the duty of
duties. Ross qualifies further that even the examination of ona’s motives In
dellberating moral acts does not guarantee morality. Motives he explains may
lead to either the absence of consideration of the sense of duty, or to the

sophistication that ene's duty would be that which is merely very pleasant,

Kant's conception of autonomy was addrassed bscause it provides the most
comprahensive and fundamental insight. It is an individualistic position that Is
being revitalised in moral philosophy and business ethics. 1t was also
addressed bacause it provides the feundation for the most recent
understanding of autonomy in philosephy as well as psychology and

sociology.
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2.2,2 Recent Conceptions of Kantian Moral Autonomy

Recent developments in meral autonomy are categorised into twe contrasting
views. One perceives autonomy as agent cantred and the olher as desire
centred {Davls, 1996). The agent centrad conception of autonomy parceives
an act as autonomous if the agent is autonomous at tha moment of the act,
whilst the desire centrad conception, percelves an act as autonomous if the

desire that leads to the act is autonomaous.

Representing the agant centared conception of autonomy, Dworkin {1988),

presents the general formulation of moral autonomy as: "A parson {s morally

autonomous if and only if his moral principles are his own” {p. 34). This leads

to the familiar metaphor used by Dan-Cohen (1992} that describes the

autonomous person as the author of his own life. For moral principles to be a

person’s own, thus making the perscn morally autonameus, Dworkin offers the

follewing prescriptions:

1. A person must be the author or originator of his maral principlas.

2. A person must choose his moral principles.

3. A person's ultimate authority or source of his moral principles is his will.

4. A person dacides which moral principles to accept as binding upon him.

5. A person bears the responsibility for the moral theory he accepts and the
principles he applies.

6. A person refuses to accept others as moral authorities, that is, he does not
accept without independent considaration the judgement of others as to

what is morally correct.
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Autonomy is not easily identified or explained. It is “a term of att introduced by
a theorist in an attempt to make sense of a tangled net of intuitions,
conceptual and empirical issuss, and normative claims” (Dworkin, 1988, p. 7).
Analysing the concept of autonomy and spacitying the necassary and
sufficient conditions for its existence, drain it of the complexity that enables it
to parform lts theoretical role, claims Dworkin. He sees autonomy's
connection to other notions, and its role in the justification of nomative claims
as more important than the specification of autcnomy per se, Dworkin wants
the cencept of autonomy to be ideologically neutral. An ideclogically neutral
autonomy will not be valuable to individualistic ideclogies only, such as Kant's,
which perceive morality as essentially individual and view facts and values as
logically distinct {Lukes, 1973). Dworkin rejects the definition of an
autonomous persen as the uninfluenced influencer and coneeives autanomy
as "tha capacity to raise the question of whather | will identify with or rajsct the
reasons for which [ now act” (p. 15). Autonomy thus involves consciousness
and reasoning and it reflects agents’ reasoning, not their desires. Autonomy,
according o Dwarkin, is a second order capacity of paople to reflect on their
first order preferances, and to change the first order preferences in light of the

higher order preferences and values,

The desire-cantsred conception of autonomy was originally developed by
Frankfurt (1981) who expressed the idea of the relationship betwesan second
order desires and autonomy. He granted the autonomous person consistency
betwaen second order desires and first order dasires, or the ability of second

order deslres to override first order desires. By exerclsing this capacity a
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parson, defines his nature, gives meaning and echerence to his life and takes

respansibility for the kind of a person he is {Dworkin, 1988).

The desire-based conception of autonomy is a persanal characteristic based
on autonomous acts. These acts ara derivad from autonomous desires or
autonomous motives (Davis, 1996). Autonomy is thus primarily a
characteristic of desfres and only secondly a characteristic of acts or persons.
Wren (1997, p. 425) dascribes Frankfurl's parsonal autonomy that led to the
emergence of & new account of autonomy in philosophy, as more complex
and hierarchical. An agent's desires are contained in twa levels, first order
desires and second order or meta desires. First order desires are, or should
be, subject to meta desires. The meta desires are shaped through moral
consideration, as well as, deep wants and tendencies. Young (1980) defines

autonomous deslres as thoss that fit with a person's life plan.

Autonomy for Kant is a human condition. More recent conceptions of
autonomy accept it as an ideal and somathing people in socletias can
approximate, but not always fully ettain. This is an outcome of the shift
towards the concern about autonomous individuals in communities or
societies that was identified sarlier. It is also an outcome of the development

of psychology and sociology that will be addressed later.

Reascning and coherence are the ingredients used by Benn (1988 fora
morally autonomous persen. He dafines such a person as "the one who
makes the choice of his own life and, by a process of reasoned intemal

criticism, creates for himself a coherent set of principles and standards by
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which he regulates it” (p.10). Individuals are thus their own agents. Benn
perceives autonomy preferable to the olther moral possibilities of hateronomy
and anomy. Rawls, who bases his theory on the Karuian conception of
autonomy, also prescribes it for a well ordered society {Kukathas & Pettit,

1990).

The difficulty with autonomy increases when we try to place the individual in a
society or organisation. Rousseau (1762/1968) formulated this problam as:
“How to find an assaociation which will defend the person and goods of each
member with the collective force of all, whila uniting himself with the cthers,
obays no one but himself, and remains as fres as before” {p. 60). Individuals
in sacisetfes must obey the laws of soclety, the collective that they have
bacoma part of, and yet remain autonomous. This can ke achieved by
extending the will of each individual to the collective will, which is reflected in
the law of society and which each member commits to, as it is alsv a personal
law. Thus gach persan in society obeys himself alons and ramains fres. So
autonomy is not extinguished the moment the individual enters the collectiva,
bs that society, organisaticn or group, provided the laws and rules of the
collective are also based on thearstical reason and allow practical reason.
Kant claims that one is pelitically free if one is subject to one's own legislation

{Adams, 1997).

2.2.3 Other Conceptlons of Moral Autonomy

Communitarians find autenomy more preblematic and less definable than

libertarians, and argue that peopls are not what the libertarians concalve them
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to be. The differences between them however are narrowing if not settling
{Etzioni, 1996). Etzioni's (1996, cited in Fort, 1998, p. 347) revised
communitarfanism for example, emphasises personal autonomy as he states
that the new golden rule is to “respect and uphold soclety's moral order as you
would have soclety respect and uphold your autenomy”. The setiling between
the two positions is also apparent in more recant libertarian accounts of
autonomy. Nagel (1995, p. 37) formulated a libertarian conception of
autonomy that appears possible and takes account of the community, is:
Although many of the external and internal conditions of chelce are
inavitably fixed by the world and not under my control, some range
of open possibilities is generally presented to me on an occasion of
action - and when by acting | malee one of those possibilities actuai,
the final explanation of this (once the background which defines the
possibilities has baen taken into account) is given by the intentional
explanation of my action, which is comprehensible only through my
point of view. My reasons for doinyg it is the whole reason why it
happened, and nc furtther explanaticn is elther necessary or
possible. (M doing it for ne particular reasen is a limiting case of
this kind of explanation).
Parsons are autonomous to the degree that what they think and do in
important areas of [ife can only be explained with reference to their own
activity of mind, not by extemal rules or parameters (Barrow, 1975).
Explaining autonomous thoughts and actions must include a reference to
autonomous persens’ choices, deliberations, decisions, reflections,
judgements, planning or reasons (Dearden, clted in Barrow, 1975, p. 135).

Barrow qualifies this definition with the fact that in practice autonomy will be a
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mattar of degree and there may in fact be other ideals that may conflict with
autonamy. Autonomy for Benn (1988) Is also an ideal which s rarely fully

realised but which people approximate in varying degraes,

2.2.4 Autonomy and Freedom, Autarkeia, Autarchy, Anarchy.

Woral autonomy in philosephy is primarlly cancerned with the individual, This
leadsto its gnaral criticism of not taking into consideration the sccic-cultural
alements that influence the individual's choices and provide the selting in
which ethical decision making and behaviour materialises (Werhane, 1994). It
is howsver, possible to consider the socic-cultural elements and retain
autenomy if autonomy signifies self-rule, and not autarkeia (sslf-sufficiency},
explains May (1994). Autonomy as self rule, allows behaviour to reflect the
agant's evaluative assessment and does not reflect self-sufficiency. This is in
line with Dworkin's (1988) and Frankfurt's (1981) understanding of autonomy,

but not Kant's.

It is also necessary to differentiate between autonomy and autarchy {Bann,
1988). Autarchic (self-directing) Individuals satisfy certain minimal conditions
of both cognitive and practical rationality, whilst Individuals who do not satisfy
these minimal condilions are, accarding 1o Benn, impulsive. Autcnomy
according to Bann {1988) goes beyond autarchy. “ltis an excellence of
character for which an autarchic person may strive, but which persons achieve

in various degrees, some hardly at all” {p, 155).
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Autonomy is alsa differentiated from anarchy. In the recarsly developed
radicat individvalism epoch, where many perceive the moral law as relative
and individualistic, autonomy appears a threat to societal order. Autonomy,
iowaver, cannot be axarcised in anarchy {Dodson, 1997). Autonomy also
doas not lead to anarchy hecause it raquires agkratela {self-conirol) and not
akrasla, which is the lack of “power or command avar scrmething particulary in
a moral sense” (Small & Dickis, 2002, p. 4). Dodson rejects the idea of
anarchy as the appropriate condition for moral agents. In such & stats, each
person would have the right to do what seems just and goed to that person,
indepandantly of the opinion of others and withoul regard for the affuct on
others. True autonomy is collective in nature, comments Dodson, and
requires mutual respect according to Kant. Autenomy is possible in socialy
wher. & parson is not subject to the will of any other parson whe has superior
powar, thus becoming heteroncmous. The will of each persep will include
respact for each individua! and will enly treat other individuals as ends and

never as maans.

Flnally, autonomy is distinguished from libarty and freadom {[agger, 1586).
Autonomy, explains Dagger, involves connotations of consciousness and ihe
capacity to choose following reflection. These two characteristics are not
present In the ordinary uses of liberty and freedom. Animals can be fres or
acquire their liberty but anly humans can be autenomous. This understanding
of freedom is what Bowie (1998) calls negative freedom. Posltive freedom
howaver is aligned with Kantian autonomy, and is the powar persons hava to
be a law unto themselves. Hill {1992, p. 35) explains that a person is a law

unte himsslf "if he adopts principles for himself and regards himself bound by
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them and if he was not caused or even mativated to adopt them by any

contingent circumstances (such as his desires)”,

Fromm (1942, 1949, 1955) is a psychologist, but a psychofogist who contends
that psychology cannot be diverced from ethics. Fromm (1942) differentiates
hetween positive freadom (freedom to) and negative freedom {freadormn from).
Negative freedom, freedom from, leads to Isclation and it results in the
savarance of ties amongst human beings. Itis a burden that leads to
individuals' attempts to escape from freedom altogether unless they can
progress from negative to positive freedom. [t {eads to masochism and to
other attempts of escape whilst positive freedom allows or enables an
individual to exist as an Independent self and yet nat be isolated but unitad
with the world, with other persans and with nature. “Positive freedom cansists
in the spontaneocus activity of the total integrated personality” {p. 222),
Spentanaous activity is the quality of creative activity of one’s free will. Fromm
grants individuals who master positive freedom the capacity for organic
growth, which in tum is possible only under the condition of supreme respect
for others and oneself. Positive freedom is closely related and sometimes
equivalent to autonomy {Lukes, 1973). Similarly positive liberty appears
synonymous with autonomy. Berlin (1969, p. 131) presents positive liberty as:

[ wish to be a subjact not an objact...deciding, not being decided

for, self directed and not acted upon by extsmal nature or by other

men as if { were a thing, or an animal, or a slave incapable of

playlng a human role, that is, of conceiving geals and policies of my

own and realizing them.
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Autonomy in philosophy is perceived as a distinguishing characteristic of
humans. It is based on the ability of humans to reagson, and it is through this
reasoning that they davelop or understand the meral law. RAeasecning also
anables the moral law to become one's own, this ownership of the moral law s

the possession and exercise of moral autonemy.

2.3 MORAL AUTONOMY IN PSYCHOLOGY

Moral philosophers since Aristotle have been concemed primarily with ethics
as a practical concem which includes distinguishing right from wrong, whilst
contemporary moral psychologists have been concemed mainiy with the
analysis of moral arguments {Kendlar, 1992). Psychology is alsc concemed
with the moral development of the person, unlike philosophy, which is
concemead with the morality of mature adults (Crittenden, 1993),
Psycholagists have used the concept of autonomy fo signify mature moral
devalopment (Patrovich, 1988). Moral psychology should not howsver be
distinguished from normative athies, but rather, it should emphasisa that the
phencmena it addresses are the medium of lifa, for real people (Solomon,

1998).

The issue of the moral development of individuals that is perceived to lead to
autonomy is developed here. it is addressed by examining Kohlberg's (1976}
thecry of moralisation, which is based on cognitive developmental theory and
not on social or psychoanalytic theorles, because together with the theory
developed by Piaget {1932), it provides the most expliclt account of autonomy

in psychology. Piaget’s and Kohlberg's moral psychology is considerad
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“philosophically nuanced® (Wren, 1997, p. 425) because both follow a.
deontological theory of morality, Autonomy in moral judgement is considered
by Kohlberg as “an indepsndent and self-legislative stance taken in making

moral judgements in the domain of justice™ (Tappan, et al., 1887, p 315).

Petrovich (1988, pp. 87-88) summarises the general criterfa for autonomy in

psychology:

= An individual is morally autonomous if indspendent of any extemal
influences.

« A standard, rule, principle, law or value is said to be autonomous if it [s
intamal to a person's own consclence.

« General altitude to rules, laws etc., can ba heleronomous, semi-
autenomous or autenomous, accerding to the manner with which an
individual relates to moral standards.

+ Hateronomy and autonomy are seen as distinct types of morality,
autonomy heing synonymous with the ethics of mutual respect, whereas
heteronomy reprasents the rmorality of duty.

» The domain of morality is regarded as autonomous since it has its own

critetia of rationality.

Piaget (cited in Tappan et al., 1987) defines autenomous moral judgements as
those made under freedom, without reference to external parameters, such as
authority, tradition, and law for Justification and validation. Heteronomy on the
other hand according to Piaget reflacts “the ethics of authority and constraint”
{p. 330). Moral development, for Piaget (1932), proceeds from a

heteronomeus to an autonomeus stage. The latter is a more optimal stage,
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because at the heteronomous stage the Individual relies on a moral authority,
trias to escape responsihility, and avoids critically sxamining the situation.
Heteronomous morality is based on cbadience to authority and to the rules
produced by authotity, whilst autonomous morality is based on reciprocity and

equalily among persons (Thomas, 1996).

2.3.1 Cognitive Moral Development

Kohlberg, expanding on Plaget's work, developed a theory of cegnitive moral
davalopment (CMD), Initially containing six stages {see Table 2.1}, Kchlberg
{1876) presents a more complex mode! of morality than Fiaget. He
recognises preconventional and convantional levels that represent anomy and
hetaranomy, and postconventional, representing autonomy, unlike Piaget's

two-stage theory.

Beyond Piaget and Kohlberg, the censensus on moral development is
generally contained in thrae levels (Crittenden, 1993; Thomas, 1996).
Critienden describes the levels as a pre-moral or perhaps 'proto-moral’ {p.
265), which could be characterised by moral anomy, a middle stage whera
morality is heteronomous and a mature stage where morality 1s avtanemous.
Kohiberg’s level one falls within the pre-moral class of morality. Level two s
based on heteranomy and level three on autonomy. The three levels
correspond with the egoism, benevolence and principla classes of ethical
theary {Sims & Keon, 1997). Stage six contains “the moral point of view"
{Colby & Kohlberg, 1987, p. 30}, a point of view that all human beings should

ldeally take towards each other, as free and autonomous Individuals. People



wha reach level 3 in mora! davelopment differentiate themselves from the

expectations ang rules of others and define their values in terms of self

chosan principles {Kahlberg, 1976). Peopls who reach that level are also

more consistent betwaen their moral judgement and moral action {Kohlberg,

1984).
Table 2.1
Kohiberg's Cognitive Moral Development
Stage 0 Impulsive amorality. No ethical
reasoning.
E;ﬁzt:;\;entionai- Heteranomous morality:
Level 1 individual Stage1 | Obedience and punishment
perspective avoidance.
Individualism, instrumental
Stage 2 purpose, and exchange.
Mutual interpersonal
Stage 3 expectations, relationships, and
Conventional- interparsonal conformity.
membar of . | Conformity, Protecting rulas and
Level2 society Stage % interasts of spacific institutions.
perspectiva
Sacial systern and conscience,
Stage 4 commitment to law and order.
Social contract or utility and
Stage S | idividual rights.
‘I;’?;:‘f::cr;;?erianal Universal ethical principles,
Leval 3 prior to sccisly Stage 6 ;stpsect the rights of all people as
perspective Natural or etermal law, respeciing
Stage 7** | the cosmos as an integrated
whole and all systems in it.

Based an Colby and Kohlberg (1987, pp. 18-19), Kehlberg {1978, p. 33) and

Snell {

aw

2000, pp. 272-273)

The transitional stage 3/4 is epitomised by the organisation man or
woman, (Sneli, 2000). The crganisation persen is the agant, who
serves the principal, plays by the organisation’s rules and regulations

and obeys the law.

Kohlbarg and Power (1981} eventually postulated stage 7 in the theory
of cognitive moral development, a stage of religious orientation, to
provide an answer to the question “why be moral”, which Snell {2000}

describes as natural or etemal law.




Initially, Kohlberg alse proposed that every stags of moral development
included two separate substages, a heteranomous substage — Type A and an
autenomous substages - Type B (Tappan et al,, 1987). Kohlberg's research
sought to discover whether there existed an autenomous form of maral
judgement on each of the six stages of moral developmant, Kohlberg
proposed that substage B represents “the morally autenomous version of the
judgement structure characteristic of a particular stage” (Tappan et al., 1987,
p. 323}. He also proposed that an individual would develop from Substage A
of any laval to Substage B but never vice versa. This was dysconfirmed by

Kohlberg's American longitudinal study (Tappan et al., 1987).

The basis of Kchlberg's work is about thinking morally not behaving morally.
Kohlberg (1976} claims that the moral stages are related to cognitive
advances and moral behavicur but the identification of the moral stage must
be based on reasoning alona. As is the case with Piaget's theory, stage of
development is not nacassarily evident in the way individuals resolve lssues
with ethical implications. It s only the reasoning that individuals use to rasclve
athical issues that is measured by cognitive moral development measures.
The emphasis is not on changes in method individuals use to make decisians,
but only on the content of the principles followad by the decision-maker

{Kavathatzopoulos, 1994),

Kohlberg {1976) does however relate his reascning stagas to moral behaviour.
Ha claims that in order to act in a merally high way one has to have a high
stage of moral reasening. Cne can follow stage 5 or 6 moral principles if one

understands or believes in them. He accepts howaver that reasoning in & high
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leval does not necessarily lead to behaving In a moral way. “One can, ...
reason in terms of such principles and not live up to tham” (p. 32}, because a
variety of factors determine whether a parson will act his or her stage of meral
reasoning in a particular situation. Despite these limitations, mora! stage has
been found, accarding to Kohlberg, 2 good predictar of behaviour in

exparimental and naturalistic settings.

Kohlberg's work is based on liberal individuallsm (Snell, 2000). Morality for
Kohlbsry, like Kant, is an individual phenomanon that Is eslablished and
developed through thinking. Kohlberg perceives the stages of moral

development as “universal, integrated, and invariant” {Thomas, 1996, p. 469).

Despite Kahiberg's continued daminance of moral psychology (Shweder &
Haidt, 1993), he has been subjected to a number of criliciems. His major critic
has been Gilligan {1982} who asserts that people have twe moral voices
regarding moral issues. Kchiberg, Gilligan claims, measures cnly the justice
voice and igneres or misses the sophistication of the care voice. Kohlberg's
research was based on male subjects. Gilligan's research provides some
supponr for a different morality based on gender. However, recent research
{Schminke & Ambrose, 1987} found that men and women use marginally
different ethical framewarks in business ethics, with women mora likely to use
the Kantian approach, This finding may not necessarily suppert Gilligan's
{1982) suggestion that women favour an ethic of care, untess women adopt
masculine behaviours to achisve success in masculing organisations, which is
a finding reponrted by Ely (1995). Ely further explains that tha freatment of

gender in organisational rasearch as a personal component, "synonymous
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with biological sex and universal across organisational settings” (p. 590} is
inaccurate. Instead she argues that gander is a social construction whose
meaning, significance and consequences, varias in different seltings.
Kehiberg {1981) found only one person in his research whe reached his stage
6 of moral development, that parson being a female social-worker, This
finding may also contradict the concerns that Gilligan ralses about the lower

levels attained by women in Kohlbarg's CMD.

Another criticism is that Kohlberg developed stages 5 and 6 because of the
inherent limitaticns he perceived in contalning morality within the context of a
community. “He thus sought a standpoint for the rational creation of moral
laws ex nihilo. This standpoint is illusory, and the mistake lies precissly in the
attempl to escape the conditions In which maral considerations make sense”
{Crittenden, 1980, p. 273). In the latest formulation of his theory however, ha
did emphasise the impact of the context on moral action {Kohlberg, Levine &

Hewer, 1883).

Kohlberg, comments Snall {1998), presents the levels of his theory of maral
judgement as reprasenting distinclive forms of moral thought, unaffected by
the particular content, The CMD is presented as an invariant and upivarsal
saquence of moral development, and as such it is a stage theary. Bandura
{1988, p. 488) states his opposition to stage theorles in general, and
comments that “stage theorists assume that differsnt types of moral thinking
appear as integrated wholes in discontinuous stages furming an invariant
saquence”. His primary reason for opposing thase theories is that they pradict

stability in human behaviour that Bandura feels does not exist. They also
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predict ihat a parson's intellectual or moral capabilities are set by maturation
and therefore intellectual or moral judgements ons can make are set by ong's
age. Bandura (cited in Hengenhahn & Olson, 1997) belisves that human
behaviour is not that consistent, but rather it is circumstantial. The situation
and the interpretation of the situation determine human behaviour rather than
the stage of development, or traits or the type of person one is. Kohlbarg, et
al, (1983) conceds that moral action is affected by not only intemal
psychological factors but by the context as well. Moral action, they comment,
takes place in a soclal or group context and that context usually has a
profound effect on the individuals' moral decision-making {p. 53). Individual
moral decisions are almost always made in the context of group norms or
group decision making processes, and individual moral actton is often a
function of these norms and processes rather than a function of the
individual's intemal psyche. Kohlherg refers to the group norms and
processes as “the moral atmosphere” (p. 54), the sense of community that can
be a very strong determinant of behaviour. Moral atmosphere, according to
Kaohlberg et al. {1983), influences net only the content but also the form of
moral reasaning and action. Recent mata-reviews (Thoma, 1985 and Blast
1980, cited in White, 1298} of correlations batween moral development levels
and behaviaur, however, show carrelation in over 75 percent of the studies

hetween developmental leve! and behaviour.

Shalton and McAdams (1990} also comment on the inabllity of Kohlberg's
CMD to addrass tha cantent of a person's reasoning. It examines what a
person thinks rather than how he thinks, and the moral action that may follow

the thought. Similarly, Kavathatzopoulos (1994} proposed that Kohlberg's
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theory dees not proemote the devalopment of ethical problem solving ability as
it is concemned solely with the moral content of the principles used by the

problem solver.

Farsyth (1992a) claims that Kohlberg accepted a deontoloyical model as the
superior approach of making moral judgements, thus making other views
immoral ar at least inferior. Thus, according to Forsyth, making the naturalistic
fallacy from this is how individuals make judgements (ampirical) io this is how
they should {normative). Kohlberg did however conceds that the stages
themselves are not a theory but descriptions of moral development (Kohlberg,
1976). He perceived them as dascriptions that have definite and radical

implications for the science of moralisation.

Despite the criticlsms, Kehlbarg's theory of CMD holds a prominant place in
moral and developmental psychology (Rest, Narvaez, Cebeau, & Thoma,
1999). Kohlberg's moral development stagas halp identify 'the conditions
necessary for human flourishing’ (Beck-Dudley, 1986, p. 123}, Kohlberg's
preeminence is attributed to his success in providing support for the
cognitivism position about the objective reality of justice, which for Kohlberg is
the supreme moral truth (Shweder & Haidt, 1993). Moral cognitivism posits
that qualities such as goodness, righiness, juslice and beneficence ara real
and knowable, thus making moral statements true or false {Shweder & Haidt,
1993}, Kohlberg, according to Shweder and Haidt, gained the upper hand
ovear psychoanalysts, social leaming theorists, and radical relativists in the
cognitivism - amolivism debate. Tha cognitivist approach to maral

development seeks to identify the intellectua! skills and interpersonal
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experiences that make apprehension of moral truth possible. Maral qualities
for cognitivists are ohjective and universal, apprehended through reasoning,
like thay are for Kant. As such, moralily can be appraised as trua or false.
Emotivism, on the other hand, sees morality as “a system of inculcated,
reinforced, or introjected values, evolved to serve some pragmatic
(nonrepresentational) function such as influencing people to do what you
want, coordinating social activities, or balancing intrapsychic conflict anxiaty”
{Shwadar & Haldl, 1893, p. 361). Macinlyre {1993, p. 12) defines emolivism
as the "doctrine that all evaluative judgments and more specifically all moral
judgments are nothing but expressions of prefersnce, expressions of attituda
or fesling, insofar as they are moral or evaluative In character”. Emotivism is a
raliance on personal desfre being the sola incentiva for action (Lindhoim,
1997). Morality for emotlvists is in the mind of the individual and cannct be tha

subject of truth or falsehood ner can it be judged against rational standards.

Psychelegy Is being criticised for individualising the issues of autonomy and
morality (Emler & Hogan, 1992). Emler and Hogan do not prescribe the
abandonment of a moral psychology for a mora! saclelogy, but identify the
necessity of the Inclusion of the effect of moral sacialisation on the Individual.
Moral socialisation, they argue, even if its function is not to construct
intarnalised controls, involvas becoming receptive to fomms of social contrals
and also becoming capable of social participation. Individualism the authors
explain has emphasised 1ha rights to sslf-determination, autcnomy, non-
intarterence, rights to preferanices and other rights of the individual. Their

objection to individualism is based on its silance in what they see as the
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fundarmental function of morality: “the praservation of the social group” {p.

216),

Generally, in psychology as in philosophy, autanomy is perceived as the
treferable state of being and it is something persons may achieve with
maturity in different degrees. The difference between aulonomy and
heteronomy is evident in the method used te resolve a moral Issue, not on the
philosophical content of the solution (Kavaihatzopoulos, 1994}, [n this sense,
an autonomous decision does not necessarily result in a superior sthical

decision to a heteranomous decision.

24 MORAL AUTONOMY IN SOCIOLOGY

‘The distinction between psychelogy and sociclegy Is becoming increasingly
unclear. Conventionally, psychology is concerned with the individual and
sociology, with the group, the social institutions, social interactlon, and society
as a whols (Gordon, 1988), Recently howsver, scticlogy Is increasingly
concemed with individuals and the impact of the social on them. The aim of
sociology s the social, and this may Include either the *element ar the entity of
the social” {Aron, 1967, p. 11). The element is the microscopic relationships
batween people whilst the entity is the science of society as a whole,
comments Aron. In this research, sociology is examined primarily in relation

ta the elemant of the social.

Ethics and sociology are necessary for understanding moral judgements and

bshaviour (Emmet, 1988). An autoncmous ethics as prescribed by Kant, she
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argues, removed from empitical facis and based on a priori principles that
need to be self authenticating and incapable of conflicting is not passible,
because a judgement as to what is right has to be made in a situation.
Sociclogy can be helped by moral philosophy about the character of moral
judgments and it can help moral philosophy by enlarging the understanding

about the situations in which moral judgemsnts are made.

Sociology's work Is contained in twa extrame views (Bell, 1938). One
exiremity percelves society as the force that shapes the individual. Soclety
provides to the individual the illusion of autonomy whilst in reality, it
determines the individual's beliefs, attitudes, and behaviocurs because itis a
systemn of social control. This view is In agreement with the communitarian
view in philosophy. Tha other view, the minority according to Bell, perceives
society as the product of individual and collective choices and decisions. The
socfal order is constructed by the actiens and interactions of purposive
individuals, and these acticns and intaractions make socfal change possible.
This view accepts the existance of unintended or unanticipated conssquences
that require correction. It perceives any problems in society as a result of the

decisions individuais and collectives have made.

Autonomy needs to take Into account both the individuzl and the sccial,
Loewy (cited in Etzioni, 1996) expresses the necessary individual and social
elements of autonomy as not existing In a vacuum but developed, enunciated,
and ultimately exercised togsther in common life. He argues that:

ta deny the social nexus of autonomy is threatening both to the social

nexus and o autonomy. Persons cannot truly be persons outsida
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thelr soclal nexus or outsids their community, and the community
cohnot exist, develop, thriva, and grow without the unique

contributions of the individuals within it. {p. 156)

“A moral philosophy charactaristically presupposes a sociclegy” (Macintyre,
1293, p. 23). Morallty is a soctal phenomenon. [t is bom and exercised in
saciety, in the community of human beings. Morality is necessary and evident
whan individual interaction takes place. Scciety then presents the arena for
morality. Philosophy and psychology, as well as sociclogy commonly accept
this. Sociology however, goes further and views scciety not only as the arena
of moral behaviour but also the source, or the womb of morality. In the
general sociological understanding, society provides morality to its membars
who then exercise their individual morality in society. Individuals are then
responsible for thalr own conduct in relation to the social order of the society
thay live in, sinca it is that social order that defines good and right in society.
What is an important distinction in sociology however is the difference
betwean consensus and canformity. Consensus is percelved as an
indispensable condition for life in secisty, However, “when consensus comes
under the dominance of conformity, the social process is polluted and the
individual at the same time surrenders the powers on which his functioning as
a feeling and thinking being depends” {Aisch, 1995, p. 21). This understanding
is hot far removed from the Kantian understanding of the individual in society.
Kant, too, talks of a consensus betwsen the individually constructed moral law
with that of seciety’s. The difference lies in the source of the moral law, which
for Kant Is and should be established through the individuals' thinking and not

provided by society, as is the case of sociology.
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A duty to act morally is found in the sociclogical literature as well, Durkheim
(1965), like Kant, proposes that individuals have a duty to act morally but
unlike Kant he proposes that the moral act should also appeal or be desirable
to the agent. Durkhaim, explains morality as:

1. Foran act to be moral, it m-ust not be satisfying enly individual interests, or
have as its objective the perfection of the individuai from an egoistic point
of view,

2, If the individual does not constitute a moral end in himself, this is also true
for the cther individuals,

3. If a morality exists, then it can only have as object the group formed by the
associated individuals. {p. 37)

Each collectivity at any given time has its own morality, postulates Durkheim.

Unlike Kant and Kehlberg, Durkheim praposes that morality is derived from

socisty and nc* from the individual,

Lukes (1973} defines an autonomous individual at the social {evel as a parson
who subjects the pressures and norms confronting him to conscious and
critical evaluation, The autonomous person than forms intentions and reachas
practical decisions as the result of independent and rationa! reflaction. In
sociology as In philosophy and psychology, the requirements for autonomy
include critical evaluation and rationality. Autonomy in the indiviaualistic
moedels {Kant and Kohlberg) is attributad to reason, whiist on the social modal
to internalised cultural norms inflected by experience (Suber, 1992),
Sociology, wams against coenfarmity but also against deep atiachment to

autenomy. Such a concem, argues Knights {2000), leads to preoccupation
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with order, harmony, and stability or a concemn to eradicate the contingancles

of both sactal theory and everyday life.

What fallowars of the atomic theory of the self, such as Kant and Kohlherg,
call autenorny, advacates of the social or relational model of the self call self
determination {Subar, 1992}. “Autonomy, in its broadest sense, is about self
determination” {Radin & Werhane, 1996, p. 256). Weber, explains
Toddington, (1993, p. 41} describes the mora! goal of human beings as the
overcoming of the unfres elemants of thair existence as natural beings thus
becoming fully human. This can be achieved by tha autonomy of self-
government and by the coherent values and meanings of a consciously

formed personality,

2.4.1 Soclal Development

Autonomy Is pessible in socisty if individuals subject soclety's values and
influsnces to a conscious examination, Society and its forces enable the
continucus imprevemnent of individuals. As such the moral sslves are neither
ramoved from their context nor determined by the context In which they are
immersed (Johnson, 1993). Johnsan, instead argues “for a self-in-prograss,
that is, a self naither alienated from, nor complately submersed in, its acts, but
has instead an identity that is both revealad in and transformed by its
experience as it develops ovar time"(p. 33). May (1998) also parcelves the
self as a process rather than an essence. Seen as a process, & self is
avolving and developing and is a product of social influence but it can also

modify some of these influences. May combines the two conflicting views of
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sociology and argues for a self who Is tha influencer as well as the influenced,
“such that part of what influences us also allows us to change that which
influences us” (p. 17). In this sense, the self is not the uninfluenced influsncer
{Dworkin, 1968) but is instead a conscious influsnced self that also has the
capacity to influence. This comprehansion, the akility of persans to allow their
selves to be influenced consciously, overcomes Suber's (1982) suggestion
that it is Impossible fo distinguish batween the nurturance that constitutes the
self from coerclion and manipulation. It also makes possible the distinction
betwean ane's true desires and one's desires that have been cultivated,
despite the fact that one's selfhood is continually being developed and shaped
by one's social influences. Soclal thaory does prascribe that there is a
continuum of development and eventually there is something called a *self
that can make self determining decisions but there is nothing but gradations of

grey between zaro and full self determinism (Suber, 1592).

Deway (1962) sees individuallly as a potentiality, a capacity of development,
even if initially it is spontaneous and amorphous. He describes it as “a uniqua
manner of acting in and with a world of objects and parsons” {p. 168).
Individuality can be formed according to Dewey cnly through the interaction
with the actual conditions of the world and it can not ba complete in itself.
individuality is possible because persons have the capacity to act veluntarily.
Dawey {1980, p. 172) describes all veluntary action, as a remaking of the self.
Voluntary actions far Dewey enabla individuals to pursue their interests as wall

as search for their identity {Quinn, Raed, Browne, & Hiers, 1997).
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Quinn et al. {1997) propose a view that perceives rationality as intersubjective,
not instrumental. Intersubjective rationality is not tha possession of an
isolated atomic individual. It is a rationality that enables the moral self to
examine the actions, aftitudes and commitments that enable and expand the
possibility for meaningful and hanmaonicus experienca and human interaction
in community (Jehnson, 1993). Personality is developed through voluntary
action, and is determined by scciallty and individuality, the corresponding
qualities of socialisation and individualisation {Maclvar, 1970). Individuality,
for Maclver, is the quality and power of seli-determination and self-expression,
which helps in the development of personality along with tha saclal

environment.

Naither the undersocialised perspective of individuals acting in isolation, nor
the oversccialised perspective of individuals abiding te norms and culture,
adequately explains bshaviour (Granovetter, 1892). Human behaviour is

about the individual in the situation.

Soclal learning theory is based on the assumption of daterminism rather than
agency (Waterman, 1992). It holds that a person's moral formation involves
the acquisition of rules or norms of behaviour from that person's extamal
environmsnt (Crittenden, 1990). Elhical cholces in human behaviour involve
value judgements. These judgements are not based on frea will or
voluntarism but they are determined. Causation, Gordon (1988B) explains, is
parvasive throughout the universe even if scientifically it cannot be proven at
all times at a given lime, with the exception of quanturn physics. As a result

only determinism exists.
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Shriver {cited in Walton, 1997) views humans as largely responsible for their
acts evan if they are not fully responsible for thelr character, since training,
parenta! care, sconomic circumstances etc. affectit. Even if daterminism
explains behaviour, it does not dany the imposition of responsibility to the
individual, because hoth the free will or valuntarist and determinist views hold
individuals respansibla for their actions (Gordon, 1988). The reason every
human collactive holds its members responsible for their actions is the survival
of the collectivity. Respoensibility, for Gordaen, is ethically judging actions and
providing penalties if necessary and it is Important because the feeling of
respansibility provides a psychological feeling that becomes a causal factor of
fulure behaviour. *The individual's feeling of rasponsibility or accountability is
an indispansablg link in the causal chain. Bue to the fact that individuals
cannot ba aware of the causes and connections of their decisions and

behaviours, they act "as if he or sha had frae will* {p. 37).

Generally, in sociclogy autonomy is perceived as essential for human
functioning in groups. The view that perceives society as the source of valuas
and the view that perceives sociely as the outcome of individual functioning
accept the indispensable value of moral autonomy and the necessity of its

practice.

25 A CONCLUSION

Johnson and Smith {1999} use Raphas!'s (1581) moral philosophy to argues

that the main value of meral philosophy to the businessperson is its ability to
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facilitate critical reflexion and not In the provision of clear guidelines that
provide optimal solutions. Moral autonomy as described in this chapter
requires reasoning and eritical reflection. In all disciplines and beyond ihe
disagreements as to the source and development of merality, moral autonomy
encourages such reflection. As a consequence persons have capacities
because of the autcnomy they are able lo develop and practice, which

differentiate them from all other beings.

The percaptions of meral autonomy described in this chapter loosely follow its
chronological development. The understanding of moral autonomy as
something valuable if not essential for kuman functioning is necessary for the
development of the conceptual model of this research. Moral auicnomy is
accepted in the disciplines of philosophy, psychology and sociology as

something that is necessary, possible and preferable.
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CHAPTER THREE
A REVIEW OF AUTONOMY IN BUSINESS RELATED
LITERATURE: ORGANISATIONAL EMPHASIS

3.1 ORGANISATION STUDIES

The concept of moral autonomy In philosophy, psychology and soclclogy
presented In the previous chapter was based on theoretical and nomative as
well as empirical theorigs, Autonomy in the nurmative and empirical
crganisational literature, refers generally to the degree of freadom,
indepandence and discretion individuals have In crganising and executing their
work tasks {Stone, 1998). This conception of autonomy is based on the
characteristics of the job and the freedom and discretion the job provides to the
employes to plan, scheduls and decide work procedures. This autonomy is
one of the characteristics of the job characteristics model developad by
Hackman and Oldman {1980). The same concept at a group level Is an
autonomous work team, a teamn that has freedom to decide how it is going to

achieve objeclives the crganisation has provided.

Mare recently, autonomous business units have been used to enable
organisations to deal with change and complexity {McKenna, 1998). These
business units require autonomy of a new variaty in the organisational context.
They require autonomy as positive freedom. The transition from autonomy as
delegation to autonomy as devolution is described by Limearick and Cunnington
(1993). They describe autonomy as a relationship between the organisation
and a member of the organisation, and a set of characteristics that are required

for that relationship. Delegation is the right an individual may be given to maka
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decisions on behalf of the organisation, and it can ba compared 10 negative
freadom outlined earller {Fromm, 1955). Delegatory autonomy provides
fresdom to members of the organisation to decide how they are going to
accomplish their prescribed tasks and functicns, not the tasks and functions
thamsealves. The individual becames free from the contralling organisation only
in tarms of process, not in content, and is allowed to find ways to accomplish
what the individual is required to accomplish. Devoluticnary autonomy gives
individuals in the organisation the right to make decisions on their own behaif.
Davolutionary autenomy providas positive freedom, freedom to declde on tha

means as well as the ands.

Autonomy as task indspendence and discrelion has become something many
organisations now consider, enable and promote. More important than work or
task autonomy fs the moral autonomy that people in organisations may or may
not have, bacause as Jos {1986, p. 6} explains, it involvas “the ability to make
conscious choices, without being impelled by instinct or dominated by social
circumstance”. Moral autonomy in business organisations is more problematic
or unique than personal autonomy, not because morality differs but rather

because of tha status and influance of the organisation.

3.2 MORALITY IN ORGANISATIONS

Ethical decisions in organisations are more convoluted than individual ethical
decisions, as these decisions are also affected by organisational factors and
often become organisational decisions. Qrganisational decisions and actions

ara public decislons. Public and privata life has been distinguished in the
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philosophical and business literature. Mchahon (1994) describes public as the
sphere of the social mechanisms that make it possible for paople with
conflicting aims to live together, whilst private is the sphere where paople with
coincidantal aims associate. Machiavelli's central thesis was that successful
leaders must have a special ethical cods for thair pubiic life, one that differs
form their private moral code (Badaracco, 1997). Isaiah Berlin (cited in
Badaracco, 1997, p. 108) also concurs and states that “public life has its own
morality” and Russell {1264) identifies two sourcas of ethical beliefs, the
palitical and the personal. Public morality and private morality are derived from
the same sourca, but contain different slements that ara derived indeapendently
from that source (Nagel, 1979). Nagel also agrees that the morality of public
life cannot be identical o the morality of private life, becauss the former

requires different elemants.

Public morality is primarily concemed with the ends, the consequences of
decisfons and actions. Maritain (cited in Aohr, 1989, p. 67) argues that public
morality must not ba ‘hypermoral’, which he sens as dangerous as amoral.
Mypearmoral, Maritain explaing, is a moral stance that applies sthical noms for
interpersonal relations in public situatfons, as he alludes to deontalogical ethics,
The applicalion of standards of friendship and justics in public life are not only
irresponsible, but morally wreng, because the eftects of acts based on those
standards are greater, and have the potential to affact numerous people
(Hampshire, 1978). Thus, claims Hampshire, public palicias must be judged by
their consequances, by their ends, and not by thelr intrinsic value, or means.
Fussell {1964) also stressed that political decisions cannot be judged by

personal values, because the ends in political decisions are mare important
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than perseonal decisions. In public decisions it has baen said, “at times the best
is enemy of the good” {Rohr, 19889, p. 67}, Hohr prescribes the good and not
the right for public decisions, because of the possibility of the bast resulting in
bad. Russell {1964} prescribes both public and personal morality as necessary
for a good world; the first for the survival of the community and the second for

the value of survival.

Virtu and not virtue is what Machiavelli uses for the meral code of public fife
{Badaracco, 1957). Viru is a combination of *vigour, confidence, imagination,
shrewdness, boldness, practical skill, personal force, determnination, and self-
discipline” (p. 108), and is necessary, becausa not evaryane is virtuous.
Machiavelli thus argues that public life has different values, and public
relationships are different ta private relationships. Machiavelli's thesis is based
on ¢onsequentialist {teleological} morality (Hampshire, 1978). The labsl
Machiavellian has become a “negative epithet, indicating at least an amoral {if
riot Imrooral) way of manipulating othars to accomplish one's objectives™ (Hunt

& Chenko, 1984, p. 30).

More recently and ¢loser to the conternporary organisational context and reality,
Carr (1968/1988) argues that men in business ars trying to do unto sihars as
they hope others will not do unto them, aguin suggesting differences in values
between the public and private. Ladd {1970/1988) reached the same
conclusion as Machiavelli, He emphatically states that social decisions, actions
performed by an official as actor but owned by the organisation as author *ara
not and cannot be govemed by the principles of morality, or, if one wishes, they

are govemad by a different set of moral principles from those goveming the



conduct of individuals as individuals® (p. 115). Ladd thus deduced the
impropriety of expecting arganisational conduct to canform to the ordinary

principles of morality.

Cairr (1966/1989) also suggests that business has its own set of rules, and
these rules are an integral part of the game, and unless these rules are
followad, an sxecutive is unlikely to accumulate power and money. Carr
actually states that *in the last third of the twentisth century even children are
aware that if a man has becoma prosperous in business, he has sometimes
departed from the strict truth in order to overcome the obstacles” (p. 108-109).
Fraedrich, Thome and Farrell (1994) comment that based on empirical
research conductad, these rules are “often very difierent” from non-busihess
siluations. Ladd and Carr, outline the existence of an amoral business context
that does not and should not include the moral values of personal life, The
amorality of business has developed by the distinction between ends and
means, and also scientific rationalism. Simon {1976} has argued that, in
administrative science, unless facts are kept uncontaminated by values, the risk
of not being sclentific exists. He states:

The proposition ‘Altemative A is good’ may be translated Into two

propositions, ona of them ethical, the other factual: ‘Altemaliva A will

Jead to maximum prefit’, ‘To maximize prefit is good', The first of these

two sentences has no ethical content, and is a sentence of the practical

science of business. The second sentence is an ethical impsrative, and

has no place in any sclence. Simon (1976, pp. 248-250).
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These referances support and even encourage the distinction between public
and private morality. They seam to be ignoring Aristotle’s dictum that
advancing in sciencas but falling behind in marality is going backwards not
forward. They alsa reflect the exclusion of ethics from neoctassical economics
that resulted from the Enlightanment and continued in the twentieth century,
reflecting the influence of Weber's value-free soclal science doctrine
{Rothschild, 1993). This separation of ethics from sconomics is the modsl upon
which business and management theory and practice are based {Cummings,
2002). This has led to what Freeman {1994} calls the separation thesis, the

fdea that ethics and business are independent realms.

Machiavalli's dichotomisation of public and private morality is conditionally

acceptad by Tawney {1926) who characteristically claims that:

To argue, in the manner of Machiavelli, that there {s ona rule for
business and another for private lifs, is to apen the door to an orgy for
business of unscrupulousness before which the mind recoils. To argue
that thare is no difference &t all is to lay down a principle which few men
who have faced the difficulty in practice will be prepared to endorse as of
invariable application, and incidentally to expose the idea of morality

itself to discredit by subjecting it to an almost intolerable strain. (p. 187)

Tawney (1926} attributes the division batween public and private maorality to the
division of ethics and economics that resulted from the Reformation. Prior te
that division, economics was a branch of athics and ethics a branch of theaology,

retaining human activity in a unified schems, characterised by the spiritual
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destiny of man, Tawney explains. Tha next two centuries that lad to the
Restoration also lad to religion being cenverted from the keystone holding the
social edifice to a depariment within it, “and the idea of a rule of sight is
replaced by economic expediency as tha arbiter of policy and the criterion of
conduat” {p, 273). The unified concept of life that uxisted prior to the
Reformation Is replaced by a dualism which views the secular and the religious
aepects of life, not as stages within an anlity, but as “parallel and independent
provinces, govamed by diffarent laws, judged by different standards and
amenable to different authorities” {p. 273). This dichotornisaticn cf lifa is what
led to capitalism, according to Tawney. Provided the secuiar and the religious,
the individual soul and the Intercourse of a parson with cther persons in
business and sucistal affairs keep ta their own terrtory, thera will be peace,
according to Tawney, bacause “thay cannot collide, for they can never meet” {p.
274). "From a spiritual baing, who in order 10 survive, must devote a
reasonable attention to economic interests, man seems sometimes to have
become an ecenomic animal, who will be prudent, nevertheless, if he takes due
precautions to assura his spiritual well-being" {p. 273). This separation ot the
ethical and the econamic has ted to the separation of private morality and

business activity,

In the business arena, it has been expressed repeatedly that personal values
are not applied in organisational decisions. Wong and Beckman (1992) note
that tha difficulty of application of personal moral principles to business
dacisions renders parsonal values uncensidered In business decision making.
Generally they argue "paople in business ars not ethically insensitive on a

personal level but many of them expsrience difficulty in reconciling thair
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parsonal values and business demands” (p.173). Schrager and Shorl (1978,
cited in Clinard & Yeager, 1980, p. 64) belisve that individual parsonality is
unimportant in organisational criminal behavicur, as it resuits from role fulfilling
rather than individual pathology. This is supporiad by Dan Drew (cited in
Steinar & Steiner, 1991, p. 203), a nineteenth century religicus benefactor, who
describes businass as void of sentiment and of the morality that applics in
personal life;
Sentiment is all right up in the part of the city where your home is. But
downtown, no. Down there the dog that snaps the quickest gets the bone,
Friendship is vary nics for a Sunday afternoon when you're sitling around
the dinner table with your relations, talking about ihe sermon of that
merning. But nine o'clock Monday moming; notions should be hmshéd
aside like cobwabs from a machine. | never tock any stock in a man who
mixed up business with anything else. He can go into other things outside
of business hours, but when he's In the office, he ought not to have a

relation in the world - and least of all a poor relation,

The differences bstween private and public lifa are not only examined in terms
of the different moral standards that developed and are considered appropriate
or applicable in each, or the appropriate emphasis on ends and means; but also
in terms of different decision making processes. Organisational and private
decisions are different because the perscnal dacisions cannot ordinarily be
delsgated, whereas the organisation dacisfons are often, if not always
delegated (Bamard, 1938, p. 188). Delegation of 'acision making reignites the
agency issues that will be ad” ossed later, !f a decislon is delegated than it is

assumad that the 'delegatee’ will be responsible for that decisicn, and
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responsibility will include moral respansibility. In organisations howavar,
delegation does not include only delegaticn of a decision-making activity.
Delegation also includes objectives, goals, options, and means the dacision-
maker has available to him. Bamard (1938) identifisd ancther difference
between parsonal and organisational decisions. Personal declsions involve a
number of subsidiary decisions that the same decision-maker must make. The
organisational dacisions may involve a decision-maker making an important
decision, and many other decision-makers making the subsidiary decisicns, all
acting organisationally not personally, This assists in tha dilution of
responsibility and the lack of ownership of decisions, Research by Brisf,
Dukerich and Doran (1990, cited in Giover, Bumpus, Logan, & Ciesla, 1297)
and Schwartz {1968) indicate that personal values of individuals, influence the
choices to ethical dilammas only when the individuals would be held
accountable for their choices. Another distinction of crganisational decisions is
that their reasoning needs to be made explicit and cannot be justified by
intuition, as many private moral actions can {Hampshire, 1578). The explicit
reasoning is necessary due to the conseguentialist requirement and as a
defence of the policies that one follows and an explanation of why the person is
following them, claims Hampshire. In private morality individuals are not
obliged to calculate consequences or to exprass their reasening. {t can, or
deontologists would say, should be based on the means and not the ends.
Private moralily is “not principally a judgement of calculable consequences, but
of mora complex and disparate values; and also of some values which do not
involve calculation of consequences, in matters of lave and friendship and
faimess and integrity” (Hampshire, 1978, p. 50). Today however, thare would

ba very few wiiters who would express the opinion that faimess and integrity
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are not values that apply in public morality. The complex moral problems of
Institutionalised life, which are impersonal and persenal, “call for more
intelligence in dlagnosis and more resource in moral judgement and moral
courage than do those of a purely personal merality” (Emmet, 1986, p. 214},
The impersonal side of institutional meral problams requires this, but it also

allows responsibility to be evaded.

Solomon {1998} pravides the antithesis to the separation thesis identified by
Frasman {1994) and claims that “the undeniably humane aspects of corparate
life are ignored or denied while the more brutal features are highlighted or aven
celebrated” {p. 531). Sclomon argues that there is caring and compassion in
most arganisations. Managers care for their employees, and intelligence
without compasston is net good management. The ethics of business should
ke the ethics of the good life and living wel! in society, thus enabling managers
to gel respact and to care and show compassion. This will require different
images of business. Managers need to overceme the “brutally competitive and

chauvinist images” (p. 531} in which they canceive their activities,

Based on the preceding literature, morality Is generally perceived in two general
ways, As the morality of persons in thelr life, as perceived by Kant (1953} and
Kohlberg {1981} or as a collection of moralities that persons may use
depending on the roles they fulfil {Ladd, 1970/1988; Russell, 1964, Tawnsy,
1926). This collection of moralities resulls in what constitutes a person. The
distinction between public and private morality rejects the notion that persons
have a moral law that they apply in their life, and instead prescribas different

moralities depending on the context or sphare in which morality Is exercised.

70



This compartmentalisation of Iife is criticised by Maclntyre (1999) who attributes
rasponsibility for it to both individuals and socisties and leads to the dissolution

of persons,

The distinction between private and public morality rests on the assumption that
meral agency !s attributable to parsons and not collectives such as
organisations. Recently, however, the demands that call for the examination of
the possibility or reality of a collective moral personhood, are increasing
{French, 1979, 1995, 1998; Garrett, 1989; Sandslands & Stablein, 1987;
Weaver, 1998). The organisational moral personhood and agency
developments have great Implications for business ethics and the autonomy of
the Individual in the organisation. Although unity of views has not been
achieved, there is increasing acceptance that the organisation does have
something called moral persanhood {Metzger & Dalton, 1996; Nesteruk &
Risser, 1993). The issue of the organisation’s moral personhood affects the
private-public morality distinction because if the organfsation is a moral agent,
then that has great implications for the individual in it, the individual's moral

autonamy and the moral responsibilily for erganisational actions.

3.2.1 Moral Agency

Agency theory is present in several business related disciplines. In the
business context, it generally addresses the duties of an agent to another party.
In this sense, one parscn (the agent) acts for another {the principal) {De
George, 1992). This kind of agency in agency theory is ethically nsutral,
cemments De George, concemed primarily with ensuring the least costly
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compliance of the agent to the principal. This however, renders agency in

econemics and related disciplines, which racognise material self-interest as a

unitary value, not neutral as they proscribe moral autonomy. In the agent -

principal relations, De George, describes three applicable principles {(pp. 65-

87%

« Agents are not athically allowad to do what the principals are not ethically
allowed to do.

+ Agents cannot exonerate themselvas for unethical actions because they are
acting as agants for principals. Agents are responsible for the actions they
parform, whether they are under command or on behalf of another.

« The pringipals are morally rasponsible for the actions of their agents.
Agency involves the delegation of authority but not the complete delegation

of {or abdication from}) responsibility.

The agency relationship in this sense doas not define tha moral relationship but
takes place In the morai milieu {Bowie & Fraeman, 1992, p. 8}. Morality Is thus
not excluded from the agent-principal relaticnship and the behaviour of
principals and agents, thus limiting the nurturing and prescription of moral
anomy. The relationship of principles - agents is a relationship that is

daveloped and defined in the moral realm.

Moral agency contains the prerequisite for autonomy and maoral action. Moral
philesophy has a long tradition recognising that to be a moral agent is to be
autonomous or self directed (Rachels, 1997). Ths central concept of moral
agancy Is responsibility, which is related to moral cognition, motivation, and

autonorny, as well as virtue, imoral weakness, self-esteem, shame, and guiit
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{(Wren, 1997). To act as moral agents, persens must think of themselves as
moral agents (Maclntyre, 1999). This, according to Maclintyre, includes
claiming an identity, understanding oneself as a practically rational and
accountable individual, as well as the performer of particular roles. Macintyre
also prescribes the two fundamental virtues of integrity and constancy. To have
integrity is to set inflexikle limits to one's adaptability to 1he roles one is called
on to play in different social contexts. Constancy is the pursuit of integrity
through extended periods of timse. Moral autonomy is synchronous with

integrity and constancy.

Dadson {1997) views autonorny as the fundamental attribule of meoral agancy,
the seif-legislation er the capacily of the will to give laws 1o itself. The self-
legislatad laws bind the moral agent and enabla the retention of autonomy in
societies and social groups. The argument, expressed in Chapter 2, of the
retention of moral autonomy in society can be applied to organisations as
communities. Beck-Dudley {(1996) accepts the arganisation as a community.
Solomon (1992b) and Brewer (1987) agree and further callit a practice. Ina
community or a practice it is possible far people to retain their autonomy, if the
laws that govern the community or the practice are the laws that each rational
moral agent legislated for himsalf. That is, the laws that govern organisational
life must be the same as the laws that each member of the organisation has
legislated for himself for his life. in such a catastasis, each moral agent will be
bound by faws that he legislated based on practical reason. These moral laws
will be applicable to every persen in the organisation, without distinction as to
rank and hierarchical lavel, because they would be based on each member's

will. This will enable moral autonomy and the eradication of the private-public
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distinction of morality. Heleronomy would exist when an individual member of
the organisation is subject te the will of other members of the crganisation who
have superior power. In organisations moral autenomy becomes possible if

Individuals have input in the organisational functioning, they thus obey the law

they have legislated themselves,

An agent in ethical theory is any entity that acts, is subject to ethical rules, is a
rational being, and is not 2n agent for anyone or anything else (De George,
1992). These characteristics make a moral agent's actions subject to moral
evaluation. The point that moral agants ara not acting for anyone else makes
them an end in themselves, worthy of respect and never to be used as a means
by cthers, Do George commaents, following a Kantian understanding of persons.
This point is also important for conscience and the attribution of moral praise,

moral blame, moral responsibllity, and moral accountability.

Rachels (1997) providas an argument for the Incompatibility, of belief in God
and moral autonomy, and his argument is ebjactionable in relation to God.
Howaevar, If his criticlsms for surrendering moral agency 1o God are transferred
to surrendaring moral agency to the organisation, one appreciates the impact of
the de-moralisation of persons in organisations. Rachels claims that to follow
someaone’s directions no matter what thay are and no matter what one's
conscience directs one to do, is to opt out of moral thinking and abandunmant
of one's role as a moral agent, Sc the "they made me do it" explanation in
organisations does not absolve people in organisational decisions and actions.

Moral agency should not be abandoned to the organisational altar, and to
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achieve moral agency in organisations, both people and organisations must

develop a community that anables avtonomy.

The moral agency of organisations also needs to be addressed because if
organisations are morai agents they also have raspeonshilities that affect their
own and their agenis’ moral autonomy. Carson (1994) identifies the difficuity of
moral agency in organisations and uses Steinback's The Grapes of Wrath, to
address organisational moral agency and tha difficulty of assigning
organisational actions to individuals as wall as the assignment of all individua!
actions to the organisation. The three main views of the ontology of
organisations are the organisation as a moral person, the organisation as
property and the organisation as partial moral person. The crganlsation as a
community or a moral world does not parceive organisations as persens, but

accepts the influence they have on people and groups.

3.2.2 Organisations as Moral Persons

The prominence and interest in business ethics lad to an increased interast in
the ontology of organisations in general and business organisations in
particular. For this research it is important to cfarify who is the moral agent in
the organisation-person dyad, because moral agency impiies respensibility and
autonomy as has been discussad in the previous section. Moral personhood
contains moral agency, and moral agency contains moral autonomy and

responsibility.
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The organisation as a moral person view is supported by Clinard and Yeager
(1980}, French {1979, 1995, 1596}, Weaver {1998}, Garret {1989), and
Sandelands and Stablein (1987) among others. This view attributes maoral

personhood 1o organisations.

Franch {1979/1088, 1996) argues that organisations possass moral agency
because they possess an intarnal declsion making structure with policies, rules
and proceduras. The corporate intemal decision (CID) structure according to
French (1996}, provides iwo sets of rules: organisational rulas, which
distinguish the players, thelr rank and the lines of responsibility, thus providing
tha grammar of dacision making; and policy and procedure rules that provide
tha logic of organisational decision making. French (1996} views organisations
as complete members of the moral community because of their capability to
perform intentional actions, in and of themselves. Intentionai actions for Frehch
{1986) are not based on a desire/belief complex as he initfally proposed
{French, 1978}, but rather are planned, or undertaken intentionally to
accomplish goal(s). Intentional actions are thus schemed, designed and aven
premaditated. French (1995, p. 12) uses Austin's understanding of intention
where 'l intend o' is & future tense' of the verb to X', like 'l promise to X’ and
possessing the force of 'l shall X'. Garrett (1989) alsc relies on the
intantionality of organisations to attribute moral agency to them. He holds that
“corporations are moral agents becausa the reciprocal adjustment of individual
Intentions and plans that takes place in such organizations yields corporate
intentionality that is mare like human intentionality than it is like the efficiant
causality that might be atiributed to blindly operating social wholas such as

markets" (p. 536). Finally, Weaver {1998) atiributes moral agency to
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organisalions because they are intenticnal system that are language users and
are adaptabls to multiple personalities and McKenna (1986, 1999) contends
that the structural features of the organisation subordinate the intentions of

bioleglcal persens and synthesise those intentions into a corporate dacision.

Sandstands and Stablein {1987} extend the debate and raise the possibility that
organisations are mantal enlities capable of thought, They conclude that even
though they do not categorically prove the existence of the arganisation mind
they do find substantial ground to warrant further research into the issue. “One
cannot gxpect a mind based on behaviours in organizations to be
isomorphically identical to a mind based en the physiology of the hurnan brain®
{Sandelands & Stablein, 1987, p. 149). Such an expectation they call a
homocentric fallacy. Tha premise adopted by many organisational theorists
that organisalions do not make decisions only peopls do, they claim, limits
these theerists to only examining decisions in organisations without ever
considering the possibility of decision making by organisations. [n contrast, the
organisation mind concept suggasts that to undersiand decision making in
organisations, it ic not encugh fo describe what is in the minds of the membars
of the organisation, as individuals may know more and lsess than organisations

{see for example Weick & Roberts, 1993).

3.2.3 Organlsations as Property

The antithesls of the view 1hat organisations are morat persens, is the structural
restraint view. This view perceives organisations as aptificial persons and as

such possessing conly artificial responsibilitiss, “but 'business' as a whole cannot
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be said to have responsibilities, even in this vague sense” Friedman
(1970/1984, p. 126). Ladd (1970/1988) also supports this view, while Ewin
{1991) sees the mora! parsonality of corporations as severely limited and
exhausted by their lsgal personality. The personality of organisations for Ewin
is restricted to requirements, rights and duties, and not ona that is capable of

virlue and vice,

Ladd {1970/1988) claims that the principle of the exclusion of the irralevant is
part of the language game. The language game of social decisions permitted
actions to be attributed fo organlsations rather than the individual, but it did not
conitain concepts fike “moral obligation’, ‘moral respensibillty’, or ‘maral
intagrity™ according to Ladd (1970, p. 119). These terms are howaver found in
the contemporary lexicon of organisations {De George, 1986; Garrett, 1988;
Sharp-Paing, 1994; Solomon, 1992b). Nesteruk and Risser, {1993) provide the
concepiion of slavery which in the past defined the slaveholder as persen and
the slave as property, as a case in paint. The fact that today the personhood of
organisations appears problematic in many regards is not proof that they do not
possess it. Ladd {1970/1988} differentiates between corporate acts and
personal acts based on the goal they are directed towards. Ladd, ¢laims
Heckman (1992}, deternines good and bad aclions by the achievement of
arganisational goals. He thus considers any act that does not lead to goal
aftainment an individual act and any act that leads to organisational goal
attainment a good act. This consideration eradicates the possibility of a bad
organisational act. Ladd concedas however that the moral schizophrenia of
organisational ‘raticnality’ and individual morality must be resolved by somehow

surrandering neither. Ladd, appears to prescribe to the amorat view of
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organisations by stating that *hence individual officers who make the decisions
for and in the nama of organization, as its representatives, must decide solely
by reference to the objectives of the organization™ {1970/1988, p. 116). A
business organisation Is unable to consider moral issues in its decision making,
he clalms, thus making the organisaticn more akin to a machine rather than a
maral agent. Ladd's view appears congruent with tha amoral caloufator mode!
of decision making described by Vaughan (1928, p. 26). She describes that
madel as “When an organisation expsriances structural strain to achieva its
goals, individuals acting in thalr organization roles weigh the costs and benefits

of their actions, choosing to violate laws and rules to attain organization goals”.

3.2.4 Organisations as Partial Moral Persons

Tha third view aftributes secondary moral agency to crganisations, and holds
both organisations and persons responsible. Nagel (1979) for example argues
that the guilt for organisational wrongdeings may be attributed to individuals just
as private wrongs. The respensibility of the public wrong however, s partly
absorbad by the meral defects of the arganisation through which the act is
undertaken. The respensibility that can ba attributed to the organisation, he
claims, Is in inverss relationship to the power and independence of the actor.
Another view is that organisations possess restricted parsonhood (Nesteruk &
Risser, 1993). They possess personhood because the organisation is a moral
agent due mainly te its inlemal decision making structure, but it can also he
understood as property in the service of human interests, These interests are

not necessatily the individuals’ within the organisation who make the decisions,
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bacause as agency theory claims organisations are managed to satisfy the

needs of the principals, the sharehcldersfowners.

Warhane (1585} views comorations as collective secondary moral agents
because although they cannot act, they create anonymous policies and
practices that are not traceable to individuals, but upon which corparata
activities are based. Velasquez (1992} also sees organisations as having moral
dutles and moral responsibilities in a secondary sense. Similarly, Wilmot
{2001) sees arganisations as having morai agency and as such maral
rasponsibllity but a responsibility that s Imited because it depen«ds on a more
limited autonomy. These views parceive individuals who underlie the corporate
organisation as the primary baarers of moral duties and rasponsibilities.
“Human individuals are responsible for what the corporation does because
comorate actions flow wholly out of their choires and behaviours™ (Velasquez,
1992, p. 19). Derry (1987) criticises Velasguez (1983) bacausa he claims he is
not reducing the organisation to its members, and he recognises the system of
relationships and rules, which define the crganisation beyond a callsction of
individuals. Derny's critfcism rests on Velasquez's (1983, p. 18) denying “a
reductive view of corporate acts” but supporting a * raductive view of moral
respensibility”. De George (1990) also restricts the moraf duties and maral
responsibilities of corporations to the avoidance of immoral ends for which they
are formed and Immoral means by which the ends are pursued. Corparations
according to De George can thus not be expected to act from moral motives but
avoid doing whaet is morally prohibitad, thus rendering organisations amenable
to moral evaluation but in the abserce of moral personhood par se. De George

{1986) in his analysis of General Motors however, grants moral agency to the
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corporation as it is capable of aciing and thus llable to moral evaluation but he

does not confer moral personhood to it

Frederick and Weber {1987) atiribute moral responsibllity for organisational acts
to organisations and individuals. Parsonal values, according to them, are
involvad but may not be central to dacisfons and acts, because they constitute
only a portion of the total value structure of any organisation. The organisation
is thus marally responsible due to its values and traditions, and not the
individuals who make and carry out decisions. Indlviduals' responsibility is
howaver not extirguished becausea they agrea to abide with the organisation's
rules and procedures. "For the valuas that undedie these rules and procedures
are generally thought to be instrumental in directing that person's work, In that
sense, an individual membar agrees {perhaps only tacitly) to participate in the
morality or irnmorality whichever it may be, implicit in the organization's value
system” (p. 148). Further, a person cannoct be absolved from responsibility
because a person making a moral decision Is a moral agent, even though the

parson may or may not recagnise that moral issues are at stake (Jones, 1991).

Metzger and Dalton (1996) after reviewing the dehate of organisational moral
agehcy, conclude that those who deny organisations moral agency on tha
grounds that they insufficiently resemble hurman beings, need to subject their
assumptions about human beings to more rigorous scrutiny. Seabright and
Kurke (1997} have challanged these assumptions through the examination of
the current psychological, sociclogical and economic views of the self. The
traditional model of a stable, monalithic self has been replaced, they claim, and

an image of a dynamig, differentiated self emerges in the disciplines examined.

81



The arguments that ara thus basad on ontologlcal assumptions such as that the
organisations ars more camplex, variakle and loosely coupled than individuals,
ara not supported by Seabright and Kurke {19387). The argument that
corporations ara not morally respensible for their actions “because they are
somehow less real or whole than the individuals that compose them” (p. 103}, is
therefore questionable. McMahon (1995} however asserts that regardiess of
the ontological status of organisations, they should not be accorded citizenship
in the moral realm in their own right bacause only individuals can have rights

and dutigs.

The organisational moral personhood and agency has been the subject of

intansive and extensive debate, Most of the views and writings originate in

philosophy, atdressing a mataethical guestion. These attempts try o establish

the organisational maral personhoad, which in tum enlightens the

organisational moral responsibility debate. The two extremea views that have

developed ars:

v organisations are moral parsons and as such morally responsible for their
behaviour and actions, and

« organisations ara structures and not persons and thus camiiot be morally
rasponsible for actions and behaviours that individuals undettake on their
behalf. This view perceives moral responsibility to be attributable solely to
the individuals in organisations.

The third view attributes sacondary moral agency to organisations and holds

both organisations and persons responsible for their decisions and actions.

82



The organisational meral personhood Is an important question for this thesis
because it enlightens and defines the moeral autonomy issue addressed. If we
accapt the moral personhood of organisations, then we must hold organisations
solely accountable and responsible for their actions. This will gliminata any
responsibility for athical misconduct from the individuals that act in and for the
arganisations, If, howsver, we accept organisations as structures only, then we
do not address the issue of the organisation as a being, and see it only as a
structure in which beings dacide and act. In this case moral responsibility is

atiributed solely to the persons in the organisations.

Racent wyiting and thaorising is more llkely to attribute sorme moral
responsibility to the organisation than was the case in the eatlier pariods of this
debate. This may be related to the inrreased emphasis by the disciplings
examined in Chapter 2, to the interplay of the individual and tha cantext rather
than the traditional emphasis on the individual or the context (Schneewind,
1891). Nord and Fox {1996} go as far as to claim that the individual has
disappeared from organisational studies and identify the growih of emphasis on
mutually determining processes, They suggest that the interactionist
approaches increasingly adopted by organisation studies' writers and
rasearchars, define behaviour in tarms of person and sltuation characteristics,
This, they claim, Is a phenomenon visible in the social and biclogical sciences
where the sightings of the individual as an individual are disappearing and
where individuals are sighted, they appear in context only, If there Is one area
whetre the context is assential to parform such sightings, that area is ethics

bacause ethics is about human relationships, not about the solitary individual.
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The main reason for the denial of organisational maral agency is the fear of
diluting persenal moral responsibility (Metzger & Dalton, 1996; Sharp-Paine,
19894, Werhane, 1689). Kerlin (1997, p. 1437} finds the treatment of the
organisation as a moral agant in its own right a ‘serious ethical mistake’,
because moral blame and punishment should be assigned to the people
responsible for the deliberate creation, failure to control, or willingnass to submit
to unethical conduet, “Ethical decisions must, alas, remain within the purview of
pearsonal morality. While the corporation is one forum within which personal
morality may be given expression, freedom from moral guilt must ba sought
bayond the corporate veil® (Dunn, 1991, p. 8). Dunn percelves as a gross error
the presumption that organisations should not held their managers-agents both
legally and morally responsible for actions taken on their behalf. Clinard {1980,
p.288) however, states that as long as the organisation's function, design and
structure remain the same, illegal acts may continue because “after the
‘responsible’ individual is imprisoned another ‘organization man’ will replace
him®,. In this light, organisations are social structures that preclude the people
who inhabit them fram understanding themselvas as moral agents {Macintyra,

1989) with consequences for both the agents and the structures.

Warhane (1889) argues that corporate moral responsibility does nsither limit
nor reassigns persenal moral responsibility but extends it to the corporation,
and its policies and practices. Similarly, Sharp-Paine (1994, p. 109} finds the
dichotomy between individual accountability and ‘system’ accountability falss,
because understanding the importance of the context nead not imply
exculpating the individual who has behaved wrongly, “to understand all is not to

forgive all".
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Individuals in organisations do make individual decisions for iha organisation
but the organisation deterrines what and how, they decide. The organisation's
decision-maker is thus likely to be moraliy heteronomised or anomised in

accordance with the what and how prescribed by tha organisation.

3.2.5 The Organisation as a Moral World

Organisations are described as nsither persons nor machines, nor animals
{DeGeorge, 1990; Metzger & Dalton, 1996). Even if we have not reached the
state of attributing anthropomorpheus characteristies to orpanisatiuns, we can
accept them as contexts that affect what and how we decine and act. Because
of that influence, it is important that organisations are examined not only in
relation to organisationa! moral agency but alsa in relation to their status as
moral werlds, worlds in which individuals make moral choices {Nesteruk,
1891b). This need is also identifisd by Wildavsky (1989) who calls for the
understanding of the institutional matrix in which moral standards are shaped,
in order to be able to alter or maintain them. Further, Frederick (1992, clted in
Cohen, 1998) maintains that in business life, a reliable picture of moral conduct
can be ascertained "not so much in direct observation of the decision maker as

in a firmer grasp of the decision makar's envircnmant” (p. 1211),

Goodpaster (1988) treats organisations as moral worlds and as moral agents.
He examines the organisation as a moral world, a world that he compares to
Aristotle’s city-stale. Like Aristotle, who claimed that one couldn’t discuss the

nature of a morally good person without discussing tha social conditions that
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devalop and sustain such persons, we cannot discuss good parsons in
organisalions if we do not discuss crganisations. Organisations should be
providing the social conditions that develop and sustain morally good people,
for the sake of themselves and their stakeholders, according to Goodpaster. To
achieve this, Goodpaster prascribes that organisations must ensure that nsither
tha formulation nor the implamentation of policy should undermine the ethical
beliefs of their employees, and they must also ensure the communication of
their sthical standards. Both of these responsibilities require the organisation to

respect the dignity and moral autonomy of each employee (Goodpaster, 1989).

Crganisations as moral worlds, claims Nesteruk {1991b), structure the
relationships and choices of individuals who work for them. He proposes a
preliminary framework for decision making in the sphere of morality, identifying
three basic models. An individual, according to Nestaruk (1991b) makes
choices:

1. as a person or a moral agent,

2. as the occupant of a rols, and

3. as the subject of rules.

In organisations, he suggests, decision makers make cholces as occupants of
rales and subjects of rules. The followers of the Structural Restraint View
would argue however that decision makers in organisations make choices as
persons or moral agents. Brief, Dukerich, Brown, and Breit (1996) argue that
personal values do not provide predictions of bebaviour in complex and elusive

organisational practices thus supporting Nestank’s view.
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A social role is defined as “an identity whose characteristics Individuals use to
deflne themsslves and what they should do In a padicular setting” {Heiss, 1880,
cited in Brewer, 1997). As occupants of roles, decision makers in organisations
ara different than as parsons or moral agents, for the individual is obliged to
foster the particular goals of the role, and the Individual's duty is conceived in
terms of fulfilling hisfher role. Persons in crganisations are socialised in their
roles {Kalz & Kahn, 1978). Through this process, people accept the
organisational goal structura (Meier, 1975, cited in Clinard & Yeager, 1980, p.

63) and also the culture (Clinard & Yeager, 1980, p. 66).

Organisational roles contain mutual responsibilities and expectations, which
affact the individual's values and the individual's attempts to distinguish
between right and wrang courses of action {Derry, 1987). The expected role
behaviour is leamed from other's expectations and the rewards that they
receive from their crganisational membership. Supervisors, subordinates and
peers form the internal role set, and custormnars, clignts, suppliers and
competitors form the externai role set. All send messages to the individual

about expected work behavicur {Adams, 1988).

“Corporate role morality takes as given pracisely what classicat moral theory
wishes to evaluate, the worthiness of the duties assigned by one's rola”
{Mesteruk, 19214, p. 724). The assumption of the given worthiness of
organisational roles however, creates the danger of fuffilling rales that do not
necessarily satisfy it. Further, the acceptance of the obligations of the roles,
diminishes the right of the individual in the role to consider personal interasts

ang general interests hat are not related to the organisation ar the specific rola
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{Nagel, 1979). This was precisely the aim of bureaucracies, namely to maka
the individual dispensable thus constructing the organisation not of pecple but
of roles and positions, which the arganisation contrals since it is able fo create
and defina them (Clinard & Yeagsr, 1980, p. 64}. Pecple in crganisations
become functionaries “a new kind of man who in his role of serving the
organization is morally unbeunded. ...His sthic is the ethic of the good soldier:
take the order, do the job” (Howton, 1969, cited In Clinard & Yeager, 1980, p.
64). In a milder form, Nagel {1878) commeris that the acceptance of a role
confers obligations. With any obligation, a risk is present that the person
fulfilling the role will be required to act in ways ihal are incompatible with othar
obligations ¢r principles that the person accepis. Macintyre (1999) says that
when persons are placed in such a situation, they need fo think of their
character independently of their roles. That will result in either finding choicas

that may be painful to varying degreas, or totally avoiding these choices.

Beach {1990) explalns that the crganisational influence is exercised by dividing
tasks among its members, establishing standard practices, transmitting
objectivas, providing communication channels and training and indoctrinating its
members with knowledge, skill and loyalties. These influences “allow them to
make the decisions the organization wanis made in the way the organization
wants thermn made” {p 11). As such the organisation provides both the ends and
the means, limiting the possibility of autonomy. The organisation also affects
the locus of cholce on decision-making {Vaughan, 1998). The organisation as
a soclal context shapes what a person perceives as rational at any given
moment. The specialisation and division of labour that oceurs in organisations

may make people in organisations unable to see the lllegality and immorality of
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cartain actions. Each action is a part of a chain of actions, and avan though
each individual act may be legitimate and moral, all the actions linked together
may constitute an illegal or immoral activity, of which each individual participant

may be ignorant.

Holes sffect the behaviour of individuals who fulfil them but they do not have
only a restrictive outcome but also a liberating effect (Nagel, 1978). They
provide a moral insufation, the abdication of moral responsibllity because the
person wha fulflls his role, is doing his job. The erroneous reasons for the
liberation of the person who fulllls tha role, according to Nagel are:

» the daparsonallsation of the role fthe fact that it is shislded from personal
interests) which [eads to the deparsonalisation of one's official capacily as
well, thus reinforcing the separation between private and public morality;

» the additional power conferred on the individual which must be used for the
benefit of the organisation;

« the division of labour both in execution and in decision which results in
ethical division of labour, thus in ethical specialisation, leading to the
astablishmant of many rales whose terms of reference are primarily

consequentiafist. (p. 76)

Agtions in organisations remain the actions of the individual but the
rgquirernents are diffarent. The requirements of tha assumption of roles in
organisations impese an obligation on the person fulfilling the rols to serve a
special function, to further specific interests of specific groups. “Public affices
limit their cccupants to certain considerations and free them from others, such

as the good to humankind” {Nagel, 1978, p. 80). Nagel claims that morality is
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complicated at every lavel, However, “its imperscnal aspects are more
prominent in the assessment of nstitutions than in the assessment of individual
action, and that as a resul, the design of institutions may Include roles whose
occupants must determine what to do by principles different from those that

govern private individuals” (p. 82},

The Value Congrugnce Model developed by Liedtka (1989) providaes a
framework for distinguishing the nature of the value conflicts managers face in
ethical decision dilernmasg. Liedtka identified four types of conflict: intemal
canflict within the individual's valua system {usually ralating to role conflict),
internal conflict within the organisation’s value system, external conflict between
the manager's and the organisation's value systems, and conflict at both levels,
individual/organisational. Internal individual confiict was the conflict most
frequently described. Ethical decision dilernmas can result from conflict within
the individual, the individual's value hierarchy and importance of cartain valuss,
and conflict between Individual and organisational values {Liedtka, 1989). Itis
passible however for congruence to exist between the values of the individual
and the organisation. In those cases, Chatman {1889) comments that the value
congruence may lead to extra role behaviours, which are "prosocial acts that
are not dirgctly specified by the individual's job description and that primarily

benefit the organization as opposed 10 the individual” (p. 343).

As subjects of rulas, decision-makers do not evaluate ends that may be
competing or even foster particular ends, says Nesteruk {1881b). What
prevails instead is the requirement of specific conduct infaormed by possible

undisclosed ends. “Individuals who work for corporations are certainly parsons,
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but they are persans in rolas subjsct to nules, and their decision making occurs
along a continuum from full-bfown moral agency 1o mechanical subservience to
rules” (Nesteruk, 1991b, p. B8, emphasis in the original). As subject to rules
people behave in what Werhane (1999} calls the 'boss mentality' modal that is
applied by employees. This model requires the individual to obey and to
respond affiratively to what is said and asked to do by the boss, the person in

higher authority.

Nesteruk (1991b, p. 83}, proposes that as an individual acts less as a person
and more as an occupant of a role, or less as an occupant of a rale and mare
as the subjeci of rules, "decisions hacome less an act of individual conscience
and more a function of organization structure”. This, he opines, may rasult in
the individuals distancing themselves from their organisational decisions and
moral evaluation of decisfons, or they may maintain a self-perception of moral
agency, even when there is no genuine ethical choice. In both cases there is a

loss of individual responsibility,

Crganisations promole the loss of individual responsibility by trealing and
measuring employees in quantitative terms not in individualised terms
{Werhane, 1999). Werhane argues that oerganfsations do not hire, promote,
transfer, layoff, and fire pacple but job skills, productivity, fit with the
organisation, retrainabllity and performance. She does not suggest that these
criteria ba abandoned but for due process to be prasent as well. The
quantitative focus of businessas perceives employees as economic
phenomena, measured in monatary and statistical tarms (Werhane, 1999},

What is employed by the organisation according to Werhane is workers not
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peaopls, Werhane sees and hopes far a transition to employment as a
profession, to enable individuals to bacoms “finely aware and richly
rasponsible” {James, 1934, cited in Werhane, 1999, p. 247) for oneself, work,

employment and career,

For any sacial system to survive, individual variability must be modified to a
manageable degree (Cohen, 1987, Kaiz & Kahn, 1978). Organisations as
social systems also need to modify individual variabllity for their survival and
growth. However, as it has been indicated above, they must addrass the affect
thay have on the autonomy of their membears, because as it has been argued,
the exclusion of autonemy is harmiul for both the crganisation and the
members. The organisation suffers because people do not assume
responsibility for their decisions and behaviour and the people endure
dehumeanisation and as a result amoralisation, thus becoming less than

persons.

3.3 ETHICAL DECISION MAKING

There is no consensus as to the factors that guarantes ethical organisational
decisions. This Is not surprising if wa take into account the multitude of views
about ethies in ganeral and organisational ethics in particular. Generally, some
argue 1hat ethical decisions are the resuk of virtuous individuals {Macintyre,
1993; Soloman, 1992a) and the personal values {(Nash, 1983} and ethical
frameworks {Schminke, Ambrose, & Noel, 1997) of dacision-makars.
Relativists (Haan, 1986) emphasise that ethical judgements are situation

spacific. Haan sees moral action being “informed and influenced by variations
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in contexis”, as well as, the decision-makers’ “strategies of problem solving
which interacted with these contexts” {p.1282). The developing consensus in
business ethics however {Jones, 1991; Trevino, 1986), is that ethical decision
making is affected by the parson and personal variablas (values, character,
parsonality, identity ete), the sltuation and situational variables (organisational
culture, climate, industry stc.) and the issue (moral intensity). The question
remains whether organisational decisions adhere to the decision-makers' inner

censcience and conviction about the ‘right’ actions to take (Gioia, 1992).

Some of the parsonal and organisational factors identified that affect ethical
decision making in organisations, are shown in Table 4.1 {for reviews of ethics
research sea Ford & Bichardson, 1994 and Loe, Ferrell, & Mansfiald, 2000}.
Generally, business decisions with ethical implications have been found to he
affectad by the individual(s} making tha declsion, the organisational and

societai factors shaping the decision and issue factors.

Jones’ {1951} issue contingent madel of ethical dacision making, views ethical

decision making in organisations as a function of the moral intensity of the

encountered dilemma, as well as, personal and organisational factors. This

modai claims that organisational factors affect moral decision making and

behaviour at two points {Jones, 1891}

« The establishment of moral intant, affectad by implicit organisational
pressuras, and

» Moral behaviour, which is affectad by explicit crganisational pressures,

despite ntant.
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Table 4.1
Identifiad Factors Affacting Ethical Declsion Making

INDIVIDUAL FACTORS SITUATIONAL FACTORS

* Machiavsllianism (Giacalone, & » Organisation's reward system
Knousa, 1990; Hegarty &Sims, 1979; {Jansen & Von Glinow, 1985;
Singhapakdi & Vitell, 1990b) Trevino & Yeungblood 1990)

* Economic value orientation (Hegarly » Peerinfluence (Fraedrich, Thame,
& Sims,1879) & Ferrell, 1994; Singer 1998)

¢ Ethical ideclogy {(Bamett, et al., 1994; « Groupthink {(Sims, 19592; Smith &
Forsyth, 1892a) Caroll, 1984)

+ Stage of moral development {Colby & « Supariors' influence (Posner &
Kohlberg, 1987; Strong & Meyer, Schmidt, 1992; Hegarly & Sims,
1992; Travino, 1986} 1979)

» Age {Arlow, 1891) = Informal systems (Falkenberg &
Nationality {Small, 1992} Herremans, 19895; Hegatty &

¢ ‘Years of education {Jones and Sims,1979), organisationa! culture,
Gautschi, 1988) {Trevino, 1986} and enwironment

+ Education in ethics {Fritzsche & Becker, 1984)
(Kavathatzopoulos, 1993) » Formal systems and ethics policy

s Gendar (Alow, 1891; Glover et al,, {(Murphy, 1988; Singhapakdi &
1997; Shelton & McAdams, 1990; Vitall, 1950a)

Tsaturldu & Walkar, 2001) + |Immediats job context and

» Ego strength, field dependence, locus characteristics of work (Trevino,
of control {Trevino, 1986) 1986)

+ NAch (Glover et al,, 1987) » Kind of harm and the magnitude of

* Cognitive dissonance & Eichmann the consequences (Fritzsche &
sffact (Curtin, 1996) Becker, 1983; Weber, 1896)

» Solf efficacy (Jensen & Wygant, » Risk of detection {Jensen &

1991; Wood & Bandura, 1489) Wygant, 1921)

« Moral approbation {Jones & « Age of team {Hunt & Jennings,
Verstagen-Ryan, 1887) 1997)

» Parsonal values (Fritzsche, 1985) » Organisational value system

» Escalation of commitmant {Street, {Liedtka, 1989)

Robertson, & Geiger, 1997} + Size of organisation (Schminke,

2001, Weber, 1990}
» Socfal networks and relationships
among actors {Brass, Butterfield, &
Skaggs, 1998}
« Struciure of organisation
{Schminke, 2001)
Ressarch (Harrington, 1997; Morris & McDonald, 1995; Webar, 1996) supports
Jones' {1991) claim that mora) intensity affects ethical judgemants. Jones'
{1991) model of ethical decision making is considered the most comprehensive

becausa itincludes environmental, persenal and organisational forces, as well
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as, the moral intenslty variable {Loe et al., 2000; Street, ot al., 1997; Weber,

1998},

The biggest causs for the absence of ethics in ethical decision making in most
organisations {s not considared the unethicality of the decision-maksrs but their
inability 1o consider the ethical issues In the organisationai context, In this
$8nse, it i« the organisational forces and the issues that are considered more
likely to ai.ct ethical decislons in organisations. Willlams (1597) argues that
business organisations shape the individual in them sa much that they do not
see the ethical dimension of business life. “When efficiency and productivity
are the anly values reinforced in the crganisation, people are mouidad slowly to
do whatever will ‘get the job done’. Trealing pecple functionally dulls their
sensitivity and constricts their perspective so that their ‘world’ is basically
functional” (p. §). Similarly, Jackall {1988) blames the reality of organisaticnal
life, which makes managers unable to see mast issues that confrent them as
mora) even when others present problems in moral terms, as the reason for this
phenomenon. The zone of indifference identified by Bamard (1938) explains
why this phenomenon exlsts, Bamard, however, characterises it as
irresponsible, bacause people in organisations do not effect their morality in
their conduct. They are thus not morally autonomous persons and do not

behave as moral agents.

The irresponsibility Bamard (1938) mentions must be atiributed to the
organisations as well as persons. The nature of the employment relationship is
such that it grants a certain degree of control to employers over the bahaviour

of their employeas, rasulting in the ralinquishment of soms of the smployees
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autenomy {Radin & Werhane, 1896). Jackall (1988) attributes the abdication of
personal responsibility and autonomy to the imperatives of the work place. The
paradox in organisations is that individuals in them relinquish varying degrees
of thelr autonomy bui they remain responsible for their morality, despite the

absence of autonomy to affect their morality,
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CHAPTER FOUR
£ REVIEW OF AUTONOMY IN BUSINESS RELATED
LITERATURE: INDIVIDUAL EMPHASIS

4.1 THE INDIVIDUAL AND INDIVIDUAL VALUES

Personal values provide the predispesition te behaviour and action. They
providae normative standards that individuais have intemalised, accepted and
use when making decisions that involve considarations of good and bad, Katz
and Kahn {1978} view organisational and personal values as fundamental and

enduring qualities, and significant determinants of behaviour.

Personal values are based on the fundamental truths, the principles an
individual helds. Principles are the source of inspiration or direction for moral
action, and provide the starting peint for moral reasoning (Thompson, Melia, &
Boyd, 1994). Values provide beliefs about how an individual ought to behave
and assign a sanse of good and bad, right and wrong (Parrott, 1998) to
behaviour. The narmative or ‘cught’ characteristic of values according to Ravlin
and Meglino (1987, p. 155}, distinguishes values from other constructs such as
aftitudes, opinions and preferences, because values specify socially desirable
forms of behaviour. Values are concemed with the types of behaviour a persen

feals ought or is proper to exhibit (Raviin & Meglino, 1987).

A synthesisad defipition of values dascribes them as “standards or eriteria for
choosing geals or guiding action and are relatively enduring and stable over
time" {Dose, 1997, p. 220). Rokeach {1968) considers values to be types of

baliefs, cantrally iccated within one’s 1otal belief systern, about how one ought
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or ought not 1o behava, or about an end state of existance or an existence not
- m

worth attaining.

Values are examined in this research because they provide a relatively
permanent parceptual framework, which every individua! has, and which
shapes and influsnces an individual's behaviour by influencing intentions
{Bersoft, 1999; Engtand, Dhingra, & Agarwal, 1974; England, 1975). It needs to
he noted that values do not take over individual behaviour but they tend to

affect it in sluations that allow their activation.

Moral values are activated if the decision an Individua! is called to make is
perceived as a moral decislon. Schwarlz (1968} clarifies that:
if a parson construes a decision he faces to be a moral choice,
relevant moral norms he holds are Iikely to be activated and to affect
behavior. When he falls to perceive that a meral decision is at
stake, however, particular moral norms are unlikely to be activated.
A norm which is not activated is unlikely to have any significant
impact on behavior regardiess of its content or of how strongly the
person holds it. (p. 355)
The existence of values therefore does not guarantes their use, Schwartz
outlines two conditions, which must be satisfied for the activaticn of a person's
moral values (p. 356}
» “The person must have some awarenass that his potential acts may have
some consequences on the welfare of others”; and
s “The person must ascribe some responsibility for these acts and their

consequances to himself".
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These two conditions express the socizl nature of morality, as well as the
individual's respensibility for moral acts, the necessity for moral agency to exist.
Any moral choice situation, explains Schwartz, entalls actual; or potential
intarpersonal actions, which have consequences for the welfare (matatial or
psychological) of olhers. Thesa actions are performed by an agent whe is
perceived ta be responsible, to have acted knowingly as a result of a decision.
Finally he argues, the act and the agent are evaluated based on the
consequences the aclions have on the welfare of others. This utilitarian
calculation may however not be undsrtaken and the act and the agent may be
evaluated on the rightnass of decision or action, regardless of consequences,
Tha means of achiaving desirable ends may have confravened values the
decision-maker holds. In organisations, the attempt to achieve desirable
consequences and the desira to improve the welfare of others may actually limit
the assessment of decigions in moral terms. Particularly when the 'others’ are
the shareholders and the decision-makers’ short term performance Is assessed
by them, and the decision-makers’ welfare depends on that assessment. Moral
norms as used by Schwanz are cultural specifications of what constitutes good
and bad interpersonal actions, The possibility also exists that a person making
a dacision may falsely perceive that a moral value is not applicable to a given
situation (Bersoff, 1999). For example, stealing is wrong, may ba the maral
value but taking somathing that is not mine when no one is harmead is
acceptable. In such a case, Bersoff explains, the latter is likely to be activated

and influence behaviour,
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Individual differences in maral values are expected to affect moral judgements
and behaviour, when individuals consider the situation in ethical tarms and feel
they are making a decision in their capacity as moral agents. They thus need
to perceive thamselves persanally responsible and accountabla for the

decision.

Meral autenomy in amoral organisations requires herculean strenglh or
sociopathic behaviour because such organtsations do not contain moral values
that are subject to societal values, but only economic values. This also limits
the possibility for moral hetaronomy and makes moral anomy & likely slance in
organisational life. Economic moral theory values the behaviour of peopla only
to the axtent that ¥ contrbutes to tha fim's self interest {(Reilly & Myroslaw,
1990), making people amoral, and morally anomous in organisations. Thase
amoral organisational players share their bodies with the moral good cltizens,
and they are substantially at peace becausa when they play for the organisation
there is no moral content in thair behaviour, whilst when they are good citizens

there is (Reilly & Myroslaw, 1990).

Managers are not mere functionarles and they cannot be adequately sean as
ciphers who elther serve the predetermined neads of the cwners or who act
selfishly (Alvesson & Willmott, 1992), “Caught between contradictery demands
and pressures, they experience sthical problems, they run the risk of dismissal,
they are *victims' as well as perpetrators of discourses and practices that
unnacassarily constrain their ways of thinking and acting” (Alvesson & Willmott,

1992, p. 7).
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David Ewing (1978, p.168) uses more potent language in describing the
organisation's effect on the individual, and states: "Only in America de we make
& big production of guaranteeing such civil Ilberties as free spaach, privacy,
consclence and due process to all people except from the hours of 916 5,
Monday through Friday." The same sentiments are expressed by Werhane
{1999} two decades later in discussing the individual in the U.S. institution,
She explains that not all employees in the private sector enjoy rights 1o due
process, freedom of speech ~ including protection for legitimate whistla
blowers, privacy, rights to employment inforration and job security, whilst the
public sector does not guarantee the right to form unions, Waerhane goes
further and discusses the antithesis of voting rights and participation between
political decisions and management decisions in the pelitical ecanomy. The

former guarantaed constitutionally the latter ignored or even decried.

Ewing (1978} and Werhane (1969) discuss the outcomes of the separation of
personal and business life. This separation is evident in the language usad by
practitioners such as Dan Drew (cited in Steiner & Stener, 1991) dascribed
earlier, and academics such as Woodcock and Francis {1839, p. 117}, who
state:
For many organizations it is a dog-eat-dog world. In evary
cammercial organization talentad people are planning how to
increasa their business at ihe expensse of the competition. Non-
commercial organizations are often under threat from those who
provide the funds. Successful managers study exiernal threats and
farmulate a strong defence. They adaept the value: Know thine

gnemy,
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Peaple have identity that defines them as persons, "provides the core to a
person's being, comprises the consistancy of the person over time, and
distinguishes a person idiosyncra.l!caliy from other pecple” (Gicia, 1998, p. 18).
The identity people have develops continuously (Seabright & Kurke, 1997;
Watson, 1594) but is also enduring. FAckeach (cited in Van Wanrt, 1996, p. 526)
prascribas that “any conception of human valuas, if it is 1o be fruitful, must be
able fo account for the enduring character of values as well as for their
changing character”, thus aceepting thelr changing nature as well as constancy.
The possibility for change in values enables growth and more importantly moral

growth. These elemanis will be further developed in Chapter 5.

The individual in the organisation has identlily including values. Values are
attitudes or passions or principles that have a personal or societal history (Rohr,
1989). Rohr explains that values suggest ‘a pattemn of aliludes or behaviour
that recurs with some fraquency’ (p. 77). What is not clear is the degree to
which individuals in organisations exercise their personal values when they
make organisational decisions that have ethical implications. Hampshire {1978)
doss not parceive values as an orderly system of decision aids, Instead he
sees individuals in possession of a vast storage of knowledge and belief which

provide specific bellefs for a specific situations.

The Theory of Planned Behaviour {Fishbeln & Ajzen, 1975) describas beliefs,
intentions and behaviour. Weber and Gillespie (1998, p. 449} commant that
beliefs link “an object (persen, group, instilution, behavior, palicy, event, etc) to
its parceivad altributes, which can be influsnced by the participant's attitudes

{fesilngs about the object)”. Beliefs, according to Weber and Gillespie, include
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both parsonal and social aspects. Intention is the immediate dataminant of
behaviour, [ts formation influenced by beliefs regarding positive outcomes and
social approbation. The stranger the intention the stronger the likelihood that
the bahaviour will eventuate. Behaviour according to this theory is the action
that is ultimately taken. They describe these as what should | do? {individual

beliefs}, what would ! do? {intention) and what did | do? {behavicur).

Principles are critzria for adopting or rejecting potential geais and plans, “They
are not the goals themsalves, but they define what is and what is not desirabla
about goals; they are not plans themselves, but they define what are and what

ara not acceptable means for achiaving plans™ (Beach, 1980, p. 25).

Another possibility is that individuals pessess multiple identities with differant
values. "Personal identities are shifting and multiple” claims Weick (1995, p.
59) or as Dennett (cited in Metzger & Dalton, 1996) calls it, multipla selves.
Beach (1990} alsc subscribes to the view that psople have several selves and
the actual self, displayed at any lime, depends on the actual situation. Beach
calls the several selves subselves. He claims that only one subself is
operational at any given time, and that is determined by the context. According
1o this view then it is possible that in organisations people may operate their

organisation self, which may differ from the family self or the church self.

Ashforth and Mael (1989} suggest the same but use the term muiltipls identities
instead of multiple selves. Individuals, they claim, belong to a number of
groups, and their identities are likely to consist of an amalgam of idenlitias.

These identitizs are likely to possess inherent values, beliefs, norms and
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demands that may canflict with each other and with the individual's personal
identity. Ashforth and Mael {1989} conclude that tha existence of the idantities
does not conflict, but their values, norms and demands conflict. What is
described is the Identities we davelop in the different roles we are calfed to fulfll,
Role strain is the term used by sociologists to refer 1o the conflict between
different roles {Brewer, 1997). McKenna {1999) comments that in the
organisational sphere, managers do not only possess multiple parceived
idantities, but they also shape the perceived identities of others. Weick (1955)
usas Wiley's understanding of sensemaking, categerised in three levels: the
intersubjective, generic subjective and extrasubjective. Tha intarsubjective
oceurs "when individual thoughts, feelings, and intentions are merged or
synthasised into conversations during which the self gets transformed from T
into ‘we" {p. 71), generic subjsctive is where “concrete human beings, subjects,
are no longer present and selves are left behind. Social structure implies a
generic self, an interchangeabla part — as filler of roles and follower of niles —
but not concrete, individualised selves. The ‘relation to subject, then, at this
level is categorical and abstract” (Wiley, cited In Weick, 1895, p. 71). The
extrasubjective is a level of symbaolic reality, each viewed as a subjectless batch

of culture, like capitalism and mathematics.

Character is a person’s normal pattern of thought and action, especially about
coiwems and commitments in issuas that affect the happiness of others, and
most especially in relation to moral choices (Kupperman, 1991). Character is
perceived as the most imporiant characteristic of a person especially in

business, bacause strong character enables people to act in accordance with

their values and commitments, despite short term pressures and temptations to
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do the contrary {Hariman, 1998b}. If a good life is an autonomous life, then
Hartman preseribes strong character as a necessary condition for the good life.
Strong character enables people to act on their values and “to be unable to act

on one's values is the antithesis of autonomy™ (p. 551).

In summary, people's bahaviour is affected by their helisfs, principles and
values, Pecple also develop different selves or identitias in order to fullil the
different roles they are called to fulfil. There is however something called a self,
and that self can have a strong or weak character. The values, identity and
character of persons affect their decisions. The moral values, however, are
normally activated If tha conditions described abova are fuffiled. This
phenomenon provides suppart for the effect of organisations on their people,
Tha selves or identities people develop, also support it. The role specific
identities and subselves contain the specific role ends and means. In a role
fulfiling catastasis, Individuals are unlikely to use the valuas they hold as

parents, friends, or neighbours.

4.2 ORGANISATIONAL CULTURE AND CLIMATE

Organisations are assumed to affect their members because organisations
have values (Hunt, Wood, & Chonko, 1989; Kabanoff, Waldersee, & Cohen,
1995; Liedtka, 1989), culture (Dahler-Larsen, 1994; De Gearge, 1990; Deal &
Kennedy, 1982; Murphy, 1988; G'Reilly, 1989; Schein, 1997} and idantity
{Giola, 1996, 1998}. The organisational culiure includes the basic assumptions
concerning what is right, proper and fair (Gottlleb & Sanzgin, 1996), Culiure

according to Watson {1994} is in part a moral system because not only it
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defines the values of those who accept it, it also contains assumptions about
tha nature of the world, and it assists individuals in the construction of their
identities. Falkenbarg and Herremans' {1955) exploratory research found that
pressuras within the informal systems are the dominant influance on
employees’ behaviaurs and decisions in the resolution of ethical issues. These
prassures within tha informal system, they found, will vary according to the type

of unethical activity, as well as, tha sconomic status of the organisation.

Cuiture, according to Berger (1973, cited in Watson, 1954, p. 22), is a human
and social construction which creates nomos, and order out of chaos. The
organisational culture can supply the ethical nomos for the organisation, among
the othar nomoi. The organisational ethical values are contained in culture and
they help to establish and maintain standards that clarify the right things to do
and the things worth doing {Jansen & Von Glinow, 1985). The organisational
culture through lts content and influence, may limit the moral autonomy of
individuals within the organisatian, 1hus increasing the possibility of the other

two positicns, moral heteronomy and moral anomy.

Sumrnarising the above, it can ba seen that the organisational culture and
climate provide the terms that prescribe moral intent in organisational decision
making, and organisational goals and objectives provide the framework for
behaviour. Both culture and goals or objectives are interconnacted and may or
may not contain ethical values. The absence of ethics from the terms provided
by the organisation, affect the identification of dilemmas encountered in
organigalions and impact on the individual making organisational decisions.

Individuals may not be aware that they are making ethical decisions and that
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the organisational decisions they make have ethical implications.
Crganisational decisions may ba based on the terms providecd by the
organisation and some organfsations have terms of shori-term arganisational
goal attainmant, or compliance with regulations, and exclude ethics. The terms
organisations provide are contained in the formal and informal contral systems.
The informal aspacts that are contained in the organisational cufture ara
however more potent. The organisalional culture is a soclal control system,
and it gives the impression of great autonomy to individuals acting in
organisaticns, when paradoxically they conform with unwrittan ‘codes of

bahaviour much maore than with formal control systems (O’'Reilly, 1988).

The organisation's culture nrovides an explanation for the claim made by many
theorists {Metzger, 1987; Reilly & Myroslaw, 1990; Wong & Beckman, 1992}
that peaple often act diffarently in the organisational context than in their purely
individual context and do not apply their personal values in the former. Vaughan
{1998) uses Arendt's (1977) work to demonstrate how it is possibla for
individuals te defina their actions by the cultural values and standards of
organisations, even in organisational cultures that normalised deviant actions.
Such deviance in the case of Arendt's account of Eichmann resulted in his

heihous crimes against individuals and humanity.

This research examines the effect organisations have on the individuals' ethicai
decision making. It asserts that not all organisations have ethical values in their
culture. Those that do not are amoral and behave in a mannar that anly
satisfies their egoistic needs. Reidenbach and Robin {1991) assign to

organisational culture the organisation’s moral development which in tum helps
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defins that culture. The authaors present an organisational model of moral
devalopment that is inspired by Kohlberg's work of indlvidual maral
development. Stage 1 in this medel contains the amoral organisation, an
arganisation that is pre-moral or proto-maral {see Chapter 3). Reidenbach and
Robin describe such an organisational culture as one that valuas ‘winning at all
costs’, and is unmanaged in respect to ethics. What Is important in such
organisations is productivity and efficiency, and their philosophy is that
business is not governad by the same rulas that govem individuals. Getting
caught in such arganisations, for ethical mishehaviour is part of the cost of
running a business. Organfsations with a moral culture on the other hand will
provide ethical aims and targets for actions that are ethical. Ethical are targets
that “their pursuit is justifiable on grounds other than economic or salf-interastad
ones” {Margolis, 1998, p. 416). Margolis further explains that ethical aims may
be valued on economic ground as well, however they are valued even when
they do not lsad to economic objectives, and aconomic objectives are valued
on ethical grounds. This is similar to parsonal ethics, which was described in

Chapter 1.

Amoral erganisations behave as amorai calculators and they are motivated
entirely by profit seeking (Kagan & Scholz, 1984}, Such organisations assess
opportinities and risks carefully. When organisations undertake such
economic calculations, they will disobey the law when the expected profits of
the discbedience are larger than the anlicipated fines and prehability of being
caught. This modsl of corporate criminality is tha most widely accepted,
comment Kagan and Scholz, and views pecple in organisations as law

breakers, driven by the norns and pressures of the market place, if the profit is
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greater than the costs of non compliance or law evasion, The motivation of
business is profit (Duska, 1997} and increasing profit Is what businesses are
mofivated to do, but this motivation does not expiain crganisafional behaviour
according to Kagan and Scholz, because some organisations may chose to
comply with certain legislation and not other. This phenomenon, they claim,
can be explained by managerial atitudes towards the regulation ar agencey, in
addition to or instead of the amoral calculation. QOrganisational eriminality Is
usually an instrumental act that also “exhibits routinisaticn and patteming”
(Vaughan, 1998, p. 28). Amoral caleulations and instrumental actions, howaver,
do not explain all erganisational criminal activities, Some, argue iagan and
Scholz, cceur because of the incompetence, misunderstanding of legislation, or
due to improper attention to the regulatory requirements. Vaughan {1998) adds
the normalisation of devianca, as an additional reason that explains why
organisations that are not amoral, misbehave, She claims that normalisation of
deviance explains the Challenger aceident, and not misconduct because
employees did not vialate any laws or riles in their pursuit of organisational
goals, and there is no evidence of intentional wrongdeing implied In the amors!
calculator model of decision making. The normalisation of deviance was
instead a result of the production of a cultura! belief systam in the work group.

the culture of production, and structural secrecy.

It is also asserted that organisations with strong cultures will have a greater
impact on the decisions and behaviour of individuals in them. Hartman (1998a,
p. 365) claims that some organisations *have strong cultures that homogenise
people’s values, some are morally anarchic.” Strong cultures will result In

greater agraement between membars about the values about the means and
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ands of the organisation. The type of culture an organisation has will alse affect
the persons' ability to use their moral values. A damocratic organisational
culture may ancourage membars to take responsibility for thalr actions, whilst
an authoritarian culture with its numerous rules that prescribe some behaviours

and proscribe others, may replace individua! discretion (Travino, 1986).

Fraedrich et i, {1994) call for tha discovary of how perscnal moral values entar
an individua!'s organisational ethical decision making, bacause in the
organigational context peer relationships and organisational culture have been
shown to be stronger influences. Nash (citad in Curtin, 1896, p. 63) explains
the business environment and its effects as:
The business environment seems to cultivate a condition of moral
schizophrania... too many factars In the cultura of the market place,
financial pressuras and one’s own role playing conspire to tum what
would seem to be ordinary, clear cut offences into problematic grey
area difficulties or excusahble departures frormn nommal moral

standards.

Denhardt (1881) expresses his concem about the effect of the crganisation on
the individua! as:
[Wle originally sought to cunstruct social institutions that would reflect
our beliefs and values; now there is a danger that our values would
reflect our institutions. Here we encounter a most serious problem:
as wa continue to permit erganizations te structure our lives, rathar
than vica versa, we may bacome locked in thaeir grasp, We may

begin Innecently enough, engaging in organizational activities which



we hope will promote useful social goals, yet wind up doing certain
things net because wa choose to do them, but becauss ‘that's how

things are done’ in the world of organization. {p. 32)

4.2.1 Organisation’s kmpact on the Indlvidual

The potency of the organisational culture is described by many. Schein (1997}
characieristically states:
But when we see the essance of a [organizational] cuiture, the
paradigm by which people oparate, we are struck by how powerful
our insight inte the organization now is, and we can see instanily why
certain things work the way they do, why certain proposals are never
bought, why change is so dlfficult, why certain people leave, and so

on, (p. 207)

Research conducted by Schminke and Ambrose {1997) suggest that
individuals™ ethical make up does nat appear to operate under a single, stable
sthica! framework, but the context appears to influance the ethical model used.
Fraadrich et al., (1994) suggest that employees in organisations do not function
as highly individualistic ethical decision-makers. Similarly, Sharp-Paine {1994)
claims that “rarely do the character flaws of a lone actor fully explain corporate
misconduct. Mare typically, unethical business practice involves the tacit, if not
explicit, cooperation of others, and reflects the values, attitudes, beliefs,
language, and behavioural pattemns that dsfine an erganisation's operating
culiure” {p. 106), Individuals acting together “can produce morally

abjectionable events and states of affairs that no individual acting alone could
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produce” (MeMahon, 1985, p. 550). The division of responsibility and the
ancnymity that togetherness provides, enablas regression of the standards
individuals may hold individualiy. However, the value systams of managers that
would undertake an ethical act were found 1o be significantly different from the
valug systems of managers that would take the unethical act in the study of
Fritzsche (1995). Finegan {1994 found that peaple perceive ethical dilemmas
in the organisations differently and thair perception is affected by thelr parsonal

value systems.

The organisatlon as the context of decision-making may impact decision
making by shaping what is perceived as rational by tha decision maker
{Vaughan, 1988). Vaughan attributes this impact to specialisation and division
of labour which may render the sum of legilimate acts illegitimate, and also
promote the ignorance of the individual decision maker of the total act
performed piecemaealy by invisible others (Vaughan, 1988). Secracy is also
built into the very structure of organisaticns, continuous Yaughan, because as
organisations grow, aclions in ona part of the organisation are not visibla in
others, laading to the segragation of knowledge, tasks, and goals. Knowledge
becomas specialisad which further inhibits knowing and promotes secrecy and
the development of language assoclated with different tasks can conceal rather

than reveal even betwaen sections of the same organisation.

Public economic crimes according to Naget (1979) do not seem to be fully

attributable to the offender. The morality of public roles, according to Nagsl,

resirictively sffects the individuals in the roles but also significantly liberatas
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tham. This is the result of the diffusion of action betwean many actors and the

division of labour in decision and in execution (Nagel, 1979).

In her rasearch, Derry (1987) discovered that at Jeast cne third of the
participants in her study (40 men and women managers and professionals) said
they naver faced a moral conflict at work. This proportion is likely to be higher
according to Derry, bacause many paoplg declined to paricipate in her study
hecause they had nothing to talk about on the subject of work related moral
conflicts. Derry did not find any distinguishing demographic characteristics for

the group that did not face any moral confiict at work.

There appears to be a lack of consensus on the factors that promote,
encourage or guarantee moral behaviour in arganisations. The communitarian
view (Etzioni, 1996; Maclintyre, 1593; May, 1996) emphasfses the impact of
soclety, culture and tradition as the main forces that shape and guide morality
and moral behaviour, whitst the llbertarian view (Nozick, 1974) parceives
morality as an individualistic phenemencn. The contemporary plethora of
cades of ethics suggests that organisations adopt the communitarian view or
possibly a libertarian view including an assumption that workers are immoral.
Libertarians, according to Hartman (1998a), argue that the acceptance of a
contract, such as the employment contract, in the absence of force or fraud
obliges the parties to the contract to morally comply or quit. Employee
autonomy is thus not limited, if mariagement complies with the contract that the
employee has accepted. In this view, it is not the social organisation that
affects the individual, but the Individual chooses to be affected by the

organfsation. This view does not however take into account the seffect of the
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organisation on the individual and the individual's capacity to choose and

decide based on his consclousnass and upon reflection on his parsanal values.

This affect organisations have on the individuals’ moral autonomy has been
alluded to, and explained by a number of business ethicists {(Badaracceo, 1995;

Jos, 1886; Lozano, 1996; Werhans, 19589),

Empirical investigations also suggest that generally, people in organisations
regress morally. These investigations provide evidence of variations in moral
reasoning and moral dacision making in different contexis, indicating that most
of us most of the time are indeed affacted by the crganisation and the
community of work. French and Allbright, (1998, p. 181), testing the discourse
ethics procedure suggested by Habermas (1976}, concluded that there are
times when individuals revert to lower stages of maral reasoning, even though
they employ on average, higher levels of moral reasoning in their moral
deliberations. Schminke and Ambrose’s {1997) findings suggest that both male
and ferale managers fend to morally regress when they enter a business
setting. Thesa findings support Snell's (1996) conclusion that ethical theory in
use is volatile, invalving a numbar of different stages and the reasoning anacted
is not nacassarily that of the highest stage, among managers. Managers were
not found to reasan at the highest possible leve!, but instead engaged a nurmiper
of stages (typically three or more) in real-life ethical dilery mas. Managars'
moral reasoning has actually been found to be different be'ween tusiness and
non business ditemmas by Weber {1990) where managers reasened at a lower
lever on Kohlberg's CMD scale for business dilemmas than for a non business

dilemma. The regression in SMD found by people in business dilammas
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questions Kahlberg's claim that the proposed stages are invariant and
according to Fraedrich et al. {1994} makes the CMD theory untanable, or CMD
may ba less appropriate for buainess ethics than private ethics, This latter
conclusion reinforces the separation thesis and as such remains worrisome. 1t
alsa highlights the reality of organisational morality, and it raises questions that
people in business and people about business must address. Managers' use of
lower lava! of moral reasoning to solve business ethical dilammas can be
explainad by the application of context specific cognition that allows them to
fulfil highly diffarentiated roles whilst limiting their cognitive dissonance

{Trevino, 1992},

Differances in tha business context have been found nol only in maral
reasoning and cognition but also in ethical ideclogy used by individuals in that
context. Brady and Whaeler (1998) found managers more likely 1o think in
taleclogical 1arms than non-managers who were more likely to use
decniclogical terms with increased age. Schminke and Ambrose (1997} also
found a shift towards teleclogy in business dilemmas, while that shift existed
towards deontology in non-business encountered ethical dilemmas. Fritzscha
and Becker (1284) discoverad an almost total reliance on teleclogy bv
marketing practitionsrs. Fritzsche and Becker also found that responses that
justitied dilemma resolutions by justice and rights theories, appear to place
greater emphasis on gthical values relative to economic values, These authors
question whether the almost total refiance on utilitarian philosophy is best for
society. Glover et al. (1997) howaever refer to the study conducted by Forrest et
al. (1990} which identified that managers show a slight preference for

deontological valuas and Murphy and Daley (1990) which found that executiv2 s
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in the transportation industry do not rely on any principle {utilitarian, rights or

justice) for justification of their actions.

These empirical findings contradict the twe points generally made in business

athics, identified by Lewis (1885, p. 377) that:

+ a person's ethics in business cannot be saparated from his parsonal or all
othar athics, and

« business will never ba more ethica! than the people who ara in business.

The above findings of empirical research in business ethics indicate that ethics
in business is not identical to a person's ethics, and general ethics, They also
indicate that businass is not more ethical than the pecple in it are, and in most
cases, business is not as ethical as the people in It ara. These findings also
appear to disprove the assertion {Denhardt, 1981; Himmeltarb, 1585) that
business values have taken over all human activity and the values of businass
have spilt into society and bacame its values, thus making it amoral or less

maral.

Research also provides explanations of possible reasons for the replacement or
loss of personal morality in organisations and the ethical regressicn in

business. Possible explanations for this phenomenon may exist in cbedience
to authority {Milgram, 1974, 1995), dehumanisation (Bandura, 1986},
deindividuation and groupthink (Sims, 1992), Jones and Verstegen-Ryan
{1997) offer a possible explanation for the lower athical standards in
organisational decisions by the concept of moral approbation. They claim that

mora! approbation, the desire individuals have to be seen as moral by others or

116



themselves, is affected in organisations because of the organisational

influences. Moral approbation influences the probability & moral agent will act
on a moral judgement, The organisational influences, idenlified by Jones and
Verstegan-Ryan, are the sevefity of consequences, meral cerainty, dagree of

complicity and the extant of implicit and explicit pressure to comply.

The influence the organisation exerts on individuals affacts not only thair
reasoning, cognition and Ideclegy but also the scripts and schemas Individuals
use to resolve organisational issues. The concept of schema was initially
developed by Piagel (1929, cited in Beach, 1990, p. 18). Haan {1966}
aftributes to the problem solving strategies, what others call scripts or
schemata, the more potent source of variation in ethical behaviour, Vaughan
{1998) dascribes culturs as “a set of solutions produced by a group of people
as they interact about situations they face in common® (p. 37). In that sense,
culture develops and promotes accepiable schemas and scripts paople use to
resolve the situations they face. A schama, Beach explains, "consists of
elements, conceptis, and the relationships ameng them, that are pertinent In
some sphere of interest to the actor. The schema defines the legitimacy of the
elements that it encompasses” {p. 18). These characteristics enable schemata,
which are developed in organisations and are contained in organisational
culture, to shape and bias thought {DiMaggio, 1997). DiMaggio cutlines the
mechanisms in schematic autormatc cognition that affects dacisions and
behaviour {pp. 269-270).

« poople are more likely to perceive Infarmation that is gamane to existing

schemata
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» people recall schematically embedded Information more quickly and more
accurately

« psople may falsely recall schematically embedded events that did net eceur

In contrast, in deliberate cognition, explains DiMaggio, people are sufficiently
motivated to override automatic cognition, the programmed modes of thought,
and think critically and refiectively. Deliberate cognition Is facilitated by
attention, motivation and schema failure, Liedtka (1589) agress:
Clearly the organisational value systam plays a eritical role in setting
tha stage upon which the sthical dilemmas that their managers face
are playad out. The degree to which they are able to write the
scrip!, as well, undoubtedly varies with the players involved and the

specific act in progress. (p. 812)

The sffect of organisations ¢ 1he organisational individual or “the individual
within the corporation” {Solomon, 1982a, p. 319) in regards to moral decision
behaviour is of significance. It affects the approach organisations should take
{an ‘ought) in the promotion and implementation of organisational ethics by
providing an understanding of the factors that impede or promote {an ‘is’)
organisational ethical decisions. Organisations have the option of aflowing their
members to bring their consciousnass to wark, provide a consciousness that
people are required to use during work hours in the form of an ethical climate
and culture, or exclude moral values from the person and the organisation.
Analogous are the possible pesitions the individual within the organisation may
then concaivably exhibit in the sphere of morality: autonomy, heteronomy and

anomy.
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4.2.2 Indlvidual Responsibility in Organisations

In the previous section we locked at normative and empirical investigations of
the possible effect some organisations have on the actions and decisions of
parsons. The general consensus appaars to ba that people are affected by the
organisation, This conclusion strikes at the epicentre of moral responsibility.
All disciplines and all sub disciplines and extremes among them, hold
individuals who are rational, responsible for their actions. In ‘reality' however,
we are seelng that pecple ara not behaving as moral agents in crganisations

and the reasons that happens have baen outlined.

Smith and Carroll (1984, p. 98) call the ‘they made me do it’ situation, when
Individuals in organisations assign their moral responsibilities to the
organisation, moral cowardice. The assignment of personal merality to the
organisation is something the organisational higrarchy demands and repfaces
with loyalty o the organisation and commitment to the organisational goals.
Dugger (1988, cited in Miceli, 1996) attributes the replacement of personal
athics with the crganisational requirements to a strong identification with the

arganisation.

Bell (1998) prescribes that:
[Alil of us ought to be held parsonally accountable for our acts even if
wa are conforming to organizational rules and common belief

systems. It is our moral duty to question such rules and belief
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systems and 1o disobey them if obeying would lead to sarousiy

wrongful consequences. (p. 325)
Bell, in antithesis to Vaughan {1998), sees tha Challanger disaster as the direct
result of purposive human action and irraspongible maoral cholce, even if the
action conformed to organisational rutes, The action, he claims, can be
aftributed to particular identifiable people. He views Vaughan's analysis as
Incomplete and says it ought te be viewed as such. If it is accepted as a
complete analysis, he argues, it ahscures more than it reveals about causes,
purpose and consequences. Bell also contends that such analyses absolve
individuals of their moral agency and encourage iresponsible behaviour of "the
social systam made ma de it” variety. He also claims that such analyses do not
assist people who try to improve human perfarance in the fulura. Bell
perceives Vaughan's account as neither useful nor pedagogic. It ought not to
be made pubticly available becauss it is likely to corrupt individuals in
organisations who are trying and have the capacity to disobsy rules and belief
systems that may Iead to Immoral decisions. Ball, like many writers that fear
the loss of individual responsibility, is not willing to differantiate between
understanding individuals in organisations and absolving individuals In
organisations. He also seams to fail to differantiate the descriptive work that
Vaughan underook from the normative. Vaughan did not ever suggest that
individuals in organisations cught to treat all decisions as routine and not
question the ethical implications of thair decisions. However, she did state that
individuals in organisations do, and fried o provide an explanation of such
occurrences. Hare {1957} provides support for Bell's (1998) antithesis to tha

sttribution of responsibility to the coliective by stating that:
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[wle must never lose sight of the distinction between what we are told

to do and what we ought to do. There is a point, beyond which we

cannot get rid of our own moral responsibilities by laying them on the

shoulders of a superior, whether ha be genesal, priest or politician,

human or divine. Anyone who thinks otherwise has not understood

what a moral decision is. {p. 374)
Again, ‘we must not' or 'one cught not to’ does not pravide explanations why we
do and can. Obedience to authority, dehumanisation, and role morality does.
Giola (1992) is better positioned to provide the inside view of the perpetrator
and the outside view of the examiner, in the classic Ford Pinto incident:

The recall coordinator's job was serious business. The scripts assoclated

with it influenced me mucII1 mora than | influenced it [them]. Before | went

to Fard | would have argued strongly that Ford has an ethical obligation to

recall, After | left Ford, | now argue and teach that Ford had an etnical

obligation to racall. But, while | was thers, | parceivad no obligation to

recall and 1 remember no strong ethical ovartones to the case whatsoever,

It was a vary straightforward decision, driven by dominant scifpts for the

time, place and contaxt, {p. 358)
Gioia's {1992) reflections emphasise the nature and difficulty of moral
iudgements. Emmat (1866) calls such judgements problsmatic, because the
rules of morality are not applied automatically. “To face them [morai
judgements] responsibly is to approach them as moral problems, without
gpecial pleading, fear or favour. Itis alse to face them as moral problems
where the answer is not always given by just looking up the local book of rules”
{p. 108). When a person approachas moral problems as moral and problematic

then the parson uses his judgement and makes decisions, claims Emmet.
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What we are seeing in organisations is that the book of rules often excludes
morality and prascribes obedience to the rules that exclude it. This further
limits the possibility of appreciating the problematic nature of meral judgemaents,
and thus makes the possibilily of increasing the skill of making maral
judgements impossible (Emmet, 1966). So, bath leaming to make moral
judgements and making them becomes an organisationally controlled activity.
This phenomencn Is same organisations makes people in them anamic. Micell
{1996) describes the anomic manager as a parallel to a sociopath, The anomic
manager's pursult of profit excludes all moral considerations from decision

making.

Understanding why people behave the way they do in organisations will enable
individuais and organisations {o develop systems and processes that enable
moral choice by the individuals for the organisation. Colller (1998) calls it the
one sidedness of academic businass ethics and identifies it as one of the
intallectual and philosophical reasons that are responsible for the problems
facing business ethics. Ethics, Collier clarifies, developed with autonomous
persons in mind, and its own thaory of the parson, A meral agent in
philosophical ethics can only be a person. Business ethics in organisations is
about the collective, net the individual. Collier suggests, that "if business ethics
is to work with and through the "collective’ as objact, it requires analogous
theoretical understanding of ‘business’ — in other werds, it needs to be
integrated with an articulated theory of organization as moral agant” {p. 622).
Collier cutlines two beneficial outcomes of the combination of the arganisation
with the ethical, The provision of a heuristic to the business worid that will

enable the evaluation of its practices and the provision to the business ethics
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academy of a thaoretical framework that includes the organisational,
philosophical and sociclogical theory, but able to support a meaningful theory—

practice interchange because it will be grounded in practica.

The organisation affects the individual and It provides the environmant in which
decisions with ethical implications can be made that wonld not be made in the
private lives of the dacision-makers. Individuals becoms *immersed in tha
formlessness of the modem organisation” and engage In unethical conduct
{Clinard & Yeager, 1980, p. 273). This moral formlassness Is what maral
anomy refers to. The emphasis on costs, profits, returns to shareholdars,
market share ste. leads to moral anomy, camouflaged far the psycholagical wali

being of people in organisations as loyalty and obadience.

The dominant themes In the litarature reviewed appear to lsad toward a
powarful conclusion. The moment the isste of moral agency enters the
organisation, most organisational and sociclogical theoretical propositions are
suspended. The crganisational culture and climate that can explain so much,
and affect everything and everyone in organisations, suddeniy lose their
potency and have nothing to do with the responsibility of people making
dacisions in them. When it ctomes to moral agency, suddenly the individuals
that organisations could affact, guide, and control, are assumed to be able to
ratain their individuality and be unaffected by the context they exist and decide

in.

Organisations now aspire o be ethical, or if you like, more ethical. In order to

accomplish that task, we need to be able to understand why they are not.
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Suggesting people ought not to do bad things is not a helpful prescription when
they do and will. What we ought to do is understand why they do, so we can
altar the structure, process, and content of srganisations to promote ethical

behaviour.



CHAPTER FIVE
CONGEPTUAL MODEL

5.1 RESEARCH FOCUS

This research examines the morality of parsons and the effect of organisations

on that morality. The propositions explored in this research are based on four

underlying suppositions:

1.

2

Ethical decision making is affected by personal values.

Ethical decision making is affscted by the characteristics of the dilamma.
Organisational ethical decision making is affected by the ethical values of
the organisation.

Ethical decisions made by peopls in crgznisations ara different from athical

decisions mads in their personal life.

Thesa suppositions, developed further later in this chapter, provide four

operational propositions, which are.

1.

Peopls are expected to make more autonemous moral decisions in personal

dilemmas.

. In bureaucratic organisations, people are expected to make mare anomous

prganlgational decisions in low difficully and complexity dilernmas and more
heteronomous decisions in high difficulty and complexity dilemmes.
In clan organisations, pecple are expected to Make more autonomous

organisational decisions.

. in a markset organisation, people are expected to make more anomous

organisational decisions.

It is proposed that some organisations will enable moral autonomy, others will

impose moral heteronomy and othars will lead to moral anomy. This research
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examines how people resclve organisational and personal athical dilemmas, in
order to ascertain any possible organisational influsnce. Researchers of
organisation theory have Inferred the influence of the crganisational entity on
individuals' decisions, but no evidence has been found of an investigation as to
whather mora) autonomy is exarcised In organisational decisions, McKendall,
DaMarr and Jones-Rikkars (2002} identiliad tha lack of empirical evidence of
the influence organisations’ ethical climate exers on illegat behaviour and
question tha assertions made by wiiters on the field given the absence of such
evidance. The problem this research addresses is the identification of the
paersonal and organisational impact on the ethical decigion making of individuals
in organisations. This understanding could make available a powerful tool to
organisations to alevate ths lavel of ethics in business practice {Fritzsche,
1995). Victor and Cullen {1987) also propose that conflict between tha
organisational ethical climate and personal ethical beliefs is a passible source
of dissatisfaction, tumover and performance problems, and call for tha
investigation into individuals' adaptation to an ethical climate in terms of their
persaonal ethical values, They claim such an investigation will enable an

understanding of several affective and behavloural responses to organisations.

This research examines individuals making decisions about ethical dilemmas.

It is hypothesised that decision-makers are affectad by their parsonal valuss
and the characteristics of tha dilamma. In the case of work related dilemmas, it
is also asserted ihat the decision-maker is affected by the ethical values of tha
organisation. These three factors, personal moral values, organisational ethical
valuas and characteristics of the dilemma, combine to create a decision mada

by an individual that can be classified into one of three categories: morally
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autonomous, morally heteronomous or morally anomous. These dacision
categories will ba explained in this chapter, together with the medel developed
in this research (see Figure 5.1), based on the underslanding of autonamy and
organisations that has bean explained in the literature. Because the modal
developed itaratively, it s not possible to exclude all of the debatas In the
literature from this chapter. References are made ta theories thai irave been
important in defining the various components of tha model to clarify their nature

and relationships.

The research Is based on the premise that public and private moral decisions
difter and as a result, paople in crganisations dacide differently in moral terms
in comparison to personal/private decisions. This understanding will help clarify
the organisational posture and structure that is necessary to promote ethical

behaviour.

The concaptual model (Figure 5.1) outlines the possibllities between the
extemal moral order, the organisational world and the moral possibilities in
organisational decisions, In this research, the left-hand side of the model is
examined. Soclety's moral order is acceptad as congruant with the external
moral order. The possibility presented on the right hand side of Figure 5.1 is
developed in Tsahuridu (2002). The two sides are more accurately viewed as
the ends of a continuum, Individual socleties’ moral orders may be located

anywhera betwesn these two ideal positions.
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Figure 5.1

Conceptual Maodel of Ethical Desision Making in Organisations

Extiernal Moral Order

Conslstent Sociatal Moral

inconsistent Sccietal Moral

Order Order
N
Consistent Inconsistent Consistent tnconsistent
Organizational Qrganlzational Organizational Organlzational
Values Values Values Values
Maral Moral Moral Moral Maral Moral
AL y Hat my Anomy Ancmy Heteronomy Autcnomy
Notes: 1 This research addresses cnly the left hand side of the diagram. [t assumes a

societal order that is consistent with the external moral order. The right hand side is

expanded in Tsahuridu {2002).

2 The model is based on Golembiewski's (1989, and personal communication 27 June

1999} proposal that organisationai values need to be subjected to an extemal and

transcendant moral order {see Tsahuridu & McKenna, 2000).
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5.2 MORALITY IN ORGANISATIONS

The operational moce! in this research addresses the organisation and the
individual in ethical decision making. It develops a framework for analysing the
congruency of organisational and societ . values .and the effect such a
congruency may have on the ing™ “u:l's ethical judgement. Ethical deciston
making models in arganisatlc -5 assume the existence of moral awareness.
The assumption of organisational sethical decision making models {Colby &
Kohlberg, 1987: Travino, 1986) is that people recoghise and think about an
sthical dilemma when they are confrontad with one. This is questioned by
Giola {1992}, He argues that decision-makers in organisations are usually not
aware of the athical issues and use familiar “scripts” (.1at do not Include ethical
considerations, Familiar problems in organisations are handled with existing
seripts, “seripts that typically include no ethical component in their cognitive

content” {p. 388).

The mode! presented here sxamies the possibifity of the lack of moral
awareness that is the result of the incongruency of the crganisational values
with socletal values. Hence it addresses the amorality in business and its effact

on the individuals' morality.

Paople in organisations may fail to recognise the moral issues they are facing
and thus fail to employ moral declsfon making schemata, instead employing
other schemata such as economic rationality {Jones, 1991). Jones refers to

rale and event schemata. The moral decislon-making, Jones charactarises as
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an event schema, the moral decision maker as a role schema, So it may be
possibtile for decision-makers to fail to recognise thamselves as moral decision-
makers but instead see themselves as aconomic decision-makers, thus making

an economic deciston that may be morally anomous.

Organisatiens that are Incongruant with the soclal moral order are likely to
accept the organisalional self-interest value. As explained in Chapter 1,
behaving in a manner that results in self-benefit ar is motivated by self-interast,
imespective of the consequences is not moral, because morality by definition
requires using the capacities cne has for non-personal benefil, People pursue
two utilities; the one adhered 1o by the necclassical economic paradigm, which
Etzioni (1988) calls pleasure utility, and moral wtility. Etzioni suggests that
pleasure utility and moral commitment codetermine behaviour and moral

commitment is at least as important as pleasure utility.

Behaviour that excludes morality and is only concemed with the pleasure utility
may nat be immoral either, because immoral behaviour prasupposes moral
awareness. Immeorality in management, implies a positive and active opposition
ta what is ethical {Carroll, 1989). It prescribes the goals of profitability and
organisational success in market share and financial terms, at any cost. The
operating strategy in this case would focus on exploiting opperiunities for
organisational or personal gain and its operating question would be “can we
make money with this action, decislon, or behaviour regardless of what it takes”
{p. 91). Moral management on the other hand would act, behave and decide in
a manner that is fair fer the organisation and all its stakeholdars, Carroll {1989}

divides amoral management into intentiona! and unintentional. Intentional
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amoral managers do not involve the factoring of ethical considerations into their
decisions, actions and behaviours because they believe that business activity
lias putside the sphere to which moral judgements apply. These managers
diffarentiate the rulas applicable to business from those applicable to athar
activities and they are neither moral nor immoral. Unintentional amoral
managers do not parceive business activity in ethical terms because they are
casual, caraless or inatlentive about the possibility of negative or delsterious
sffacts from their decisions and actlons. Amoral management does not attend
cogriively to moral issues but is instead guided by the marketplace,
constrained only by the letter of the law. The gquestion guiding decision making
will be “can we make money with this action, decisicn, behavior” (p. 94) without
intending fo be moral or immoral. This approach is characteristic of an

organisation with inconsistent organisational values in a mora! society.

In the literature review it was explained that paople devalop something that is a
salf, The self contains personality and values. These elements distinguish
each person from others. The vaiues peopls develop, guide their behaviour
whan they are activated. These characteristics make people accountable and
responsible for their decisions and behaviour. The process of intemalisation
makes values one's ovm, For Kant and other libertarian philosophers, this
process is the ouicome of rationality and of thinking about what is right. For
communitarians, it is the process of evaluating society's moral code and
accepting what is considared appropriate. The possibility of not making values
one's own but complying with societal, religious and other values was also
addressed (Beinn, 1988). In ihe former case persons are autonomous because

they obey the self-authorad or accepted moral law, and in the latter
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heteronomous because they decide or behave in accordance wilh a law that i
not theirs but provided by an external source. In both cases however, there is

a moral law that the person uses In making an ethical decision.

Amoral organisations create an envitonment in which pecple are stripped irom
thair moral nomos, be that ssif or other imposed nomos, which is raplaced by
the market or economic nomos. They ate not free to apply their intemallsed or
borrowed nomos but they are required to comply with the markat nomos
provided by the organisation. It musi ba clarified that the lack of moral nomos
required by such an organisation does not lead to hetercnomy because moral
autonomy and moral heteronomy presuppose a moral nomos. The absence of
athics in an organisation does not render the emplayaa in the organisation
heteronomous bacause there is no moral law that the employes is able or
permitted to use. They becoms, at least in their organisational capacity,

morally anomous.

The modsl does not require that the positions proposed are fixed and
individuals and organisations do not shifi between them. [t dees propose
howaver, that organisations that are inconsistent with societal morality are more
likely to lead to moral anomy than organisalions that are consistent with it. The
decision situation and the personal values of the decision maker will also affect

the recogpition of the ethical elements of the decision situation.
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5.3 COMPONENTS OF THE MODEL

The model comprises four levels, the external moral order, the societal moral
order, the organisational morat order and individual decision making, These

levels and their relationships will now be addressed.

5.3.1 External Moral Order

The ‘external moral order' was originally defined by Aristotie {1976, p. 63) as
Good: “that at which all things aim”. Aristotle also addressed the possibility of
the relativism of Good. He explained that good can be distinguished frem bad
in an objective manner "by reference to reasons that do not derive merely from
local traditions and practices, but rather from features of humanness that lie
bensath all {ocal traditions and are there to be seen whether or not they ars in
fact recognised as local traditions” (Nussbaum, 1993, cited in Wijnbarg, 2000,

p. 333).

This raisas the issus of objsctivity in ethics that w.l now be addrassed briafly.
Two broad views exist. One parceives ethics as relative and as such
irreducible tc any form of objectivity, while the other percelves ethics as an
objectiva truth, valid across time and culiures. These two views are those of
relativism and universal ethics, respectively. The contradiction between them
exists because as Fromm {1949) suggests we have not developed fully as
humans and societies of humans. He more specifically states that the

contradiction *will be reduced and tend to disappear to the same axtent to
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which society bacomes truly human, that Is, takes care of the full human

devalopment of all its members” (Fromm, 1948, p, 244),

The relativistic approach claims what is ethical is contingent upon the individual
or the Individual's culture {Palton, Chowdhury, & Vitell, 1999). Relativism is
further distinguished betwsen "descriplive ralativism” which is the ermpirical fact
that peoplas’ moral principles are found to be differant in different periods and
cultures; and “normative relativism®, which means that the acteal rightness and
wrongness of aclions is relative {Emmaet, 1966, pp. 92-93). Morality is not
easlly distinguished between absclute and relative, argues Emmet, bacause
particular moral rules may make sense in certain contexts and not in ather
contexts, This hewever “doas not imply an infintte divarsity of morals, leaving
us with anly emoticnal praference or tradition to decide between them” (Emmet,
1968, p. 107) bacause something that exlsts heyond preferances and traditions

axists.

Normative relativism does not perceive moral precepls valid across individuals
and socisties. Lewis and Speck (1990, cited in Pelton, et al., 1939, p, 243)
arguing in such a manner state that tha problem is that “there is no consensus
on the right set of athics. Ethics concems nat only the behaviour that /s in
society but also the behaviour that ought to be customary in society”. This
concem reinforces Fromm's (19249} claim that relativism is basad on tha fact
that society is not what it ought to be, and when society approaches the
external moral order relativism will no lenger be an issue. Relativism is more
Importantly problematic because it is based an a fundamental contradiction. [t

"claims absolute validity and hence its very form presupposes a principle which
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its manifest content rajects” (Mannheim, 1852, eited in Johnson & Smith, 1899,
p. 1364). Johnson and Smith explain that relativism is unable to cope with its

own criliqus and as a result it Is unjustifiable on its very own grounds,

Kant is a strong advocate of universal sthics. He described morality as
semething rational, nonemplirical and divorcad from the disciplines of
psychology, anthropology or any science of man (Taylor, 1987}, Kant draws a
claar distinction batween what [s, which according to Taylor belengs in the
realm of observation and science, and what ought ta he, which belongs in the
realm of obligatioh and morals. Kant however seas morality as an ‘is' bacause
it exists a priori and is revealed to every human being, so for Kant all rational
human baings will, through thinking, develop the same morality for themselves.
Russell (1987), unlike Taylor and Kant, perceives sthics as a science that is
roncemad not only with the good but also the true. The commonly held view
that athics is concemed with the good but nat necessarily the true, claims
Russell, is based on the common conception of ethics as being concemed with
human cenduct, and the vice and virtue of such conduct. The aim of ethics, he
argues, is not contained only in practice “but propositions abou! practice; and
prepositions about practice are not themssives practical, any more than
propasitions about gases are gaseous” (p. 19). So for Russell ethics is a
nermative field that aims to establish propositions of the practice not the
practice ltself. He therefere adopts an objectivistic approach, claiming that such
propositions exist and not a relativistic approach ihat perceives such
propositions as relative to a specific time, culture ar theory, Taylor,
antithetically, quaestions the ex/stance of a true morality and proposes the

possibility that moralily is based on conventions and practical formulas, which

135



may or may not be workable to achieve whatever aspirations move individuals.
This view however, lacks wide support from ethics and business ethics
philosophers. Werhane (1992) for example argues that the claims of
metaethical relativism may be true, and mora! precepts should not be accepted
unconditionally. Similarly, Rachels {1997) suggests that it is necessary to
axamine the accepted ethical opinlens and engage in philosophical argument.
Such argument leads to the examination of commonly held opinions and may
lead to doubting such opinions. Moral baliefs, even if firmly established in
common practice should be crticised, and even modified or rejected if
sufficiently good reasons are found. This process enablas for the change of
society's moral order, it enables morai growih, and it may enable socisty's

moral belisfs and customs to advance toward the external moral order.

Werhane {1992) concludes that even if moral facts cannot be revealed, the
pattems of rationality, moral reasoning, moral judgements, and valuas that
spring from those patterns can. She subscribes to moral realism, which rests
on the premise that some objective ethical valuss exist. She explains moral
realism as closely related to moral cognitivism. That is the belief that cartain
moral principles exist, which are true, binding on, and valid for all individuals.
This research aims to assist in the development of propositions about ihe
practice of ethics In business organisations by exploring the effect of
organisations on individuals, thus providing further knowledge for the

establishment of the truth.

136



5.3.2 Socletal Moral Order

Sociaties in different timas may have customs and values that ara not
consistent with the moral order. The Athenian socisty's reatrnent of women
and slaves can be a case in point. Individuals hewever have a respansibility for
the development of thelr personal morality, which for Russall (1864} is not the
unquestioned adaptation of society's moral code but rather its critical
examination. The critisal examination of sceisty's moral code may lead to a
conscientious conviction aof an Individual to act agalnst it. Aussell, unlike Kant,
daes not believe that individuals formulate their own moral codes, but he
prescribes the critical examination of society's moral code. At the socistal lavel,
the law and its synergistic and Intimate reletionship with ethics is also identiffed

by Dunfee (1956).

Ethical decision-making is founded on the premise that objective maral
standards or facts exist (Werhane, 1992}, Without this premise, sthical mora!
judgsmert [s nonsensical, claims Werhane, and explains that "moral standards
ara both the ground and the ideal: the necessary condition for moral decision-
making to take place and the ideal which sach decision and judgement seeks”
{p. 392). The existence of moral facts provides an objactive basis that snables
moral judgements, as wsll as the ideal or goai of moral decision making.
Ethical decision making according to Werhane, is a continuous activity that
takes place within a paricular institutional, cultural, and universal level with the
aim of discovering moral facts as well as evaluating and improving tha

methedology of discovery.
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This ideal in soclety can ba discovered through Kant's social contract {Dodson,
1997). Kant in the first Gritique (cited in Dodson, 1897, p. 96) explains this
ideal as "a constitution allowing the greatest possible freadom in accardance
with that of all others™. in any given period of history, socisty doas not reach or
match this ideal, but the ideal can ba appreximated through humanity's
collective efforts and thers is an abligation to try to do so. Dodsen finds the
concapt of the ideal analogous to a limit i calculus, the ideal s approachad by

civic soclety but it is not identical to it.

The moral order, Golambiewski (1988) explains, is above the ethics of any one
time and place, it is unchanging and unchanged. “The human drama involves
adjusting our athical sels so as to approach more closely our knowladge of the
moral order as it becomes increasingly possible to do so and as our moral
insights become increasingly precise” (p. 61}. Golembiewski (1958}
differentiates between conduct, morals and ethics. Conduct, he states, refers
to the observed behaviour of individuals or groups, while ethics refers to “the
contemporary standards at any point in time on which men evaluate their
conduct and that of men about them” {p. 61). Morals, Golembiewski explains
are “absolute standards that exist beyond tims, standards of the good and the
trug” {p. 61). Golembiewski explains that we may live our [ife by our ethics, but
the course we set must ba based on the moral order as we come 10 know It
The expansion of business ethies (Byrne, 2002; Tsahuridu, 2002) and the
moralisation of vegsterianism and smoking (Rozin, Markwith, & Stoess, 1997
Rozin, 1999) are expressions of changes in societal moral arder and evidence

of moral growth,
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The exterrial moral order or the good that is accepted here Is not a rolative
phenomanon based on the preferences or idiosyncrasies of societles and
individuals, but rather on moraiity that is objective and valid across culturas and
time. This conclusion is based on the reasoning explained earlier. Itis also
supported by empirical research conducted by Abratt, Mel, and Higgs (19592)
that found culture, the different soclo-cultural and political factors, to have very

little or no impact on ethical beliafs.

5.3.3 Organisational Ethics

The term organisational ethics is not used here as a different ethics that is
applicabla to organisations, but as the application of ethics on organisations.
The organisaticn is a sub-system of the social system. As part of the social
systern, "the value system of the organization must imply basic acceptance of
the more generalized valuas of the superordinate systerm — unless it Is a deviant
organization not integrated into the supsrordinate systermn” {Parsons, 1980, pp.
20-21). Examining the existence and occurrence of amoral managemant and
the distinction between public and private morality that was addressed eatlier,
the hypolheses that can be formulated are that either amoral management is

deviant, or that amorality is accepted/demandad by the superordinate system.

The model {Figure 5.1) extends the understanding that the problem with moral
values in businass organisations exists when there is incongruence betwean
individual and organisational values (Liedtka, 1989). Liedtka claims the issue of

individual and organisational values arises only if there is no congruence and
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prescribes the analysis of the dyed (individual-organisational values) to
determine whose value system or self image dominates the decision making
process. This model proposes a triad instead consisting of socletal,
organisational and personal values. Congruency betwsen individual and
organisational value systemns may not create an ethical ‘issu¢’ if both valua
systems exclude moral values. It thus proposes that what is necessary is a
congruancy between organisational and societal values to make possible the
identification and examination of issues in ethical terms. If that congruency
exists, than people have the capacity to make ethical dacisions. It qualifies that
both organisational and persanal values must include ethical values that are in
congruence with the societal values and the external moral order. This type of
congruency enables even if it does not guarantee moral autonomy of persons

and organisations.

Liedtka {1989) also suggests that “in the abserice of conflict between indlvidual
and organisational valugs, the rational and satisficing theories are not seriously
inaccurate [n describing the aclual decision process. In these cases, the
individual accepts organizational values, perhaps uncensciously” (p. 806). If
howeavar there is no conflfct between individual and organisational values then
the organisation will not oblect if tha individual uses his/her individuai values.
Conflict between or within value systems, according to Liedtka, leads to the
disruptian of decision seripts, forcing individuals 1o use non-scripted processes.
But this account does not addrass the individual as fillar of roles or subject to
rules, discussed in the pravious chapter. Individuals as role fillers, can exclude
personal moral values from organisational decisions, thus eliminating this

conflict and using scripts developed by the organisation,
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5.3.4 Individual Decision Making: Autonomy, Heteronomy and Anomy

Autonomy and heteronomy are antithetical extremes in the sphere of morality.
Ancmy lies outside this sphere, and it excludes morality. These elements of the

model will now be described.

In this research, meral autonomy refers to individuals' capacity to possess
ethical values and apply these values in ethical decisions. The emphasis of
moral autonomy is on boih the right thing 1o do and the good thing to de.
Perscna can be moraliy autonomous in both the deantological and teleclogical
views, because the difference between deontology and teleology is the relative

priotity they place on the concepts of good and right (Nesteruk, 1991a).

Nozick (1981, p. 484) claims that "all substantive athics has been fitted or
poured into these two powerful and appealing moulds” the moulds of
deontology and teleclogy. Deontology is a libertarian position based on
universal individual rights {Etzioni, 1898). Deontology argues that morality
primarily involves a respect for each individual's rights by performing ene's
corrasponding duties (Singer, 1997; Wheeler & Brady, 1998). The moral status
of an act, according to deontology, should be judgad not by its consequences
but by the agent's intentions (Etzioni, 19986). The teleclogical approach
determines the morality of an action by its end results or consequences (Singer,
1997}, Teleology is a communitarian position which sees values as ancharad

in particular communitias {Etzioni, 1996}.
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Deontology and teleclogy are not forms of reasoning, but rather “behaviar-
orientations that can be independently rationalized” (Brady & Whesler, 1996, p.
837). As a rasult most people in most situations avaluate the ethicality of an act
on the basis of a combination of decntological and teleclagical considerations
{Hunt & Vitell, 1986). Support for this mode! is provided by the research
conducted by Hunt and Vasquez-Parraga (1993} whare varfance in ethical
judgement can be explained by deon {duty) and telos {end) and variance in
intention can be explained by ethical judgement and telos. DaConinck and
Lewls (1997) also found that both deontological and telgolegical considerations

influance ethical judgements with decntological being mare influential.

Moral autonemy Is possible in organisations, Davls (1996) percelves both
agent centred (Dworkin, 1998) and dasire centred (Frankfur, 1981)
conceptions of autonomy consistent with the employer — amployes relationship,
despite their differences. On the agent centred conception the crucial guestion
according to Davis is: “Does the employer laave the employea with the relevant
capacities to reflect on his desires and to accept or change them based on
higher ordar desires” (p. 444). On the desire centred conceplion the question
is: "Does the employer instil desires (or, as a manager might say, motivate) in
an inappropriate way, or instil desires ihat could not survive exposure to the
facts, or instil desires with which the employee cannot identity?” (p. 444). Davis
argues that in the agent centred autonomy, some hierarchical organisations
may limit any possibility for independent thought. In the desire centrad
autonomy, Davis accepts that some employees will respond affimatively to the
questions posed but most would not, and faw organisations transform their

employees into automatons. If employess are nat automatons, then thay should
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be able to act autonomously in work organisations as thay can outside wark
organisations and the fact that they are obeying orders is not enough, for Davis,

to show that they are not acling autonomously.

Moral autonoemy is praferable to heteronomy {Benn, 1988). Maral autonomy is
congruent with moral agency and with being a person, It is also congruent with
regpacting each person and treating persons as ends and naver as means. It
is also possible that ethical dacisions can be made in moral heteronomy. Thus
maral autanomy is not the only state that renders moral decisions possible, as it
appears possible for heteronormous morality to be as morat as autonomous
morality. Autcnomy must not be equated with morality and heteronomy with
immorality. Antithetically, autonomy and heteronomy may provide tha plateau
on which morality for individuats living in societies is possible. Heteronomy is
however problematic because it presupposes the use of people as means and
not as ends in themselvas. “A person is considered to act autoncmously only if
the aclion is compatible with that person’s 'considerad moral judgement™
{Shaw, 1998, p. 269). This Is a definition that is in hammony with the

conceptions of autenamy examined in the previous three chapters.

Autonomy as self-rule is thus possible in organisations if the decision maker s
ahle to assess the organisational influences. It is not possible however, if the
organisation determines the behavicur rather than the decision maker's
svaluative assessment. A person then possasses autonomy if that persan
does not simply react to the environment or other influences, but actively
shapes hehaviour in the context of the anvironment and the other influences.

This concepticn of autonomy allows for a person to be subject to the hierarchy
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or the organisation, without necassarily sacrificing his autonomy. May (1894}
posits a person's judgement as helmsman. Action is a means to an end and
the agent sets the direclion. The direction is set basad on considerations which
may or may not be controlled by the agsnt, but the direction is not simply a
product of these factual considerations, but a product of the agent's active
assessment of factual information. This, concludes May, is a plausible
concaption of autonomy in sociely. As mentioned, Kant and Aousseau make
autonomy in society plausible if sociaty's valuges are congruent with each
individual's values, thus making each Individual subject to his own values and
thus autonomeus. This is parceived as unlikely In the current globalised and
plural world, May's communitartan appreach allows for autonomy in sociaty

and in the community of the business organisation.

Anomy is the lack of moral orientation. |t appears o be closely associated with
the amoral, or lack of moral values in declsion making that leads to amoral
judgements of individuals and organisations. The model presented here takes
into account the possibility that decisions and actions in organisations may

exclude ethics.

An autonomous moral decision would ba based on personal eriteria, on the
individual's will or the Individual's perception of the ‘good’ to socisty. It cannot
be based on extemal values, The self motivates the autonomous moral
decision and it is the self-legislated law that it adheras to. lts explanation is

thus not possible by any othar parameter than the sglf.



A heteronomous moral decisicn can be made by applying external principles
and values. |ts explanation is thus possible by the expected or perceived ends

or external rules.

The anomous decision is a decision made in the absence of moral reasoning.
An ancmous meral decision is a decision made under uncsrainty where the
decision-maker is unable to recognise the moral Issue so the judgement does
not invalve the use of maral reasoning, it s made under conditions of marai
leylessness. The decisfon-maker in the arganisational context is indiffarant

about the ethicality of the decision.

5.4 DEVELOPMENT OF RESEARCH PROPOSITIONS

The main question explored in this research is organlsations’ possible effect on
the moral autanomy of thelr decision-makers. It is proposed that organisational
ethical decision making is affected by the ethical values of the organisatior.
Some organisations are expected to enable mora! autenomy, others to impose
moral heteronomy and othars o Jead to moral anomy. As a result, the athical
decisions made in and for crganisations are expected to be different from
ethical decisions people make in their personal lives. Tha literature and
rationale for this question have been discussed in Chapters Three and Four. In
addition, how the characteristics of ethical dilemmas, in particular thalr difficulty
and complexity, affect the moral autonomy of dacision-makers is examined (ses

supposition 2}, The unit of analysis is the individual, because it is the individual
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who makes decisions, even if on behalf of others and subjected to scripts or

rules imposed by othars.

To explore moral autenomy in organisaticnal decisions, ethical dilermmas in the
organisalional and personal contexts are usad, where respondents are askad to
address dilemmas that differ in complexity and difficulty. The characteristics of
the dilemmas and their selection process are reporied in Chapter 6. Different
organisations are expected to have differant degree and scope of influence. In
order to explare how different organisations affect the morallty of their
membars, threa disparate organisations are chosen, The typolagy for
differentiating between organisations used here is Ouchi’s (19580)

bureaucracies, marketls and clans.

The research propositions operaticnalise the research supp'osilions. These are
summarised in Table 5.1 in relation to personalforganisational and

difficulty/complexity dimensions,

Ressarch Proposilion 1
Paople are expected to make more autonomous rmoral decisions in personal

ethical dilemmas and in organisations that have values congruent with saciety's

values, than under other circumstances (see Tabla 5.1).

Research Proposition 2
Declsion-makers in bureaucratic organisations are expectad to make more

anocmous organfsational ethical decisions in crganisational dilemmas of low

difficulty and complexily {see Table 5.1) and hetercnomous decisions in

e
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organisational dilemmas of high difficulty and complexity. This Is because in
dilemmas of low difficulty and complexity, people in an organisation that is
guided by strict compliance with the rules provided, may not identify the ethical
elemants of the dilemma. In complex and difficult decisiens, declsions that
have higher moral intensity {Jones, 1991} persons are more likely to have moral
awareness. In these dilemmas, the individuals are expectad to make decisions
that comply with the rules, regulations and law that are provided by the
organisation and the profassional bodies or legal system but less likely 1o raly
on their own moral valugs, In these dilemmas the individual may try 1o decide
in accordanca with organisational expectations and the decision will be based

on such organisational inpul.

Tabie 5.1
Ressarch Propositions for Ethical Decision Making

Ethical Dilemma
Difficulty Complexity

Organisation: Low High Low High
Bureaucratic An H An H
Clan A A A A
Market An An An An
Personal Dilammas A A A A
Where: H = Heteronomous, An = Angmous, and A = Aulcnomous.

Rssearch Proposition 3
Decision-makers in a clan organisation are expected to make more
autonomous organisational decisions. In clan organisations, decision makars

are expectad to be given more freedom and allowed more autonomy fo use
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their own moral values and are thus more likely to exercise moral autonomy.
This s the case hecause clan crganisations are charactarised by
independence, or the ahllity provided to people to use their parsonal moral

values, and alsc by bansvolence, which is based on caring for others,

Resaarch Proposition 4

In & market organisation, deciston-makers are more likely to make anomous
decisions because the emphasis of such organisations is instrumentality, which
is based on egoism. As it was explained in Chaptar 1, egoism excludes

morality.

5.5 RESEARCH DESIGN

The research design is based on the key concepts of the context of the
organisation, the perscnal values of individuals, and the judgements individuals
make. It was thought that the way people resolve crganisational and personal
dilemmas will provide an insight as to whether they exercise moral autonomy in
organisa_:ional decisions. It is therefore necessary to examine the context
differant organisations provide, the ethical value of people in the organisations
and the judgements ihese paople make in organisational and personal

dilemmas.

In order to accomplish these tasks both quantitative and qualitative research
was considered necessary. Tha research questions require the assessment of
the organisational ethival elimata (the parception of the organisational ethical
values by the individual decision-maker), and the personal athical valites of tha
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decision-maker. The ethical climate and personal values can be examined
quantitatively, using existing instruments that have been shown to be relfatle
and have been validated in several studies. In this research, Victor and
Cullen’s {1987, 1988) Ethical Climate Questionnaire (ECQ) and Forsyth’s
{1980, 1992a, 1982k} Ethics Position Questionnaire (EPQ) are used, to
examine the ethical cllimate and personal values respectively. The research
questiens also require assessing how personal values are applied in personal
and organisational ethical judgemsnts. It was therefore nacessary to develop a
range of ethical dilemmas to ascertain individuals' ethical reasening in
organisational and personal contexts. These dilemmas needed to be relevant
to the respendents and to be of predictable difficulty and complexity in arder to
make comparisons between organisational and perscnal type dilemmas. The
development and selection of the ethical dilemmas, and the data collection
process are discussed in the following chapter. The ECQ and EPQ will now be

explainad and their selection and use justified

5.6 ETHICAL CLIMATE

The Ethical Climate Questionnaire devaloped by Victor and Cullen (1987, 1988)
Is usad for the assessment of the ethical climate of 1he three organisations.
Organisational climate is used in this research because it relates to the
workplace as a community {Agarwal & Crulse-Malloy, 1998} and as such, it
providas forma! and informal beliefs, values and norms that inform the
membaers of the community how they ought to behave, The morai climate of an
organisation addresses its meral coneems and is an intervening variable

{Cohen, 1995, clted in Agarwal & Crulse-Malloy, 1999, p. 3) that explains the
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effect of the organisation on employee behaviour. Itis defined as the
"pravailing employee perceptions of organizaticnal signals regarding norms for
making decisions with a moral cornpeonent” {Cohan, 1998, p. 1213). These
employse parceptions are shared batwseen the members of an organisation

{E!m & Nichols-Lippitt, 1993).

Victor and Culten (1987, pp. 51-52) define tha ethical climate of an organisation
as "the shared perceptions of what is ethically correct behavior and how ethical
issues should be handled”. Tha ethical climate, according to Victor and Cullen,
Is one dimension of the work climate, and raflects and helps to define the ethics
of an organisation. It is a relatively stable, psychologically meaningful
perception that members of an organisation hald, concemning ethical
procedures and policles (Wimbush, Shepard, & Markham, 1997b). It focuses
on the perception of individuals and how that perception understands what the
organisaticn seas as ethical (Dickson, Smith, Grojean, & Ehrhart, 2001), Itis
determined by factors such as the environment in which the organisation
functions, the form of the erganisation, and the grganisation's history (Cullen,
Victor, & Stephens, 1889). Here it is impartant to stress that what an
organisation sess as good of right, may not be considered as such by the
broader socisty. Dickson et al. (2001) emphasise 1his point and prefer the term
c¢limate regarding ethics instead of athical climate, which implies the existerce
of ethics in the climate. In this research both terms are used, but it must be
kept in mind that the athical climate does not necessarily contain ethics nor
makes people in the organisation sthical. As we will see latar, a highly
Instrumenta! climate {s more likely to make people behava unsthically, but such

behaviour will be considered right and goed by tha organisation.
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The sthicatl climate is an appropriate measure for this research because it
ascertains employee perceptions of the organisational influence on ethical
judgements. It also reflects behavioural expectations the organisation places

on its members.

5.6.1 ECQ's Phllosophical Basls

Loaking beyond what ethical climate is and how it affects people, the basis for
the ethical climate questionnaire is provided by Kohlberg (1984). Kohlbery
identified the soclo-moral atmosphare of an organisation as a significant factor
in ethical decision making by Individuals in organisations. He asserts that
organisations possess norms for ethical judgement. Thase noms vary
batween organisations, sa organisations have diffarent ethical climates and the

ethical climate perspective captures the socio-moral atmosphere,

The ethical climate (Victor & Cullen, 1987) is based on the egoism, caring and
principle ethical orientations, which correspond with Kehlberg's {Colby &
Kohlberg, 1987) preconventional, conventional, and post conventional stages
{Chapter 2 addressed Kohfberg's theory of Cognitive Moral Development and
Gilligan's, 1982, ethics of cara). These corespond to the philosophical ethical
classes of egoism (hadonism), utllitarianism (telaclagy) and principle
{deontology). Egoism is also a teleclogical orientation; thus the thisa classes
are reprasentations of teleclogy and deontology, so as it was mentioned earlier
{Nozick, 1981) the thras classes can be poured into the teleclogical and

deontological moulds. In terms of individuals’ motives, the ethical classes of
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egoism, utilitarianism and principls can be described as: maximising one's own
intevests, maximising joint interest or adherence to universal principles

respactively.

In refation to the decision making model of this research, egoism corresponds
wilh the anomous decision category, while the utilitarian and principled classes
correspond with the heteronomous and/or autonomous categories. Tha
Instrument used to measure personal qthical values, the Ethical Position
Questionnaire {which wili be described later in this chapter} is also based on
daontology and teleclogy, thus making the comparizons betwaen crigntations

and ethical judgments meaningful.

5.6.2 Micro and Macro Levels of Ethical Climate

An Important question about ethical climate is whather it Is an individual {micre)
or an aggregate (macroj lavel phenomenon. Soma insight can be gained from
tha analogous cencept of organisational climate. In the case of organisational
climate as is the case with ethical climats, there is no consensus of opinion.
This lack of consensus is understandable, since ethical climate is contained in

organisational climate.

Tha elhical climate is seen as a macro Jevel concept as it describes the moral
environment of the organisation and its sub-units (James, Joyce, & Slocum,
1988; Wyid & Jones, 1997). Howevar, the essence of the construct and its

relationship te individuai ethical decision making, also give it a micro level
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dimension. James et al. (1988) posit that climates of any kind exist on twa
levels: {a) the psychological plane found in the individual's percaption of the
climate and (b) the organisational plana where climate is the aggregate
perception. A psychological climate consists of the individual perceptions that
reflect how work environments, which contain organisational attributes, are
made sense of and understood by individuals (James et al. 1988), The
aggregate of the individual psychological climates makes up the crganisational
climate, it individuals in an crganisation share perceptions. Shared perceptions
imply shared assignment of meaning, according 1o James et al. (1988, p. 129)
and "attributing meaning te environmental stimuli is a preduct of cognitive
information processing, and it is Individuals and not organizations that cognize"
{p. 130). Glick (1985} argues that the organisational climate is an emergent
praparty that cannot be entirely reduced to Its constituent elements at the
individual level of analysis. This view is basad en the attributes of
organisational climate dascribed by Schneider and Raichers (1983, cited in
Glick, 1885) that include {a) common exposure to the same objective structural
characteristics, {b) selecticn, attraction, atlrition of organisational member,
resulting in a homagenous set of members, and {c) social intaraction, reflecting
the symbolic interactionist perspective, focusing on the interaction as the unit of
theory and analysis. Organisational climate is thus developad in & socistal

contaxt and cannot ba raduced 1o the individual level.

In this research, ethical climate is accepted as a macro leve! concept that
anables people in organisations to develop and share meaning and
understanding abou! what is expected and considered appropriate in terms of

ethics in organisations. The environment, history and structure of the
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organisation affect it and in tum it affects the individuals whe act in and for the

organisation.

In summary, the organisation as a community has a climate that reflacts shared
valugs and beliefs, The climate of the organisation develops through its formal
and informal systems and affacts the behaviour of individuals acting in and for
the organisation. The ethical climate is pan of the general climate of an
organisation and provides noms for ethical decision making. The
organisation's ethical climate halps to determine “{a} which issues members of
an organisation conslder to be ethically perinent, and {b) what criteria members
of an organisation use fo understand, weigh, and resolve these issues” (Cullen,
et al,, 1989, p. 51}. As such, an ethical climate contains the policies, practices
and procedures that are rewarded, supported and expected regarding ethics in
an organisation {Schneider, 1987). The ethical climate does not necessarily
define what is right and wrong but focuses on the things an organisation's
members perceive the organisation to accept as ethical {Dickson et al., 2001).
A basic assumption of Victor and Cullen’s athical climate research is that ethical
criteria are pravalent and significant in organisational decision making. That is,
organisational decision making does not only involve statements of fact but it

frequently involves questions about "what ought to be" (p. 52).

This understanding of ethical climate Is important because it clarifias that an
arganisation's ethical climate has nermative content and it communicates to an
organisation's members what they ought to do, as well as what s acceptable
and expected. It is because the organisation has the capacity to have an

athical clirate that it can influence the moral behaviour of its members. This
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capacity is what can affect the moral autenomy of an crganisation’s members.
An ethical climate does not necessarily prescribe athical behaviour.
Organisations that have egolstic ¢limates will not promote ethical judgements or
bshaviour, They ars likely to discourage thair members to apply any moral
values. As noted above, it has been clarified that an ethical climate may not be
ethical at all and it is more appropriate to refer to it as the climate regarding

ethics {Dickson, et al., 2001},

The organisation’s ethical climate is a major foree that affects ethical decision-
making but it does not affact all decisions made in organisations. 11 excludes
issues such as how information is gathared, conventions and rules that de not
have an impact on morality, and organisational choices that do not affact the
wall being of individuals or groups. Thus, according to Cullen el al, {1988}
ethical climate does not deal with quastions of fact or convention. The ethical
climate deals with questions of morality that affect others, including the
organisation. The ethical ¢limate is important in relation 1o ethical behaviour,
bacause different types of ethical climate can be associated with ditferent types

of ethical behaviour (Cullen, et al., 1989).

5.7 PERSONAL VALUES

The personal moral values of raspondents need to be ascertained, in addition
to tha assessment of the ethical climate of the three crganisations, so the
distinction between autonomous, heteronomous or anomous moral judgements

can be made.
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Vaiues affect the individual characteristics of the person—situation dyad that
affects judgments, intentions and behavicur, Consequently, the existence of
values doas not guarantea their use in decision sitvations, and the situations

when values are more likely to be activated and used have bagn outlined.

Values are abstract ideals, “representing a person's beliefs about ideal modes
of canduct and ideal teminal goals” (Aokeach, 1868, p. 124), Bellefs, Rokeach
explains, provide the content that describes the truth, correctness, and
goodness of objects. They advocate certain courses of action and certain
states of existence as desirable or undesirable, All beliefs according to
Rokeach, are pradispositfons to action and a set of interrelated predispasitions
te action organised arcund an object or situation is an attitude. An atitude ‘is a
relatively enduring organization of beliefs around an object or situation
predisposing one to respond in some preferential manner” (Rokeach, 1968, p.
112). Beliefs like values may be consciously conceived or held unconsciously

and can be infarred from behaviour,

Values have strong motivational, cognitive, affective and behavioural
components (Dose, 1987; Rokeach, 1968). They are determinants of attitudes,
as well as, behaviour, Intemalised values become, “consciously or
unconsciously a standard or criterion for guiding action, for daveloping and
maintaining attitudes toward relevant objects and situations, for justifying ona's
own and others' actions and aftitudes, for merally judging self and others, and
for comparing self with others” (Rokeach, 1968, p. 160). Intemalised values are

not primarily dependent an any specific leval of reward for thair motivation
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{Parsons, 1960, p. 140}, but they motivate baehaviour and attitudes. They are
intemalised and influgnce behaviour, but do not have the character of goals
(Lewin, 1952). Values are not force fields but determine which types of activity

have & positive or a negative valence for an individual in 2 givan situation.

Values are standards while attitudes are aftached to specific objects, and
indlviduals possess fewer values than attitudes, thus making values a more
economical construct according to Dose (1997). Rokeach divides values into
two categorles: terminal values are concermed with ultimate goals such as
freedom and equality, whilst instrumental describe values about conduct such

as honesty and ambition.

Parsons {1951, p. 12) defines a value as "an element of a shared symbolic
systam which serves as a criterion or standard for selection among aliemnatives
of orientation which are intrinsically open [n a situation”. The cultural tradition
according to Parsons is the shared symbolic system, which functions in
interaction. This symbolic system must be relatively stabls for the elaboration
of human action systems. Culture is transmitted, teamed and shared {Parsons,
1951), it is both the product of and a determinant of systems of human

interastion,

5.7.1 The Ethics Position Questionnaire

The Ethics Position Questionnaire (EPQ} developed by Schlenker and Forsyth
{1977} and Forsyth (1280, 1992a) is used for the assessmant of the personal

sthical values in this research. The EPQ is a psychologically ariented measure,
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which focuses on refativism {teleclogy} and idealism {deontolegy). This
measure was cons!dere_d the most appropriate because it emphasises personal
moral values and uses the relativism / idealism dichotomy, which parallels the
philosophical dichotomy of telealogy and deontology. This is important in this
research because the Ethical Climate Questionnaire is also based on this
dichotomy; thus the compariscn balwean ethical climate and personal values

will be possible and meaningful.

Other valus instrumants that were censiderad for this research wara the
England, Dhingra, & Agarwal {1974} Personal Values Quastionnaire (PVQ) and
Rokeach's (1968} Valus Survey. The PVQ was howaver not regarded an
appropriate instrument for this research, as it measures valuss of managers
and not the moral values of paople in ganeral. Rokeach's {1968) Values
Survay (RVS) measures values in general and not ethical values in particular

and was thus not used in this research.
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CHAPTER SIX
METHODOLOGY

This chapter deseribes the methodology and the research instruments and
justifies their choice and appropriatenass. The main issue addressed in this
research Is whethar crganisations affect the moral autonomy of their members.
It also tests the assumption that the individual characteristics, the
organisational characteristics and the characteristics of the dilemma impact on

tha possibility of moral autonomy.

The research instrument, as outlined in the previous chapter, uses the Ethical
Climate Questionnaire (ECQ), the Ethics Position Questionnaire (EPQ) and
ethical dilemmas that address organisational and persona! issues. The anomy
scals developed by Bachman, Kahn, Davidson, and Velasquez (1967, cited in
Zahra, 1989) was also intended to be used. Howsver, during the analysis it
was found that this scale contributed complexity but not cfarity and it has been
sxcluded from discussion. The thaorstical basis of the instruments and their
reliability and validity, as well as, the seleclion process of the ethical dilermmas

will be oullined in this chapter.

6.1 THE ETHICAL CLIMATE QUESTIONNAIRE

Victor and Gullen's {1887, 1988) ECQ contains 26 statements referring to the
climate of an organisation. More recently, Cullen, Victor and Bronson (1993}
proposed ten additional items to the ECQ), howevar the original 26 item ECQ
scale was found to be more parsimonious based on Fritzsche's (2000) ressarch

and factor analysis.
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The ECQ is based on the premise that the ethical climate represents the
collective moral almosphere that exerts pressure on an individual's ethical
decision making (Upchurch, 1998). The maasurament of ethical climate
assumes that each organisation or subunit has its own moral character, group
members know what this moral character is, and they can tell an outsider about
their organisation's moral character in an objective way, regardless of how they

feel about it {Cullen, et al. 1989).

The ECQ was daeveloped based on social role theory to describe three diffarent
levels of analysis in ethical decision making: individual, local and cosmopolitan.
The individuat level bases ethical decislon making on the individual. The local
level grounds decision making on the practices, palicies and related
organisaticnal phenomena, and the cosmopolitan level is extemal to the
individual and the organisation and uses such bases as professional

associations or a body of law (Victor & Cullan, 1988).

Victer and Cullen {1988) proposed nine ethical elimatas based on the
philesophical distinctions of egoism, bensvolence and principle that ware
described earlier and the individual, local and cosmopolitan levels of analysis,
making a twe dimensional theoretical typology {see Table 6.1). Each propassd
athical climate is distinct and represents a form of reascning that might ba used
in organisational decision making. Empirically, Victor and Culten confirmed the
existence of five climates: Caring, Rules, Law and Code, Independence, and
Instrumental (see Table 6.1). In this research the analysis will ba cenducted

using the theoretical and empirical ethical climates. The theoretical dimensions
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will be used to ascertain primarily the locus of analysis emphasis in each

organisation.

Tabla 6.1
Ethical Climate Types

Lovel of Analysis

Ethlcal criterlon Individual Local Cosmopolitan

Egoism Self-interest(*) | Company profit

Instrumantal (*") | instrumental Efficiency

Benevolence Friendship Team interest Social
Caring Cating responsibikty
Principle Parsanal Corpany rulas I;;g:ﬁ?:r?al
p morality and procedures P codas
Indepandence Aulas Law and code

{*} The theoratical ethical typas proposed by Victor and Cullen {1987,

1988, p. 104).

{**) In italics the ethical types empirically derived by Victor and Cullen

{1988) using factor analysis.
In relation to the theoretical modal of this thesls, moral autonomy will by
definition be more likely in an organisation that is perceived high on the
Independeance dimansion. The Independence climate allows and expects
individuals 1o use their personat moral values to resolve organisational sthical
dilemmas. Moral hateronomy will be more likely in the Rules, and Law and
Code ethical climales. Tha emphasis of these climate types is the compliance
with both erganisational rules and regulations in the case of a Rules climatse, or
professional code and law in the case of a Law and Code climate. As a result,

individuals will perceive the necessity to apply the other imposed rule to resclve

ethical dilammas, thus making moral heteronomy possibla. Moral anomy will
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be more likely In a highly Instrumenta! organisational climate. Highly
Instrumental climates rely on egoism, and egoism by definition exciudes
morality. Morality rests on the ability to use ego capacities for non-ego ends
{Hoffman, 1980, cited in Shelton & McAdams, 1990). Instrumental climates
expect and amphasise ego ends, thus disabling morality. Caring type climates
may enable maoral autonomy or moral heteronomy. Moral autonomy in a caring
climate will be likely when the organisation allows the individial to use hisfher
values that will resuitin the benefit or good of society. Moral heteronomy will
be llkely when ihe organisation pravides the values that individuals use to care

for others.

6.1.1 Reliability and Valldity of the ECQ

The relfabilities of the five dimensicns of the ethical climate detived by Victor
and Cullen {1988) are: Caring: o=.80, Law and Code: a= .79, Rules: = .79,
Instrumentai: ¢=.71, and Independence: u=.60 {Victor and Gullan, 1987, p.

113). These are considared acceptable for axploratory research (Halr,

Anderson, Tatham, & Black, 1995).

The reliability of the instrument was varifiad further in a number of gther studies.
Elm and Nichols-Lippitt (1993}, used a 23 Likert itam scale of Victor and
Cullen's (1988) ECQ, corresponding directly to the Caring, [nstrumentat and
Principled climates. The Cronbach alpha test of reliability in that study
indicated that the Caring ¢limate’s o was 0.78, the Instrumental climate’s o was
0.72, and the Principled climate's « was 0.70. These are all considared

acceptable, according to Munnally {1578},
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Wimbush, Shepard, & Markham {18587a} examinad the Rules, Independenca
and Instrumental dimensicns in their research. The Aules dimension did not
constitute a distinct factor in that research, probably hecauss the Rules, and
Law and Coda factors are closely related and respandents did not identify thern
as different enocugh. This research identified another climate dimension, that of

‘sarvice" (o = 0.85), which relates primarily to customer service,

Sims and Keon (1997) used only 15 climate daescriptors developed by Victor
and Cullen (1988}, The 15 items contained three descriptors from each of the
five ethical climate dimensions found to axist by Victor and Cullen (1988}, the
Caring, Law and Code, Rules, [nstrumental and Independence. Sims and
Keon found similar reliabilities to those reported by Victor and Cullen {1998).
This research examined four firns and found significant differences in the
athical climates, but no difference in the moral reasening levels of the
managers in tha differant companies, using the Defining 1ssues Test (Rest,
1979) to assess the managers' level of moral reasoning. However, the Dafining
lssues Test does not present subjects with business-related ethical dilemmas,
rather it measures ethical reasoning in general, Therefore the effect that the
organisational ethical climate may have on tha ethical judgemants in
organisational dilammas was not addressed. As a result the validity of the ECQ

is not affected.

In the not-for-profit gector it was found that the dimensiens in terms of loci of
analysis {see Table 6.1) were polarised between individual and cosmopolitan

{Agarwal & Cruise-Malloy, 1599). This indicates that members of that sector
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fail to perceive an ethical climate of the organisatfon itself but concentrate on
the individual and the cosmopolitan leveis. As a result, in the not-for-profit
sector, the organisational ethical climate Is not a significant determinant of
maoral bahaviour, according to these researchars, but it may be modsrated by
existential and/or universal values, norms and bsliefs. The possibility of sucha
phenomenon has been charactarised as “perverse, irrational and absurd”, as
the lack of organisational control over members may be problematic and
impede efficiency and effectiveness (Hodgkinson, 1996, cited in Agarwal &
Cruise-Malloy, 1998, p. 11). This iduology of contralling employess and making
them cornpliant to achieva organisational effectiveness and efficiency, Is what
makes moral anomy in organisations possibls, tuming persons inte bits rather

than retaining them as whole persons.

Tha validity of the ECQ has alse been confimed in Deshpante's (1996)
empirical research. 1t was found that managers who belisved their aorganisation
had an instrumantal climate wera more likely to parceive a strong negative
relationship betwesn success and ethical behaviour, whilst managers who
perceived a caring climate in the organisation saw a strong positive relationship
betwaen success and ethics. These findings support the hypothesis that
organisations with instrumenta! ethical climates are more likely to promote
moral anomy. Relationships between the perceplions of crganisational sthical
climate and attitudes and behaviour in organisations have also bgen found
{Bamett & Vaicys, 2000; Singhapakdi & Vitell, 1931a; Wimbush, Shepard, &
Markham, 1997b).



In summary, there is consistant evidence that the ECQ provides a reliable and
valid instrument for assessing the velues of organisations, as thelr members
perceive them. These values have been found to affect ethical behaviour at
work (Deshpante 1996). Vitell and Ho (1997} see the ECC as a most pramising
approach to measuring an organisation's envirenment. The results of the
Cronbach alpha tests of the ECQ dimensions in this research are detailed in

Chapter 7 where the quantitative data is analysed and reported.

Respondents use tha instrument in this research to ascertain the parception of
arganisations' ethical climates. This finding will make possible the exploration
of whether respondents use ethical values that are provided by the organisation
or their personal ethical values to resolve organisational and personal
dilemmas, thus enabling the exegesis of whether and to what extent

organisatfons affect their paople in morat judgements.

6.2 THE ETHICS POSITION QUESTIONNAIRE

Tha EPG (Forsyth 1980, 1992a) containg 20 statements and assesses
respondants in terms of relativism and fdealism. Individuals who score high on
the ten-item relativism scale, eschaw universal maral principles and believe that
morality depends upon the naturs of the situation and the individuals involved.
Idealists, individuals wha score high on the ten-item idealism scale, believe that
morality requiras acting consistently with moral principles, norms or laws.

Highly idealistic individuals feel that hamming others is always aveidable and
positive consequences for all involved detarmine decisions, whilst low idealistic

individuals baliave that harm will sometimes be necassary to produce good.
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Relativism and idea'ism are not perceived as mutually exclusive. Individuals
can score high or low on relativism and idealiem, This idea is supported by
Sharp-Paine (1996) who also argues that these two modes of thinking can be
understoed as principle and people orientations, which are not rivals even
though they may conflict at times, but rather complimentary ways of thinking.
Basad on the idealism and relativism distinction, Forsyth developed the

taxonomy of perscnai moral philosophles (see Tabls 6.2}

The ethical ideology taxenomy indicates that ethica!l values can bs based on

idealism and refativism. individuals who ase highly relativistic will cansider the
outcomes of their dacisions or actions, not their righiness, So their values, the
fundamental truths they accept, Include the value of the benefit and avoidance

of harm to others.

Table 6.2
Ethical Ideclogy Taxonomy
Relalivism

Idealism High Low

High Siluationists Absolutists
Reject moral rules; Assume that the bast
advocate individualistic possible oulcome can
analysis of sach act In always be achieved by
each situation; relalivistic. ] fuiowing universal moral

niles,

Low Subjectivists Exceplipnists
Appraisals based on Moral absolutes guide
persgnal valuas and judgernents but
perspectives ratnerthan | pragmatically open to
universal moral principles; | axceptions to these
ralativistic standards; utiliterian

Source; Forsyth (1980, p. 176)

In tarms of the EPQ, indi**duals belong in one of the following categeries:
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Situationists: individuals high on both relativism and idealism. Situationists
rejact absolute moral valuss and undertake an individualist analysis of each
situation.

Subjectivists: individuals high on relativism and low on idealism. Subjsctivists
reject universal moral values and base their judgements on personal values
and preferences.

Absolutists: low on relativism and high on idealism. Absolutists adopt a
deontological approach to ethical dilernmas, rejecting eonsequences and
adopting the moral law that has been establishad through thinking.
Excaptionists; individuais low on both relativism and idealism, adopting a

teleological approach to ethical dilemmas.

The EPQ is not a typology, because a typology assumes discontinuity, which
may naot actually exist in ethical idaology, but it doas explain some of the
individual differances in morality based on idealism and relativism (Forsyth &
Mye, 1990). it assumes that a person's "maral beliefs, attitudes, and values,
comprisa an integrated conceptual system of parsonal ethics" (Forsyth & Nys,
1990, p. 384). This system of personal ethics guides moral judgements, solves
ethical dilernmas and prescribes behaviour In morally foned situations.
Personal mora! philosophies influence action only if the moral valuas are
available to guide cognition and behaviour, comment Forsyth and Mye. That is,
issues need to be perceived as ethical before morai values are activatad,

Moral values may, for examplae, not be activated if the dilemma s not perceived
as an ethical dilemma. The factors that affact the availability and usage of

personal morai values in organisations are ihe focus of this research, The
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anvironmental factors, in the form of the organisational ethical climate as well

as the sthical ditemma itself, are examined.

6.2.1 Reliability and Validity of the EPQ

The Idealism and relativism factors contained in the EPQ have been described
as the factors that most parsimonlously portray an individual's athical value
system (Douglas, Davidson, & Schwartz, 2061). The EPQ has consistantly
demonstrated acceptable lavels of raliability. Its twenty items have been shown
to have a iwo facior solution corresponding to the philosophical dimensions of
idealism and refativism (Barmett, et al., 1994; Forsyth, 1880). The EPQ has
adequate intemal conslstency (idealism «=0.80, relativism a = 0.73), moderate
tast-retest rellahbilitios {0.67, 0.66) (Forsyth, 1980). In Van Kenhove, Vermair,
and Verniars' (2001) study the reliability of the scale was confirmed as it
reportad Gronbach's coefficiant o 0.84 for the idealism scale and 0.77 for the
relativism scale. Douglas et al. {2001) raport similar results. In that study the
Cronbach's alpha for the idealism scale was 0.84 and for the relativism scale

0.81.

The elhical ideologies as measured by the EPQ have also been found to aifect
athical judgements and have conslderable predictive utility regarding maral
values {Forsyth, 1980, 1992a). Forsyth and Nye {1990} tested the effect of
sthical ideologias on moral choices and post-transgression reactions in an
experimental setting. They discovered partial support for an interpersonal
model of moral cheice and reactions. Interparsonal processes impast an

individual's cognition, feelings and behavieur in morally toned’ siluations. An
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interpersonal mode! of morality suggests, according to Forsyth and Nys, that
moral judgement and behaviour varies in different situations because the
interpersonal demands vary. Situational factors moderated the impact of
parsonal maralities on post transgrassion, and personality and situatfonal

factors influenced the moral decision to lie indapendently,

Bamnett et al. (1994} found that students with different ethical ideologies
measured by the EPQ, made different judgements ahout the athical nature of
business actions. Absolutists were found to be the most negative toward llegal
husiness practices and also to be more likely to object to lagal but ethically
questionable behaviour. They judged actions mora harshly than any other
individuals, thus confirming the relationship between ethical ideology and

ethical judgement in business dilemmas.

Giacalone, Fricker, and Beard (1995) used the EPQ to ascertain whether
individual ideology impacts on business ethics decfsions. They found that
individual ideclogy as measured by the EPQ, impacts on the factars individuals
choose to use to evaluate an athical decision, as well as the disciplinary
saverity thay advocate. However, the differences found among individuals with
different sthical ideologies were less than expected. The ressarchers suggest
that this may be due to the fact that on many decisions, individuals do not
behave according to a belief systam they hold but for reasens that are
unrelated ta their philosophy. This finding reemphasises the eifect of the
context and other factors that may affect ethica! decision-making, and supports

the interpersonal model of morality (Forsyth & Ny, 1990).
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The EPQ is used in this research to assess the ethical ideclogies of
raspandents. The instrument was chosen because of its reliabliity and the two
factor solution which is consistent with the idealism / relativism dimensions
{Barnett, Bass, Brown, & Hebert, 1998; Barneit & Vaicys, 2000; Tansay, et al.,
1994). More recently, Davis, Andersen, and Curtis (2001) discovered a third
factor, that of veracity in the ERQ, but they accept that it remains a useful tool

for the assessmant of ethical ideologles in business ethics research.

The EPQ is also chosen bacausa it provides an assessment that Is comparable
to the Ethical Climate Questionnaire in philosophical terms, as it also reflects
deontology and teleclogy. The EPG's canceplualisation of idealism / relativism
is an important explanatory variable of individual ethical decision making
{Bamstt, et al., 1998). Bamett et al. suggest that the EPQ should be used
more in business ethics empirical research. The results of the alpha tests of
this ressarch arg detailed in Chapter 7 where the guantitative data analysis is

reported.

6.3 ETHICAL DILEMMAS

The two instruments in this research that have been outlinad thus far test the
ethical ¢limate of the organisation as perceived by the respondants and the
personal ethical ideology of the respondents. This research also required the
development of ethical dilemmas so respondents' ethical judgements in
organisational and personal decisions are ascertained and the moral autonomy,
heteronomy or anemy of responses explored. This is necessary because the

differances, if any, between organisational and perscnal dlemma judgements
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need to be ascertained, in order to clarify the effact, if any, of the organisation

o the way an individual resolves organisational ethical dilemmas. .

Ethical dilemmas are used extensively In business athics research and are
considerad suitable espeachally for early rasearch efferts (Hunt and Vitell, 1986},
They help to standardise tha social stimulus across respondents and also make
the decision making situation more real {Alexander & Becker, 1978, cited in
Singhapakdi & Vitell, 1991b, p. 5). bolby and Kohlberg (1987) used dilemmas
to test their theory of moral development. The moral dilemmas were used to
"glicit a subject's (1) own construction of moral reascning, (2) moral frame of
reference or assumptions about right and wrong, and (3) the way these beliefs

and assumptions are used to make and justify moral decisions® {p. 61).

Business sthical ditemmas may involve two types of conflict (Liadtka, 1989):
conflict within the individual's value hierarchy, and conflict between individual
valugs and organisational values. The emphasis in the surrent research is on
conflict between individual and organisational values and the impact of such

conflict on tha moral autoniomy of tha individual.

The quastion that is addrassed in this research is whether individuals are more
likely to resclve parsonal ethical dilemmas using their parsonal valuss and
organisational dilemmas using crganisaticnal values. In other words, whethe:
in arganisational dllemmas individuals use thair persenal values, that is
exercise moral autonomy or are subject to heteronomy or anomy. 1t was alsa
hypothesised that as the difficulty and complexity of the organisational

dilsmmas increased, so would reliance on organisational values to resolve
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organisational dilernmas. To test this, it was necassary to construct a number
of organisational and personal ethical dilsmmas of varying difficulty and

complexity, but of high ralevancs to all potential respondents.

The dilemmas used were designed to obtain namative judgements about what
one should do. Colby and Kohiberg (1987, p. 152) propose three ways of
getting interviewees to resolve the ethical dilemmas. °{1) Oral interviews {lape-
recerded and transcribed); (2) oral interviews with responses wiilten by
interviewsr; and (3} written interviews®, Written interviews wers used in the
present rasearch to limit potential bias, and alsc to make it easiar for managers

to participate due to the mors flexible and shorter time requirad,

A key advantage of using researcher-created dilemmas is that respondents are
less likely to suspect they are heing menitored for athical misbehaviour. In
addition, the same sgl of dilemmas can be used in the three organisations,
enabling comparisons betwesen them. A number of researchers have used
dilemmas for simitar reasons. Wimbush et al, {1997b) used dilemmas that did
not pertaln directly to the industry they researched, and considerad this crucial
for getting a higher response rate because employees would not suspect that
the instrument was used for the identification of actual or potential unethical

conduct.

Dilemmas, the most commonly used technique of investigating decision making
in business ethics, also have disadvantages (Marshall & Dewe, 1987}, One
disadvantage of using ethical dilemmas is that it is generally assumed that the

situation outlined is an ethical problem for the respondent, and all respondents
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perceive the context of the dilemma as the same. The relevance of the
dilemmas to the respondents is Important for accurate assessment of
respondents’ moral valuas, as *pacple are not good at pradicting what they will
do in circumstances they have not yet encountered” {Fowler, 1985, p. 80}.
Ensuring that the dilemmas used are relevant to the respondents is thus very

important and will be addressed in the Satection of Eihical Dilemmas section.

Ancther disadvaniags of using dilemmas is based on the approach used for the
respondeants to address them. When the presentation of a dilemma Is followad
by a series of quastions that require yes/no answers, or provide scales, the
quastions prompt reflection on the researcher's reality {(Marshall & Dewe,
1997}, The guestions following the ethical cases to ascenain the moral
judgements and reasoning of respondents need careful construction. In
business ethics research efforis, open and closed questions, and Likert type
scales to assess the reascning and behaviour of respondents are used.
Hoffman (1998} used ethical dilemmas in a study of ethical differences between
men and women. He followed each dilemma with two questions where
respondents expressed their preferred action on a 10-point seale marked
‘definitaly would' - ‘definitely would not'. Cne of the guestions asked
respondents to assums the role of the president of the organisation and the
other the role of an employee of the organisation in an effort to ascertain
raspondents' emphasis on the organisalion's profit vs individual wall being.
Fritzsche (1995) used dilammas to examine the relationship between persanal
values and ihe ethical decisions of managers, asking respondents what they
would do in each situation. Respondents had {o indicate on an elevan point

scale [0 - definitely would not, 10 - definitely would) the possibility that they
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would choosae a number of predetermined solutions. This approach makes
comparisons across responses easler, but it is problematic in that it imposes
the researcher's reality and does not enahble the respondent to freely determine

action (Marshall & Dewe, 1997; Randall & Gibson, 1980}

In this research predetermined responses were not provided to avold the
imposition of the researcher's reality. Instead, two open-ended questions were
asked for each dilemma:

1) What should X do?

2) Why?
Tha first question ascertains the judgment of the respondent while the second
provides ihe justification for the moral judgemeant by providing the beliefs and
valuas the judgement is based on. The flrst question also addresses tha issus
of the personalisation of the ditermma, which axamines whether respondents
should be asked to resolve the dilemma based on what they would do in the
situation, or suggest what the perscn facing the dilemma should do. Gifferent
researchers use different approachas to address this issue. Kavathaizopoulos
(1983} for example asked respundents to imagine themselves as the main
person in a dilemma and attempt to sclve the moral problern, This was done
because "the interjorization or intarnalization of Inslructions by the subjects is
supposad to take place in condition of relevance fo real life and for problems
that concemn them” (Kavathatzopoulos, 1993, p. 384). Wimbusb et al. {1997k
also required subjscts to assume the role of the decision-maker ang indicate
how thay would behave in the situation outlined. [t has been found however
that when paople in ethics research are only asked 1o respond as themselves

they overestimate their elhical behaviour in relation to their peers, thus limiting
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tha generalisability of the findings (Cohan, Pant, & Sharp, 1993; Ford &

Richardson, 1994),

Te avoid any social desirability bias or halo effect in this research, respondents
were asked te provide a response as to what the person facing the dilemma
should do and not what they would do. The presant approach is similar fo
Weber's (1981), using hypothatical dilermmas about conflicts that occcur
regularly in arganisations. Weber asked respondants to provide a respanse o
what the protagonist should do and not what the respondent would do in such a

case.

In this research, respondents were asked to respond to several stories (see
Appendix A). They wore told that there is no right or wrong solution, and the
primary interest was In the explanations or reasons given for their decisions, [t
was emphasised, beth orally (where that was possible) and in the written
instructions given to respondents, that their reasoning was of paramount
impertance, They were told that X should do ¥ is of no value unfess
accormpanied by an explanation of why that Is thought necessary, is provided.

Weber (1991) alsc used this precedure.

The questions that follow each dllemma in this research ascertain beliefs,
valuas and judgements (Weber & Gillespie, 1928). Whila balisfs and values
may not necassarily indicale behaviour, they allow for an examination and
comparison of organisationat and personal values in use to be made. This

finding provides understanding of the bases of the organisational and personai
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morality of individuals and permits identification of autonomy, heteronomy and

anomy.,

As discussed earlier, in this research no scales or predetermined responses
were affered, so that the respondents’ reality and not the researchers reality is
examined. To ensure that the dilsmmas are relevant they were tested on 54
postgraduate business studants. It was alse important to present organisational
and personal dllemmas that are of comparable difficulty and complexity. The
following section oullines the ethical dilemma selection process that addresses

their relevance, difflculty and complexity,

6.3.1 Selection of Ethical Dllemmas

In this research, it was necessary to address the relevance of the athical
dilammas to the respondants as well as address the issue of determining the
perceived complexity and difficulty of the ethical dilemmas. To achieve this, 12
dilemmas were selscted from a larger set of 50 dilammas, 25 covering

organisational and 25 personal dilemmas.

The 25 organisational sthica! dilemmas were constructed from issues raised in
recent businoss research or used In previous business ethics research. Waters
and Bird (1989) developed a four-part typology of morally questionable
managerial acts based on managerial roles. The feur types of morally
questionable managerial acts are: non-role, role-failure, role distortion and role
assertion. Non-role and role failure acts are acts against the organisation such

as ovarstating one's expense account and conducting a superficial
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performance appraisal, respectvely. These ethically questionable acts are
likaly to banefit tha individual performing the act. Bole distertion and rele
assertion acts include acts that benefit the arganisation. Examples of role
distertion acts are bribery and price fixing and an example of role assertion acts
is not withdrawing a product that has inadeguate safety. Role distortion acts
are within the role mandate of an individual but that role mandate is distorted,
by the individual's effort to achieve the role mandate, For example, in an effort
to achleve 1he sales quota, a salesperscn may choose to offer differentfai
prices ta custorners. Role assertion acts are mace when there is a relative
absenca of mandate, They usually refer to cases that are not encounterad
fraquently and there is little guidance from the law, past expsrience or
organisational regulations. The emphasis on accouniing and control
procedures, as well as codas of conduct in organisations, is primarily dealing
with non-role type acts (Waters & Bird, 1989) because the objactive is 1o protact

the organisation from its employess.,

The organisational ethical dilemmas In this research arg concamed with role
distortion and role assertion acts. Role distortion and role asserion iype
dilemmas were chosen hecause the organigation's influence on the individuai is
examined. These acts allow the examination of how [ndividuals will decide to
resclve a dilernma in and on heha¥ of the organisation and not whether they
may use their organisational membership to bensfit themselves or hasm the

organisation.

The 25 personal athical dilsmmas are construcied or adapted from general

resgarch on moral philosophy and ethics. They deal with family and
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interparsonal meral issues that require respondents to use their personal moral
values in order to resalve the dilemmas. Thay also deal with cases where there

is no diract benefit to the person facing the dilemma.

The 50 dilemmas were initially assessed by two members of the School of
Managemant in the Faculty of Business and sight Ph.D. candidates in
Business, to ascertaln their relevance, clarity and face valldity. The similarity
between personal and organisational dilemmas in regard to the meral issuas
they raise was always soughi, Of the initia} 50 dilemmas, 40 were chosen after
this initial phase of assessment, (20 private life and 20 crganisational life
dilernmas) tha! were found to [ulfil ihe relevance, clarity and face validity
reguiraments. Thease 40 dilammas were then presented to 54 MBA students to
ascartain their relavance, difficulty and complexity, The students were asked to

evaluats the relavance of the dilemmas to their life,

The MBA students were chosen for the assessment of the dilemmas because
they lived and worked in the same geographic envirgnment as the potential
raspondents. As such, the dilemmas they would find relevant would be more
likely to be refevant to the respondents. Also the majority {80.4%) wara
currently employed and of those emplayed, 72.3% were in
supetvisory/manageriad positions. The average age of the respundents was
32.5 years. These characteristics of the MBA students made them comparable

to the potential respondants.

The rating of the dilemmas took place In the classroom and took forly-five

minutes. The dilemmas weare grouped in organisationai and personal
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categories. Tha students were told to read each dilemma and rata it in terms of
camplexity, difficulty and relevance and write their responses on an answering
sheet, Unnumbered graphic scales were used for the relevance, complexity
and difficulty ratings of the dilemmas. The unnumbered graphic scales are an
altemnative to the traditional Likert type scales and thay employ a hotizontal ling
drawn behween bipolar responses (Daniel, Elliott-Howard, & DuFrene, 1957).
In this research the bipolar responses were simple-complex, imelevant-relavant
and easy-difficult. Respondents were asked to respond by placing a vertical
{ine on the horizonta! continuum, at the point that most accuratsly reflects thair
apinion. Placing a transparent overlay on the graphic scale, divided the
horizontal line into 7 centimetres, and allowed the scoring of the scales. The

reading of the responses was recorded in millimetres.

The following terrns were clarified to stucdents:

1. Complaxity refers to:

The numbsr of issues involved, and you think must be considered In deciding
how to resolve this case. A simple dilemma will involve a few issues. A
complex dilemma will inveive many issuas.

2. Relevance refers to:

How relevant do you think the dilernma s to you? Do you think that it is
something that you have or might experience? An irrelevant dilamma will net be
caonsidered relevant to you, A relevant dilemma will be relevant to you.

3. Degree of difficulty refers to:

How difficult do you think the dilemma is, in regards to its resolution?

An easy dilemma will be resolved easily. A difficult dilemma will be difficult to

resalva.
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Mote: A dilemma may be complex ie. involve many issues, that you think must
be considered but you may not consider it difficult, or it may be simpla, but you

may considgr it difficult.

6.3.2 First Phase Ratings of Ethical Dilemmas

Based on the relevance ratings, a totaf of nine organisational and nins personal
dilemmas wera chosan at the completion of this phase of the research. Table
6.3 contains the ralevance, complexity and difficulty ratings of the 20

organisational dilemmas,

Using 3.5 as the mid point of the 7 mm scae, the organisational dilemmas 8,
11, 15,17, 13, 7, 3, 5, and 10 were rated as relevant. Of the ralavant
dilemmas, 010, 011, and 017 wara of low complexity and difficulty. The
dilernmas 08, 13, and 015 were of medium complexity and difficulty. The

dilemmas 03, 05, and O7 were high complexity and difficulty,

The same process was fallowed for the personal dilemmas (see Table 6.4).
Dilemmas 12, 18, 3, 6. 10, 15, 2, 1 and 4 were rated zs ralevant. Dilemmas P1,
P6 and P18 were of high relevance but low complexity and difficulty. Dilemmas
P10, P12 and P18 were of high relevance but madium complaxity and difficulty.
Dilemmas P2, P3 and P4 were of high relevance and high complaxity and

difficulty,
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Table 6.3
Relevance, Complexity and Difficulty Ratings of Organisational Dilemmas

Relevance GComplexity Difficulty
Dilemma N Mean De?it;-icn Dilemma N Mean Da?it;.ion Dilemma N Mean Degitgt‘ion
& 54 2.86 2,16 6 173 200 0.98 6 54 1.56 1.71
16 54 807 1.84 12 1.75 1.52 1.08 12 54 1.80 152
14 54 3.3 1.69 2 182 138 1.25 8 54 1.81 1.53
20 54 344 2,02 19 1.87 140 1.61 11 54 1.85 1.67
a 54  3.21 2.37 10 +.89 1.70 1.54 10 54 2.08 1.66
1 54 aza 2.34 17 194 172 1.54 17 54 213 1.82
8 54  3.20 2.28 1 1.95 1.57 1.47 19 54 2.22 158
12 54 330 1.89 8 1.96  1.74 1.56 9 53 2.24 1.79
2 54 3.3 210 16 2.18 1.45 1.47 2 54 2.30 1.78
19 54 . 3.37 1.85 - 20 232 - 199 1.89 20 54 230 1.9
17 54  3.46 2.05 9 2.39 1.91 179 4 54 235 2,22
9 54 356 2.13 4 240 228 1.86 16 s2 . 255 1.85
1 54 359 218 14 262 185 1.85 15 54 2.64 1.71
:-15 53 362 - . 181 1§ 278 201 - 208 - 14 53 ‘272 180
18 54 383 218 13 3.00 1.81 2.05 13 54 291 191
43 54 . 384 A77 S0 3300 . 246 215 1 54 % ago - 2DA
L7 53 367 = 223 18 349 220 229 18 54 861 210
“.8. ..88 . 47007 100 7 - 384 223 208 .. 3 - -0 840 las - 188
54 370 2.28 5 406 216 217 7 52 3.81 213
53 a2 71.88 3.+ ..:412 - .1Be. . 243 - - & 54l . "448 BB
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Table 6.4

Relevance, Complaxity and Difficulty Ratings of Personal Ditemmas

Relevance Complexity Difficulty
Dilemma N Mean Dsiit:t.i on Dilemma N Mean o e?it:{i on Dilemma N Mean Defit:t-ion
13 54 2.68 2.14 15 54 0.79 0.98 15 b4 0.78 0.97
2] 54 - 278 235 & 54 .92 1.09 1 54 1.08 1.27
15 54 2.89 2.48 5 54 1.06 1.25 16 54 1.3 157
20 54 3.03 2,14 1 54 1.21 1.61 5 54 1.47 . 1.84
7 54 3,03 1.91 18 54 1.25 1.54 1 54 1.50 1.84
.8 54 3.19 235 16 54 1.33 1.54 18 54 1.52 1.65
8 54 332 2.41 13 54 1.55 1.47 14 54 1.66 1.61
18 54 3.36 2.15 14 54 1.55 1.56 .8 54 1.7 1.67
14 54 3.41 2.156 9 54 1.61 1.47 13 54 1.73 1.61
13! 54 3.42 2.26 20 54 172 1.89 10 54 1.91 1.72
17 54 .47 2.15 12 54 1.90 1.79 20 54 1.94 2.03
12 . - b4 .51 2.06 19 .53 2.0 1.85. 12 54 2,16 1.97
18 . 84 363 =208 7 (84 237 185 1B 58 2z 203
ege . BG TUHg4 0 e207 00 1007 B4V 244 20800 17 4 45 fegl .
B 54 368 17 54 2.61 2.05 7 54 249 1.89
LA BA 3,80 S0 5400 284 L SRR o | 54’ P11 SRR | W
88 385 19 8 84 3p1 229 B 54 229
B3 4470 =1 .8 ... 54 7885 . 2280 4T B2,
54 418 226 4 s aa 207 3 54
L B3 455 0 82 L2 53 483 - SaA3 .. 2. . g3l




One-way ANOVA was performed to tast whether the difference betwaen the
low and high rated groups of ethical dilemmas was statistically significant, using
the 54 responsas, A Scheffe's test revealed that the personal dilemmas P1,
P8, and P18 are different to dilemmas P2, P3, and P4 in complexity and
difficulty. The dilemmas 010, C11, and 017 are different to dilemmas 03, 05

and 07 in complexity but only different to OB in difflculty.

To confim these findings and clarify the difficulty of the organisational

dilemmas further ralings were underaken.

6.3.3 Second Phase Ratings of Ethlcal Dilemmas

To test whether the nine organizational and personal dilsmmas found to be
relevant by the 54 MBA students will be rated similarly by others, they were
prasented to another group of students. To increase the external validity of the
dilemmas used in this research, the 18 dilemmas were presented fo 15 MBA
students who did not participate in the first phase of the study. It was also
envisaged that the difficulty lssue of the organisational dilemmas can this way

be clarified.

This group received the sama instructions, but instead of the forty dilemmas

they only rated tire 18 dilemmas that were ratad as relevant in phase one.

The results of this sacond phase are reperted in Tables 8.5 and 6.6.
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Table 6.5
Second Phase: Ratinags of Organisational Dilemmas

Relavance Complexity Difficulty
Cilemma N Mean S,td‘. Dilermma N Mean S.td‘. Dilemma N Mean S}d:
Deviation Deviation Daviation
5 15 353 2.09 g 15 1.83 0.78 9 15 202 1.41
‘15 15 375 1.43 10 15 2,03 1,28 13 15 B.O7. 1.40 -
11 15 4.0 1.82 17 15 219 1.59 10 15 2.54 163
7 15 4.08 1.76 11 15 2.25 1.48. 17 15 2.86 "~ 1.80
i7 15 4.08 1.95 13 15 2.39 1.27 15 15 2.59 i.78
13 15 4.15 .08 15 15 241 1.4 11 15 2.94 1,76
] 15 4,15 1.79 5 15 323 1,83 5 15 3.38 1.96
3 15 4,39 1.43 3 15 3.84 1.73 3 15 423 .
10 15 4.49 1.52 7 15 4.15 1.53 7 15 4.36 1.46
Table 6.6
Secand Phase: Ratings of Personal Dilemmas
Relevance Complexity Difficulty
Dilemma N Mean Defitgt.ion Dilemma N Mean Dﬂsdgt.ion Difemma N Mean Dafit:t.iun
2 15 3.32 1.70 5] 15 1.10 0.53 6 15 101 074
.3 15 - 338 - 186 . 1. 15 . 117 0.67- 18 15 147 i102
12 15 376 1.4 18 15 1.39 1.14 1 15 129 1.34
18..- 15 ~879 . 201 -~ 1 .15 . 181 . 105 19 Td45. - L2065 TSR
10 5 389 151 12 15 185 1.11 12 15 2.1 158
P VR [ IRARRNEC B ) IR 184 - 10 15 216 .. 1.35. 10 A5 - . 225 1697
19 i5 404 162 3 15 286 1.81 3 15 336 166
SR T 4280 d-L D 2 “15° . . B.48 .. 1.B7 - A 15 - asle L 1sl
4 15 5.25 .99 4 i5 3.87 1.51 2 15 3.90 1.96
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The organisational dilemmas 03, 05, and O7 ware the only ones that were
rated consistently in this phase as in phase one {sse Table 6.5}, They were
again rated as being the most complex and difficult. The dilemma Q9 was
rated the lowest on both complexity and difficulty. This dilemma in tha previous
phase was rated as medium in terms of difficulty and complexity. The
dilemmas 010, 011, and 017 were of low complexity and low to medium
difficulty. The dilemmas O13 and 015 were medium complexity and low to

medium difficulty,

The persanal dilemmas P1, P8, and P18 were again rated low in complexity
and difficulty {see Table 6.8). The dilemmas P10, P12, and P19 ware of
medium complexity and difficulty. The dilemmas P2, P3, and P4, were found to
be of high complexity and diffleulty, This is the sama as in the first phase of
rating the dilemmas, thus confirming the complexity and difficulty ratings of the

personal dilemmas.

An informal discussion following the second rating session revealed that
rospondents consider difficult dilemmas those that affect other peaple,
especially people that raspondents feel emotionally attached towards. They
also stated that organisations provide codes and policies that guide decisions,
making organisationa! decisions easier than those in private [fe. This indicales
that these respondents were more likely to use organisational values,
regulations or guidelines to resolve organisational type issues and not their

personal values, thus articulating the amoralisation or separation thesis,
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When prompted to think of a difficult organisational dilemma this was
suggested:

* You are told you have to sack a numbar of employees because of
downsizing and you persenally de not want to do it, but you do because
you have to follow the organisation's line.

The reliance on erganisational rules and policles and the distance betwean
organisational decisions and tha individual or the fulfiiment of the role, provide a
possible explanation for the reason the organisational dilemmas were

percaived as mora simple and easy than the personal dilemmas.

Whan asked to provide examples of most difficult personal dilemmas, the
following were suggested:

» Your spouse hits someone with the car an the way home and does not
stop to help, should you call the palice and tum your spouse in?

» A friend's boyfriend is kissing another gir! at a party and you know your
friend and her boyfriend are organising their wedding. Should you tell
your friend?

Most mambers of this group agreed that these are indeed difficult dilemmas to
resolve. A dilemnma similar to the second one mentioned was in the original set
of 20 personal dilemmas, but was not rated as highly refevant to be chosen by
the initial 54 MBA students, and was thus not included in this set. So even
though it was considerad more difficult by members of this group, it would not
have been relevant to most respondents, thus it would have been unable to

accurataly assess values and judgements.
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The organisational dilemmas 010, 011, O17 were chosen to be used in the
research because they were rated as simple and easy in the first phase of
ratings. Dilemmas C10 and 017 were also rated as low in the second phase in
both complexity and difficultly. Diizmma O11 was chosen because it was rated
as simple and easy in phase one and as simple and of maderate difficulty in
phase two. The arganisational dilemmas C3, O5 and 07 were chosen as the
complex and difficult dilemmas to be used in the research. The personal
dilemmas P1, P8, P18, and P2, P3, P4 were chosen te be used for the
rasearch in the three organisations because they were rated consistently as
simple and easy and complex and difficult respectivety, In both phases of the

research.

This rating was considered very important to ansure that the dilemmas were of
relevance to the respondents, Unless respondents are given dilammas they
consider relavant, they will not be able to forecast what should happen and
why. Itis also important to ensure that both erganisational and parsonal
dilemmas were of different degreas of difficulty and complexity so comparisons

and distinction can be drawn.

6.4 SAMPLING AND DATA COLLECTION

6.4.1 Organisations’ Willingness to Participate in Ethics Research
Gaining access o organisations to collect data for this research was a difficult
task. This is not a unique discovery, as it has often been reporied that access

to and suppott from organisations to conduet values and ethical research, is

problematle. Victor and Cullen {1988}, for exampla, censider that managers
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have a high degree of sensitivity to any study examining an organisation's
elhics. Other researchers’ difficulties in gaining access to conduct ethics
ressarch in organisations include Jackall {1988} who succeeded only when he
made a number of personal contacts and built relationships in organisations
and could use thosa contacts to circumnavigate the formal gatekeepers. Snell
{1596) also used existing parsonal relationships of trust, drawing on parsonal
contacts, networks and referrals to do his fleld rasearch, which included ten
interviews, Liedtka {1988} in pant of her research describes the same
axperience where she relied on personal contacts to find nine managers in an
erganisation, where sha had no top management support. Thesa tactics
improve the success rate but they Increase the possibility of bias in the sample,

by reducing its randomness.

This research required access to at least 30 managers or supervisors in three
organisations. Odginally, three organisations were contacted and meetings
held to explain the research. One organisation declined immediately and
suggosted time pressure as the reason. The second organisation expressed its
unwillingness to participate 4 months after the criginal contact. The third
{Organisation Alpha} explained that it would net be available for such research
as it was presently expariencing difficultios with its ethics and some of its
members wera investigated for sthical misconduct. As a result the potential
paricipants would feal that management is monitoring them. Two further
arganisations were then approached, but both declined after discovering the
emphasis and nature of the research. In all organisations, personal contacts
were used to provide access to human resource and top-level managers. A

third private organisation was then approached, and agreed to distribute tha
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research instrument intemally but the researcher was not allowad to contact
directly any of its employees. Fifty quastionnaires wars distributed In this
organisation but only six ware returned, thus making these responses

unusable.

Subsequently, another contact in Organisation Alpha was found in a different
department and agreed to distribute the rasearch instrument, and assured that
the top management of tha department will support the praject. In this
department the ethical misbehaviour issuas, sighted eadlier, did not exlst.
Agaln the researcher was excluded from any contact with the respondants. 45
questicnnaires were distributed and 32 questionnaires ware returned. Three
wera not fully completed and were unusable. Management of the same
organisation also participated in a seminar and 10 wars sant a letter explaining
the research and the questionnaire. Three guestionnaires wera complated and
retumed, A delay of three weeks ccourred betwaen distribution and retum of
the last three questionnaires. Qverall, 55 questionnaires were distributed and

sent, a total of 35 were retumned, and of those 32 were ussable.

The organisation that suggested the possibility of participation at a later stage
was contacted aftar four months and agreed to participata. [t also disallowed
the researcher from any contact with potential respondents. A total of forty
questionnaires were distributed intemally to members of the organisation in a
managsrial/supatvisory capacity, and again only six were retumed complated,

making these responses unusable.
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Crganisation Beta agreed to participate and provide top management support,
Three meetings with potential respondents ware organised, so questionnaires
could be filled and the researcher could be present and able to provide a brief
explanation of the project as well as its implications and value, Inthe three
meetings 23 questionnaires were completed. A list of 17 additional potential
respondents was previded and the questionnaire was mailed to them, followed
by a telephona call. A total of 8 were returnad in this second phase. Overall,

40 gquesticnnaires were distributed and 31 wars retumed.

In Qrganisation Gamma permission to conduct tha research was sought and
granted. 43 questionnairas were distrilbuted to potential respondants. A total of
30 were retumead completed. In organisation Gamma, the questionnaires were
distributed using the internal mail, and envalopss were provided to respondents
to mail the completed questionnaires back to the researcher. Two e-mail
messages were also sent to all potential respondents to remind them about

filling in the questionnaire.

6.4.2 Organisation Types

The survey was conducted in three organfsations, approximating Ouchi's
(1980} ideal transaction costs types: bureaucracy, clan and market, Because
of the difficulty in gaining access to appropriate organlsations to undertake this
research and te limit response bias, the organisations were guaranteed

anonymity and are refermed to here only as Alpha, Beta and Gamma,
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QOuchi's organisational types were used becausa they have been inferred to
affect the development of the ethical climate. This retationship between
organisational form and ethical climata has been supported empirically
(Wimbush, et al., 1997a). Victor and Cullen {1988) use Jones' {1983)
explanation to address the relationship between arganisational ¢climate and
form. They explain that organisations where the exchanges between
individuals and groups are easy to monitor, as is the case in Ouchl's (1980)
market organisations, instrumental behaviours are more liksly to result. When
transactions ara more difficult to monitor, as is the case In bureaucracies then
the emphasis is placed on rules and regulations. Finally when exchanges are
the most difflcult to monitor, as is the case with highly specialised professional
organisatians, then the emphasis is placed on shared norms and values and a
caring and individual ethical climate is likely to dominate the organisational

culture.

Organisation Alpha, a department in a regulatory public organisation, is
considered the most bureaucratic of the thrae examined. The ethlcal climatea of
a bureaucracy is expected to be pradominantly Law and Code, and Rules (refer
to Table 6.1). Organisation Beta is a not for profit service provision
organisation that provides health and refated services and is considered a clan
and the mosl democratic of the organisations examined. Its climate is expected
1o be primarily Caring and Independence. Organisation Gamma is a division in
a tertlary educational institution and is considered a market crganisation, thus
expacted to have a predominantly Instrumental climate. All organisations have
a code of conduct. In organisation Alpha howaever there Is more emphasis on

compliance with the code than in Beta and Gamma, These organisational
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types were established from secondary data, information avaitable publicly

about the three organisations, and from meetings with staff.

6.4.3 Sample

The individuals ware from the same hierarchica! feval (middle management} or,
if that was not feasible, from consecutive lavels, Sections or departments of the
organisations with similar characteristics were used to recruit the subjects, thus
limiting intra-organisational variance. The individuals were required to have at
least one year's expetience in the organisation, and be in a middle or lower
management position with project or personnel supervisory experience,

similarly to the eritaria used by Elm and Nichols-Lippitt (1993),

6.4.4 Data Collection

The guestionnaires in organisation Alpha were distributed and collected
internally snsuring the anonymity of the respondents. In Section 6.4.1 it was
explained that the researcher was not given access to the respondents of this
organisation. She was assured howaver, that respondents waould return the
completed questicnnaire anonymously. [n organisaticn Bsta 80% of the
questionnaires were completed in three group meslings and the rest were
distributed and collected by mail. Self-addressed envelopes were provided to
respondents with each questionnaire, to facilitate the anonymity of responsa,
In organisation Gamma the questionnaires were distributed and collected via
the organfsation's intarnal mail. In crganisation Gamma, self-addressed
envelopes ware alse provided. The different methodologies wera imposed by

the organisations' management and work patters, resulling in the researcher
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having high contro! of the sample selection in organisation Beta but not In Alpha

and Gamma.

In organisation Alpha, 32 useable questionnaires were collected {64%), 31 from

arganisation Beta (77.5%], and 30 from organisation Gamma {69.8%).

6.5 RESEARCH INSTRUMENT

The questionr * [Appendix A} contained four sections. The Ethicat Climate
Questionnaire {ECQ) was presented first, followad by the erganisational and
personal ethical dilemmas and the Ethics Position Questionnaire (EPQ),
followed by tdemographic questions. This order minimises socia! desirability
responses because the more personal information is presented last All
Instruments in this research invalve ethical overtones and choices, but the
personal valug instrument is the most intimate and thus presented last. Elm
and Nichols-Lippitt {1993} presented the Self-Monitoring Scale, which contains
no ethical undertones, first followed by the ECC which addresses ethical issues
but not of a personal level, followad by the Dafining Issues Test which is a
personal instrumeni with a focus on moral choices. Thay felt this order

overcame any framing bias.

The ECQ and the EPQ required responses on a 7 point Likert scals (1 =
Completely Disagres to 7 = Completely Agree), Forthe twelve ethical
dilemmas, subjects were required to respond te twe open endad questians, as

described earlier, on what the parson in the dilemma should do, and why.
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The [nstrument presented to respendents also included the anomy scale
developed by Bachman, Kahn, Davidson, and Velasquez (1967 cited in Zahra,
1989). The eight-item ancmy scale used by Zahra (1988), referred 1o
organisational estrangement. Questions 2, 3, 8, 25, 27, 28, 30, and 33 of the
queslionnaire composed the anomy scale. The scala was also converted to
reflact general estrangement, by franslating the questions to reflect general life
hopelessness. Questions 37, 39, 44, 48, 52, 55, 57 and 61 composed the
general lifa anomy scale. As it was explained in the beginning of this chapter,
these two anomy scales apart from Increasing the complexity of analysis do not
offer any additional insight, and are therefore not addressed further in this

thesis,

Following the ECQ, the arganfsational dilammas were presented and then the
personal dilemmas. In order of appearance in the questionnaire (see Appendix
Al the first, third and fifth organisational dilemmas wara the difficult and
complax ones and the second, forth and sixth the easy and simple ones. The

difficult and complex personal dilemmas were the second, third and fifth.

The final section of the guestionnaire used open and closed-ended questions to
collect demographic data, Upchurch (1998} used the ECQ and the following
demographic variables: total years of managemsnt experience, educationa!
attainment lavel, and position classification, while Wimbush et al, (1997b} used
gender, age, education and tenure. In the current rasearch two questions
abouyt religian were included similar to Small (1992). Qverall the demographic
questivns used can be classified info genaral data about age, gender,

education, religion, marital status and children, and employment specific data
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about occupation, supervisicn, years of employment, and years of employment
in the current erganisation. This information was sought to expfore any

associations belwaen ethical ideologies, climates and dilemma resolutions.

6.6 DATA ANALYSIS

The results of the ECQ and EPQ were analysed using the Statistical Package
for the Social Scignces (SPSS} version 10. The qualitative analysis program
Nvive, version 1.2 was used to analyse the responses to the dilemmas. The

resolutions and rationale for the dilemmas were also coded quantitatively.

The responses to the dilemmas were coded in terms of both the ethical climate
dimensions and relativismfidealism. This was necessary so that the
comparison between crganisational climate and rasolulion to erganisational
and personal dilemmas can be made. Also the personal ethical ideology and
rasolution o persenal and organisational dilermmas would be possible. To
achieve inter-rater reliability and overcome researcher bias (Pope, Ziebland, &
Mays, 2000), all the responses were also rated by the assistant supervisor of
this project. Differences in ratings were discussed and resolved to agresed

SCOores.

6.6.1 Analysis of ECQ and EPQ

The ECQ c¢ontains 26 statements. These statements dascribe the five ethical
climate types empirically derived by Victor and Cullen (1988} using factor
analysis. The EPQ contains the twenty statement idealism and relativism

factors.
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The instructions clarified that respondents should address the ECG based on
how things are in their organisation, not how they wished things wera. Victor
and Cullen (1588} suggested this clarification in order to ascertain perceptions
of the actual organisational climate, The instructions also emphasised that

responses will remain strictly anonymous.

The theoratical bases of the ECQl contain nine ethical climate dimensions.
These nine athical dimensions address the egeism, benevalence and principled
philosephical origntations, at the individual, local and cosmopolitan levals,
Based on these dimensions, Victor and Cullen (1988) empirically derived the
Caring, Law & Code, Rules, Instrumental and Independence ethical climates.
Table 6.7 contains Victor and Cullen's empirically derived ethical climate

dimensfons, and the corresponding theoretical sthical ¢limate typss.

The Egoism Cosmopolitan ethical climate s the only theorstical dimension that
was split between two climates, the Caring climate and the Instrumental
climate. Looking at the statements that loaded to the two factors, the statement
‘The major responsibility in this organisation is to control costs’ leadad In the
Instrumental factor, whilst the Egoism statements that refarrad to overall
efficiency loaded to the Caring factor. This can be explained in tarms of the

perceived emphasis of the Egolsm Cosmopelitan statements.
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Table 6.7

Empirlcal and Theoretical Ethical Climate Dimension

Empiricafly Derived Ethical Climate Dimensions

Caring Law & Cade Aules | Instrumental |Independence
CQueslion 1, 12, 4, 32, 14,18, | 7,16,17,. 10, | 18, 24, 26,
9,11,23,29
Numbors 5,6,13 PO ERERL 20, 24 19,21, 22 3
Benevolence Egoism .
Indlvidual Indvidual |  Princiele
+ -+
Benevalenca Egoism
Principle
Theoratical Local Local Logal
Ethical * *
Climate Banevelenca .
Di i ] Principle Egoism
imensiens Cosmipohlan Cosmopolitan /' Cosmapolitan
//
Eqoism &

Coasmaopolitan

The contrel of costs is perceived in terms of benefit to tha organisation, while

tha overall efficiency statements are perceived in caring for all resources and

customers. The theoratical as well as the empirical dimensions of climates

were used for the analysis of the organisational ethical climates in this

research. The theoratical dimensions were usad bacause they provide more

information about the leval of emphasis that is not explicitly evident in the

empirically derived Caring and Instrumental climates. This informatien is

important in analysing the ethical dilamma rasclutions and will ba used in the

presentation cf the relationship between the sthical climates and ideclogies and

ethical dilemma resolutions that is presented in Ghapter 7.
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Table 6.8 contains the questions as presentad in the research instrument that

represent the ethical climate and ethical ideclogy dimensions.

Table 6.8

Questionnaire Coding

Ethical Dimension Quastion Number

Carlng 1, 4,56, 12,13, 32

Law & Code 9, 11, 23, 29,

Rules 14, 15, 20, 34

Instrumantal 7,10,16,17, 198,21, 22
Indspendence 18, 24, 26, 31

Idealism 35, 38, 40, 43, 47, 53, 54, 56, 60, 62
Relativism 38, 41, 42, 45, 48, 49, 50, 51, 58, 55,

Nole: As explained previously, 16 questions 1hat address anomile have been excluded from
analysis.

Te analyse the diffarences in ECQ perceptions and EPQ between the three
organisations, a Cne-Way Analysis of Varlance (ANOVA) was undertaken. The
ANOVA allows the means of more than two groups to be compared, and it will
identify whether the means are significantly differant from aach other, [If
statistically significant differences are found howevar, it does not indicate whers
the differences lie (Sekaran, 1984). A Scheffe’s tast, was used to detect whera
the differences between the means of the groups lie {Sekaran, 1984). The
Sheffe’s test was chosen for the post hoc comparisons, because it has been
found to be the most versatile since it is applicabla to unequal sample sizes
{Pedhazur & Pedhazur-Schmelkin, 1881). It is also the most conservative,
since it is less likely than other approaches to indicate statistically significant

differences betwaen comparisons.
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6.6.2 Analysis of Ethical Dllemimas

This research usas words and numbars, to use the most simple distinction
between qualitalive and guantitative research {Miles & Huberman, 1984},
Despits the differ&ht tiaoretical and epistemological foundations of guantitative
ang qualitative research, Bryman {1892) argues that they can Indeed be
reconciled and integrated, In this research ethical dilemmas or cases or
vignattes, were used to provide both words and numbars, The use of athical

cases, is a general phenomenon in business ethics research,

The use of dilemmas enables the elucidation of the respondents’ perspactives,
and provides a contextual detail that is not achievable with quantitative
methods (Bryman, 1988). In this endeavour dilemmas were used to enable the
respondents to provida their ethical jJudgements and reasoning without the
imposition of the researcher's perspective. This was achievable by asking
respondents open-ended questions and not providing predetermined

resolutions or justifications.

In this research six organisational and six personal dilammas ware used. Both
sets contaln three dilemmas of low complexity and difficulty and three of high
complexity and difficulty, The six organisational dilemmas were presented first,
followed by the personal dilemmas. The erganisational dilemmas 10,11 and 17
wera the easy and simple chosen and 3, 5, and 7 the difficult and complex.
Tha order of inclusion in the questicnnaire was 3, 11, 5, 17, 7, and 10. In the
analysis in Chapter 7, these are referred to as first, second, third, fourth, fifth

and sixth respectivaly. The parsenal dilemmas 1, 6, and 18 were the easy and

199



simpla dilemmas used and 2, 3 and 4 the difficult and complex. The order of
inclusion in the questionnaire was 1, £, 3, 6, 4, and 18. In the analysis in
Chapter 7, these are referred to as first, second, third, fourth, fifth and sixih

respeactivaly,

The two questions that followed each dilemma were: (a) What should the
person facing the dilemma de?, and {b} Why? Respondents were told that
what is of paramount importance for this research is the reasons or
explanations for their decisions, ie answering the ‘why' question. The actual
Instructions provided said:
You will find several stories in the following pages. Different pecple will
offer different solutians. There are no right and wrong solutions. We ara
primarily intarested in the explanations or raasons you give for your
dectsions. Try to justify and explain your statemants as fully as possible.
Be sure you efaborata fully, Piease do not compare answers to prior
cases, Wa remind you again that answering the WHY question is of great
Impartance. Telling us what should be done is of no help to us unless you

tall us WHY you think it should be dons.

This was necessary bacause unlass respondents explained thelr justification for
ihair chosen rasclutions to dilemmas, the values in use could not be accassed
and compared to the erganisational and personat values that were ascerlained

using the ECQ and EPQ,
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6.6.3 Coding of Ethical Dllemmas

The ethical dilermmas are used in this research fo enable the identification of
the reasoning people use to resolve organisational and personal type
dilemmas. In Chapter 5, the research modal was developed and the research
question presented. It was clarified that due to the influence most
organisations axert on the individual, 1he individual is more likaly in the
organisational context to make decisions that ara not morally autonemous. In
order to answer the question of whather crganisations affect the moral
autonomy of their members, tha ethical climates of the three organisations and
the ethical ideologies of the respondents from the three organisations were

assessed and the findings are presented in Chapter 7.

The answers to the two open-anded dilemma questions were transcribed.
Each answer was separated in tarms of the two questions asked. This enables
the distinction between the resolution and justification of the reseclutien for each
dilemma. The respenses to the dilemmas ware analysed qualitatively and

classified quantitatively.

In order to maks the reasoning used to resolve the dilemmas comparable o the
athical climate and ethical ideolegies, each dilemma respense was coded in
accordance with both instruments. Firstly each response was coded in terms of
the Victor and Cullen's {1987) thecretical ethical climata dimensions of egoism,
banevolence and principle at the individual, local and cosmopolitan levels. The

difficulty of coding responses to open endad guaslicns has been recognised
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but it is accepted as superior 1o close ended rassarch aspecially in business
ethics research (Randall & Gibson, 1990). The approach adopted in this
rosearch is not dissimilar to tha Multidimensional Ethics Scale, developed by
Cohen et al. (1993) and Reldsnbach and Robin {1890} and Raidenbach, Robin,
and Dawson (1991), in that responses are cadad based on the philoscphical
theories. The main differanca batween the Multldimensional Ethics Scale and
this approach js that respondents here were not asked to rats the dilemma in
terms of the different philosephical perspectives, The researcher did this. This
was necessary baecause the alm was to ascertain the reasoning for the
response, not the understanding of the philosophies nor the agreement with the

predetermined categories by the respondant.

The coding was performed by identifying the ethical reasoning and the level of
emphasls th tarms of individual, local and cosmopalitan. If only one type of
reasoning was used the resolution was given the value of sevan for that ethical
climate dimension, if more than one sthical philosophy was used, then
dapending on the emphasis of the respanse, the value of seven was divided
amengst the different philesophical orientations and lavels. This was done so
that the range of justifications used can be accounted and waighted based on

the emphasis given by the respondent.

The ceding pracess of all dilemmas was repeated by ceding the respanses in
terms of the EPQ {(Forsyth, 1980) dimensions of idealism and relativism. Each
responsa was assessed in terms of its idealistic or relativistic orfentation and a

rating out of seven was given on bath,
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The ethical ¢limate dimensions and ethical ideology coding of all dilemmas was
performed by the researcher and also by the assistant suparviscr ta achiave
inter-rater reliability, The two raters wera the most appropriate because they
understood the philosaphical distinetions as they are represented in both the
ECCQ and EPQ:. The coding process was communicated and clarified between

the two raters so a common understanding of the procedure was achieved,

The agreament of the two raters is very important for this research, becausa the
analysis of the effect of the organisational ethical climate and personal ethical
ideologles is undertaken based on these codes. It was thus necessary that the
two raters agrae not only on tha climate dimenston or ethical ideclogy but alsc
on the intensity rating of each. It was for this raascn that it was decided that
total agreemant was necessary for all codes and Intensities. To achiave this
the rating process was performed in threa rounds. In the first round, agreement
ranged from 77% to 86%. The major disagreement fn the fltst phase was in
the intensity rather than the philesophical dimension. In tha sscond phase the
dilemmas where disagresment was identified were rated again, and written
justification provided for the code. This enabled cross-rater analysis of blas
and interpretation. After this phase, and the communication process that
clarified the code, the disagresment was limited to less than 1% of the cases.
Both raters again reviewed these cases until total agreement was achisved,
Tha recommended leve] of interrater reliability is 0,90 (Colby & Kchlberg, 1987)

and it has been exceeded in this study.

The quantification of qualitative data appears incongruent accarding to Bryman

{1992} with qualitative research because praedominantly gualitative data is used
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for a predominantly quantitative method. However, he suggasts that despite
the incongruency siich an approach is valuable because it provides additional
data that can assists In the understanding of the phenomena. The data that
becama available by using this approach could not have been abtained by

using only quantitative mathods.

6.7 SUMMARY

The research propositions require the assessment of the organisational ethical
valuas, the personal ethical values and the resolution of organisational and
parsonal ethical dilemmas. The organisational ethical climate is assessed
using the ECQ developed by Victor and Cullen (1987}, The personal ethical
valugs are assessed using Forsyth's (1980} EPQ. MBA students chose the six
organisational and six personal ethical dilemmas after two phases of
assessment, In ordar to ensure they are relevant to potential respandents and

of pradictable difficulty and complexity, and to minimise researchar bias.

In order to ascertain the reasoning individuals use to resolve organisational and
ethical dilemmas, the analysis of the ECQ and EP(} is necessary. This will
enable the identification of the organisational and psrsonal values that affect
the proposed resolution, The justification for the proposed resolution is coded
in terms of both ECG and EPQ values and analysed to ascertain the ethical

values individuals use to resolve both types of dilsmmas.

The three organisations chosen and willing to participate in this research
project are organisations Alpha, Beta and Gamma. They approximate Quchi's

{1980) bureaucratic, clan and market type forms respactivaly.
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The quaniitative analyses of the ECQ} and EPQ are presenied in Chapter 7.
Chapter 8 contains the guantitative classification and qualitative analysis of the

organisational and persanal dilemmas.
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CHAPTER SEVEN
ANALYSIS OF ETHICAL CLIMATE AND IDEOLOGY

This chapter presents the guaniitative analysis of the ECQ and EPQ
instruments. The analysis of the ECQ aims to establlsh if there are differences
in the ethical climates between the three crganisations, and if these differences
ara supportive of the assumption made that the organisations represent the
huregucratic, clan and market types of erganisatiens made by Quchi (1980).
The analysis of the EPQ evaluates the personal ethical values of respondents.
The differences if any will be used to explain possible diffsrences in the
resolutions and justificatiens to organisational and personal sthical dilemmas,
The quantitative classification and qualitative analysis of tha crganisational and
personal ethical dilemmas are presented in Chapter 8. The qualitative analysis
contains the analysis of tha resolution and justification of the organisational and

personal ethical dilemmas provided by the respondents.

7.1 DESCRIPTIVE STATISTICS

Befora proceeding to the analysis of the ECQ and EPQ, basic descriptive
statistics were dayived and are grouped by organisation. Table 7.1 contains
general characteristics such as age, gender, education ete, Table 7.2 prasents
the employment related characteristics of respondents. such as jab title,

supetvision, years in emplayment etc.

In terms of gender, organisation Alpha had the highest parcentage of males
{87.5%), and organisation Bata the [owest {35.5%). Organisalion Gamma's
male respondents represented 70% of total respandents. Thase preportions

ara represantative of tha ganeral managerial composition of the three

206



arganisations. It must be noted that in Organisalion Beta the proportion of
famals first line employees is greater than the proportion of females in the
managerial and supervisory leval. Organisation Alpha Is in its majority mals In
all ranks and leve!s. Organisation Gamma has a majority of males and that is
reflacted In the sample. Gender is of great importance In this research because

it will be used to perform an analysis of the ideclegies of females and males,

Tha age of the respondents varied in the three crganisations. Initially there
were five age group catagorias but they were reduced to 4 because the
category of up te 25 years old only contained two respondents from
-organisaﬂon Alpha, one fram organisation Beta and none from organisation
Gamma. In terms of the age of the respendents, the most mature organisation
was Beta with 67.8% of respondents over the age of 45, and the youngesl was
Qrganisation Alpha with 75.1% of respondents younger than 45 ysars ofd. The

age of the respondents is used to parform an analysis of ethical ideclogies.

As expactad, 83.33% of the respondents of organisation Gamma, a tertiary
institution, have postgraduate educalion. Organisation Alpha had the graatest
number of respondents with a maximum of secondary education. Tha
educational levei of respondents is used to perform an analysls and ascertain
possible ralationships betwesn education level and ethical ideclogies. Religion
and its practice, (s also an important characteristic and is used to undertake an

analysis of the sample in tarms of ethical ideology.

Table 7.2 outlines the employment-related characteristics of the three groups of

respondents.
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Table 7.1

Respondents' Personal Characteristics by Organisation

Characteristic Total N Tc;éal ?,: c;;‘ E .ali :,f ,}:
Gender

Female 33 355 4 125 20 645 9 300
Mate 60 645 28 875 11 355 21 70.0
Age

235 19 204 {2 375 5 161 2 67
36-45 28 301 12 375 5 161 11 3867
46-55 32 344 7 218 15 484 10 33.3
256 14 181 1 ad 6 19.4 7 233
Education

Secondary 13 141 i1 385 85 0 00
Callege 21 228 12 387 258 1 33
Undergraduate 18 194 5 16.1 29.0 4 133
Poslgraduate 40 435 5 87 12 agy 25 B33
Missing 1 i

Marital status )

Single 21 228 a4 25 8 258 5 187
Married-de facto B5 699 22 688 20 645 23 767
Divorcad-widowed 7 75 2 g4 3 o7 2 BY
Children

Yes 67 720 19 594 25 BOF 23 767
No 26 280 13 408 & 194 7 238
Religion

Yes 65 61.8 20 645 23 767 12 429
Ne 34 382 11 355 7 233 16 574
Missing 4 1 1 2
Religion Practice

Always 13 250 3 158 7 318 3 g7a
Sometimas 26 500 7 868 12 545 7 836
Never 13 250 9 47.4 3 138 1 a1
Missing 2 1 ] 1

* n of organlsation’s sample

** percent of organisation's sampla
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Table 7.2
Respondents’ Employment Characteristics by Organisation

Total o o p B ¥ Y

Characteristic Total N o n o n o n o
Length of employment
0-5yrs 42 487 7 219 23 Y87 12 40.0
5.1-10 yrs 15 163 4 125 3 100 8 287
10.1-15yrs 15 163 8§ 250 2 B.7 5 18.7
15.1-20 yrs 8 83 5 156 2 67 2 &7
Qvar 20 yrs 11 120 8 250 3 100
Missing 1 1
Supervisory position
Yeas 83 677 20 6248 28 936 14 46.7
Ne 30 323 12 375 2 B85 16 533
No of subordinates '
1-10 27 482 10 EBB 8 308 9 892
11-20 11 136 4 235 5 18.2 2 154
21-30 7 125 6 2341 1 77
31-40 2 36 1 3.5 1 7.7
Cwer 40 8 1641 3 177 6 231
Missing 7 | 1
Years in workforce
1-10 68 68 4 125 1 3.3 1 3.5
10.1-20 28 308 13 40.6 7 233 8 276
20.1-30 az 352 9 281 11 36.7 12 414
30.1-40 Z2 242 & 188 11 367 5 17.2
Qvear 40 3 33 3 103
Missing 2 1 1
Occupation
Manager-suparvisor 24 264 2 7.0 2 67
Public servant 30 33.0 a0 1000
Education 28 308 28 933
Healh ralatad & 66 § 194
Other 3 34 3 97
Missing 2 2

* n of organisation's sample
** percent of organisation’s sampla
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The length of employment in the current crganisation was grouped In five-year
increments. This information highlights some interasting distinctions batwesn
tha three organisations. Qrganisation Alpha, tha public crganisation, has the
lowest number in real and percentage tarms of people who have been
empleyed in the organisation for less than five years. Organlsation Alpha has &
general policy of promation and advancement based on rank and senigrity, with
little or no external recruitment at the managerial or supervisory levels. As a
result, the majority of people In supervisory / managerial positions have heen In
the organisation for over five years. Tha deparniment where this research was
undertaken is considered unique, as it requires individuals with specific
expertise. This raguirerment accounts for the seven individuals who have bean

in the arganisation for five years or less.

Organisalion Beta experienced extraordinary growth in the past five years,
primarily due to changes in govemment policy and govemment funding. This
accounts for the increase of individuals in the supervisory / managerial
positions in the last five years who where recruited from the extemal

environment.

It was explained in Chapter 6 that respondants needed to have workad at least
one year in the organisation te be considered for participation in this research.
This was necessary because individuals needed to know the moral charagcter of
the organisation and be able to describe this character to autsiders (Cullen, et

al., 1989). This requirement was satisfied. In the total sampla, tha minimum
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valua for tha length of employment in the current organisation was one year

and the maximum 32 years {M=9.6, median 6}.

Another characteristic that was necassary to be fulfilled for inclusion in this
rasaarch was managerial f supervisory responsibiliies. These criteria were set
s0 people in managertal positions can be examined in all three organisations,
thus making comparison pessible. The managerial supervisory level was
chosen because ethical issues exist in any relationships betwaen peopls and
managers/supervisors naad to fulfil formal and informal interpersonal rales.

This makes ethics an inherent part of managers' jobs,

The question of whether employees were supervised was answered
afffrmativaly by 67.7% of the respondents. Respondents were required to have
fulfilled supervisory responsibilities in the current organisation either in their
current role, or whare that was not possible, to have fulfillad supervisory
responsibilities in the last two years. The high propartion of respondents
identifying their roles as non-supervisory in organisations Alpha and Gamma
reflect poor selection of respondents by organisational insiders, major
recrganisation of tasks and positions in the organisations, or respondents’
failure to recognise the suparvisory aspects of their work. In organisation
Gamma the last possthility is more applicable, because many academics do not

consider coordinating units and thus tutors, as a supervisory task.

In organisation Alpha, where the questionnaire was distributed intemnally, the
researcher was assurad by the manager distributing the questionnaires that

they were only for respondents currantly occupying a managarial position and
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currently supervising employses, or did so in the last two years. In organisation
Bata, In the first stage of data collection that involved group meetings, the
researcher clarified and confirmed the requirement for managerial/supervisory
responsibilities. In the second stage of data collection which was done via mail,
questionnaires were mailed to potential respondents. The researcher was
again assured that all people provided by the organisation currently filled a
managerial position or did so in the past two years. In Organisation Gamma,
the researcher with the assistance of key persans in the organisation
ascertainad this fact and only forwarded the quastionnaire to people who

fulfilled this requiramant.

In organisation Beta whare tha researcher had some control over the
respondants and contact with most of them, 93.6% of people recarded their
position as supervisory. In organisation Bela the parcentage was 62.5 % and
in organisation Gamma 46.7%. The low percantage of people in organisation
Gamma who parceive their positions as supervisary, supporis the notion that
people may not necassarily racognise themselves as supervisors even when
they are perceived as such by management and may filfil supervisory
responsibilities. The supervisory responsibility criterion was set to enable
raspandents from comparable positions in the organisations to take part in the
research, Based on the proportion of respondsnts that described themsealves
as supervisors and managements’ reporting this has been schigved to a preat

extent.

Organisation Alpha as noted earlier is a government depariment with highly

homegencus occupations that differ primarily in rank. Organisation Beta is &
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health care provider and Organisation Gamma a division in a tertfary education

institution. This distincticn is raflected in the occupation groups and the

education levels of the respondents of the three organisations.

7.2 RELIABILITY OF MEASUREMENTS

The Cronbach's coefficient alpha was calculated for each dimensien of ihe

ethical climate and personal ideology type, in order to test their internat

consistency. It was noted in Chapter 6 that the researchers who developed the

instrumenis and others who have usad them in diffsrant studies, have found

acceptable ralfability for thess instruments.

The Cronbach's coeflicient alpha values are presentad in Table 7.3. The

coefficient « for the Independence dimension is just below 0.60. This is

considered by some {sea eg. Sekaran, 1884) the lowast acceptable o level,

Tabla 7.3
Construet Reliability*
st ool GRS gy S
( Caring 7 73 379 0.96
" Law & Code 4 76 4.87 1.17
% { Rules 4 g2 4,34 1.1
° Instrumental 7 68 3.83 1.02
! Independence 4 58 3.79 1.07
% Idealism 10 78 469 0.82
§ Relativism 10 76 410 0.99

* For ttems [n all constructs: 1= Completely disagree and 7 = Completely agrre
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Howaver, the reliability of the constructs in this research are acceptable
according to Nunnally (1967) who allows modest raliabilities of 0.60 or 0.50, but
not acceptable according fo the revisad Nunnaly (1978) who rafsed the
acceptable o to 0.70. Pedhazur and Pedhazur-Schmalkin {1991) explain that it
is impossible to find an authority for all research and situations and it is more
appropriata to define acceptability on an individual case basis. In this research
all the reliability cosfficients ware above 0.58, The expleratory nature of this
research effort justifias the acceptance of the Coefficient alpha of 0.59, keeping
in mind that the Coefficlent alpha Victor and Culten {1988} found for the
Independence factor was 0.60. Therefore, it is concluded that all sevan

constructs are reliable,

7.3 ANALYSIS OF THE ORGANISATIONAL ETHICAL CLIMATES
Thae sthical climates of 1he threa organisations based on tha nine theoretical
dimensions were analysed. As discussed in Section 6.4.2, the three
organisations were expected to be perceived ditferently in terms of egoism,

benevolence and principle.

Organisation Alpha was expected to have a predominantly Law and Code, and
Rules climate. In theoretical dimensions these correspond with the Principla at
the local and cosmopolitan climates. Crganisation Beta was expected to have
a Caring and Independence climate, corresponding to Benevolence in the
individual, local and cosmopalitan levels and Principle in the individual leval.
Organisation Gamma was expecited to have an Instrumental climate,

corresponding with Egoism in the individual, local and cosmopalitan lavels.
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7.3.1 Analysis of the Theoretical Ethical Climate Dimensions

Tabls 7.4 contalns the means of the theoratical dimension of the athical
climates in the three organisaticns. An analysis of variance (ANOVA) test was
petfermed for the nine dimensions using the different organlsaticns as the
criterion for grouping responses. The ANOVA resuits and the refationships as

raveaied by the Scheffe test are also presented.

Table 7.4
Theoretical Ethical Climate by Organisation (ANOVA}
Total Alpha Beta  Gamma (QE&EL
Individuat 4,30 4,39 4.0 4,52 N.S.
Egolsm Lacal 3.42 3.50 3.54 3.20 N.5.
Cosmopolitan 4,09 4,30 4,20 3.73 N.S.
T ndvidual 339 333 868 295  NS.
Benavolence Local a.27 3.20 3.82 278 B=y
Cosmopalitan 5,39 5.56 5.71 4,87 N.S.
T ndvicual 379 363 870 406  NS.
Principle Local 4,34 478 4.30 3.93 oY

Cosmepolitan ~ 4.87 5.58 4.86 412 o[>y
*Mean scora on a sevan point scale wilh 1= complstely disagree, 7= complalely agres.

Based on the predictions, organisation Gamma should have significantly higher
means in the individual, local and cosmopolitan Egoism levels. The individual

Egoism dimension contains statements such as in this organisation ‘people are
out for thaemselves' or ‘people protect their own intarests above all else’. In this
dimension, organisation Gamma had the highest mean score but therg was no

significance difference.
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The differences betwaan the three organisations in the local and cosmopalitan
Egolsm dimensions were not significant, but it is interesting to note 1hat
organisation Gamma had the lowest mean in both, This can be explained by
the nature of the organisation. Due to the context and environment of the
organisatfon individuals are more llkely to concentrate on their Individual
Egofsm, rather than be concemed with organisational interests. Statements
such as ‘people are expected to do anything to furher the organisation’s
Interasts, regardlass of the consequences’ and "work is considerad substandard
only when it hurts the arganisational interests' are representative statements of
the Egoism dimensfon at the local lavel. The individuallstic emphasis of most
academic institutions and the ability individuals have in them to attach their
work to themselves not their organisations, thus making it transferable, makes
people a lot less likely to be concemed with the organisation’s benefit, This is
also supported by the low score in the local Benevolence climate (M = 2,78,
8D = 1.25). Further, the survey was conducted at a time when there had been

racent organisational changes, which reduced ‘academic freadom’.

In the Benevolence dimension, organisation Beta was expacted to be the
highest In tha three levels, individual, local and cosmopolitan. That was indeed
tha case but the difference was not significant in the individual and
cosmopolitan levals of analysis. In the local lavel, the mean in organisation
Beta was significantly higher than the mean in organisation Gamma, as

rovealed by Scheffa's test.

In the Principle climate, organisation Gamma had the highest maan in the

Individual dimension but the differences betwaen the thrae organisations are
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net significant. Qrganisation Beta was expected ta have a mainly Individual
Principle climate. This does not appear to be the case. This is probably an
outcome of the increased govemment and organisational regulations in health
related services, that are more likaly to prescribe behaviour rather than rely en
the individuals to decide for themselves what is right or wrong. 1t also reflects
the high proportion of relatively new arivals from oulsitle the sector due to the
rapid growth of the crganisation and the need to meet new govermment

guidalines.

In the local and cosmopolitan levels of the Principla climate, crganisation Alpha
had tha highest means as axpected, and the differences were significant in
both the local and cosmcpolitan levels. At the local level, the Scheffe’s test
revealed that Qrganisation Alpha was significantly higher than organlsation
Giamma. At the cosmopolitan leval, organisation Alpha is significantly different

to Beta, which is different to Gamma (see Tabla 7.4).

The govemment and professional regulations that apply in the health industry
can explain organisation Beta's relatively high mean Principle scores at the
Local and Cosmopolitan levels. Vietor and Cullen (1988) explain that clan
organisations can have a Law and Coda ethical climate dimeansion if they
operate in highly regulated industries. This phenomenaon is avident in
organisation Beta, in this research and is also reflacted at tha local level of the
Principle climate, bacause the law and code are reflected in organisational

rulas.
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Using the mean 3.5 as the mid point of tha seven paint Likert scale, all climates
were rated highly except the individual and local levels of the Benevolence
climate in organisations Alpha and Gamma. The means for these two
dimensions were 2.95 and 2.78 respectively, in organisation Gamma, This also
supports the individualistic and instrumental climate ¢f arganisation Gamma. In
cantrast to the Individual and Lacal levels of Benevolence, the cosmopolitan
level has the highest total mean score {M = 5,39, 5D = 1.58). It must be noted
that the cosmopolitan level of the Benavolsnce climate is marie up of anly one
statemant: “in 1his organisation, it is expected that you will always do what is
right for tha customers and the public’. Tha local lavel of the Benavalence
climate that addresses the care for tha whole organisation and the Individual
level that addresses the care for other individuals in the crganisation are below
the mid point in arganisations Alpha and Gamma. This indicates very littla

concam and care for other individuals and the organisation in general,

QOverall in the hecretical dimensicn of tha ECQ, significant differences were
found n the Principle dimension at the local and cosmopolitan levels, and
Benevolence at the local level, as expected. The expected differencas in
Egoism wera not significant in this research, but they were of the general
direction anticipated, In the individual Principla dimensicn, organisation Beta
which was expected to have the highest mean did not de so, probably due to
the emphasis on regulations of the industry and ihe associated importation of
managers / supervisors from outside, who were not necessarily health warkers
but managers (of the accountant varisty). This alse explains the relatively high
mean on the local level of the Principle ¢limate in organisation Beta. Another

re.ason that explains this phanomenon is that members of clan climates support
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oach other's wark but wark indepandently (Wimbush, Shepard, & Markham,
1997a). Due to the naiure of the services provided in organisation Beta, this
Independence does not really exist, as all services ara interdependent. QOverall
these findings indicate that there are some significant differences betwsan the
athical climates of the three organisations, and these differences where they
exist, corraspond with Ouchi's typology and the axpected climates of the
organisations. The anzlysis of the empirical dimensions that follows will further

clarify thess diffarences.

7.3.2 Analysis of the Empirical Ethlcal Climate Dimensions

The three different organisations are expected ta be perceived differantly in
terms of tha Law and Code, Rules, Caring, Independence and Instrumental
dimensions of the ethical climate. An analysfs of varlance (ANCVA) tast was
performed for the five dimensions using the different organisations as the
critarion for grouping responses (see Table 7.5). A Scheffe test was also

performed, to reveal where the differences between the three groups lis.

Table 7.5
Differences in ethical climate by orgapisation® (ANOVA}

Total Alpha Eeta Gamma ANOVA

{Schef{a)

Garling 3.79 3.80 4,19 3.35 By
Law & Codg 4,87 5,58 4.86 4,12 =Py
Rules 4.34 4.76 4.30 3.93 o>y
Instrumental 3.93 4,08 3.8 3.89 M.S.
Independence 3.78 3.63 3.70 4,08 N.S,

*Mean scora on a seven point scale with 1= completsly disagres, 7= completely agres,

The overall interarganisational difference in the Caring, Law & Code, and Rules

dimensiens s significant {at the ¢.01 level). As expected organisation Beta had
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the highest scare in Caring, and Organisation Alpha the highast in the Law and
Codse, and Rules dimensions. Organisation Beta was also expected to have
the highest Independance score but that was not confirmed in this study.
Organisation Gamma scored higher in Independence, a fact that can be
explained by the nature of work and greater autoncmy in tartiary educational
institutions, while organisation Beta is graatly affacted by govemment and
funding department regulations, as well as professional body codss.
Organisation Alpha scored higher in the instrumental dimension but the

difference was not significant.

The Scheffe test performad on the inter-group differencas, confirmed their
stafistical significance {p<0.08) in the Caring climate between organisations
Beta and Gamma. It also confirmed the difference in the Law & Code climate
batween organisation Alpha, and Beta and Gamma, and Rules between

organisation Alpha and Gamma.

‘The analysis of the organisational ethical climates revealed that there are
significant diffarences between the three organisations. The differencas ware
found inthe Caring, Law & Code and Rules climates. This climatic
heterogeneity suggests that the effect the thres organisations will have on the
respondents’ resolution of ethical dilemmas is likely to be different. This finding
enables the continuation of the rasearch ¢ explore the effect of the

arganisation on the moral autonomy of individuals,

Fallowing the analysis of the ethical climates of the three organisations, the

athical ideclogies of the respondents were analysed. As mentloned in Chapter
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6, the EPQ was used to reveal the ethical values of the respondents so that the
effact of the person and the organisation can be ascertained in tha resclution of

the ethical dilemmas.

7.4 ANALYSIS OF PERSONAL IDEOLOGIES

The personzl ideclogies of respondents in 1he three organisations were
assessed using Forsyth's (1980) EPQ, as discussed in Chapter 6. The EPQ
contalns 20 items. Ten ftems assess (dealism and ten assess relativism. A
sevan paint Liker scale was used, 1 indicating complete disagreement and
7eomplete agreement, The range of scores for each raspondent in ideallsm
and relativism is 10 to 70. Higher scores indicate higher idealism or relativism

orientatjons.

Table 7.6
Ethical [daology Scores by Qrganisation*
Total Alpha Bsta Gamma
Mean Mean Mean Mean ANOVA
{8D) (SB) (5D} (S0
46.85 44.91 43,48 46.19 N.S.
ldealism
F=2.08
Lo e e B e
41.03 42.51 3g.02 42.57 N.S.
Aalativism
F=2.20
(9.93} (9.37) 871 (11.22} p=0.12

“Total score on a sgven paint scale where 1= completely disagres, 7= completely
agree.

Table 7.6 contains the means of the idealism and relafivism scores in the thrag
organisations. Organisation Beta had the lowest mean score in relativism and
the highest in ideaiism. QOrganisation Alpha had the lowest score in idealism,

and organfsation Gamma the highest score in relativism. To test the
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significance of thess diffarences, an ANOVA was perfarmed but thers wera no

significant differances between the thrae organisations.

Based on the findings presented in Tabla 7.6, the individual ethical ideclogies in
terms of idealism and ralativism as measured by the EPQ are not significantly
different between the respondents of the three organisations. Further analysis
was conducted by dividing the responses to high and low in both Idealism and
Helativism, using the median scores as suggestad by Forsyth and Nye {1990).
The median scores in ldealism and relativism in organisation Alpha were 4.65
and 4.25 respectively, for organisation Beta 4.9 and 3.9 respectively and for
arganisation Gamma 4.65 and 4.30 respectively, The overall medians are 4.70

and 4.2 respectively.

Using tha overall median, the respondents in the thrae organisations were
cross tabulated Into high and low in idealism and relativism (see Table 7.7). As
expected, organisation Gamma had the highest number of respondents that

seored high on ldealism and the highest number that scored low in Relativism.

Table 7.7
Cross Tabulations of High / Low |dealism and Relativism
High / Low Idealism Observed

High / Low Relativlsm __Expacted Total a B ¥
Obsarved 52 16 21 18

High ldgalism Expected 52 17.9 17.3 168
Observed 41 16 10 15
Lowdealism______ . Expected ______ L, 123 R £ ¥ 18.2
Obsarved 48 20 12 16

High Relativism Expected 48 16.5 16.0 155
Observad 45 12 19 14

Low Relativism Expected 45 15.5 15.0 14,5
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The chi-square test performed in high and low idealism did not revaal any
significant differences {x° = 2.64, sig = 0.27, df=2). Slgnificant differences
were also not found in the chi-square test parformed for high and low relativism
(x2 =3.62, sig = 0.186, di= 2). This indicates that in terms of tha idealism and
relativiem scores, the individuals do not have significantly different ethical
philosophies in the three organisations. Organisation Beta had the highest
number of people high on idealism and low on relativisin, while Alpha and
Gamma had the same number of pecple on high and low idealism and more

people high on relativism,

The EPQ was further analysed using the overall median scores as cut-off
points, as suggestad by Forsyth and Nye (1930}, to create the four groups of

situationists, absolutists, subjectivists and exceptionists (see Table 7.8).

Table 7.8
Ethieal Ideclogy Matrix
SITUATIONISTS ABSCLUTISTS
High Idealism High Idealism
High Relativism Low Relafivism
N % M %
Total & 25.03 a5 26.88
Alpha 11 34,38 5 15.63
Beta 1 35.48 10 32.26
Gamma 5 16.67 ¢ 33,33
SUBJECTIVISTS EXCEPTIONISTS
Low ldealism Low Idealism
High Ralativism Low Rslalivism
N % N %
Total 21 22.58 20 21.51
Alpha 2] 28.13 7 21.87
Bata 1 323 9 29.03
Gamma 11 36.67 4 13.33
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The matrix enables the respondents to be categorised In terms of ethical
idaclogy and is similar to the analysis performed by Giacalone, Fricker, and
Beard {1985). The EFQ doss not percelve ldsalism and relativism as mutually
exclusive, and the malrix presented in Table 7.8 enables he analysis of the

respondents to both ideologies (see Section 6.2 and Table 6.2).

Cross tabulatiens and chi-equare were performed, using these classifications ta
examine if thare were statistica! significant differences with regard to the

ideologies batween the different organisations (Table 7.9).

Tabla 7.2
Cross Tabulations of Ideclogy and Crganfsation

Idealism/Relallvism Ohserved

Matrix Expecied Total o p ¥

Observed 27.00 11.00 11.00 5.00
Expected 2700 929 900 B71

Observed 2500 500 1000 106.00
Expected 2500 860 833 8.06
Observed 2100 900 100 411.00
Expected  21.00 700 677

Cbserved 2000 7.00 900 4.00
Expacted 2000 688 667 B.45

Situalicnlsts
Abszolufists

Subjectivists

Exceptionisis

¥? =14.61, sig = .024, di=6

A significant difference between the thrae organisations and the ethical
ideologies, in tarms of situatienism, absolutism, subjectivism and exceptionism
is found. To confirm that the significant 12 is not due to the sample size,

Cramer's V was calculated. Cramer’s V adjusts the value of chi-square to take
account of the sample size (Argyrous, 1986}, The value of Cramer's V in this

case is 0.28 and it has 1he same significance as the xz test. Argyrous clarifies
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that generally any Cramer's V value of less than 0.10 is considered vary weak,
indicating the relationship between the variables ta be very waak or trivial. In
this case Cramer's V is 0.28, which indicates that there is a moderate

relationship between organisations and the ethical idesclogies.

The ideology of the respondents appears to vary in the thras different
organisations. Organisation Alpha has more Situationists, Subjectivists and
Exceptionists than expected. These three lypes of ethical ideologies are based
on telealogy, or relativism. Sltuationists are relativistic and exhibit idealistic
scepticism, Subjectivists are ethical egoisis, Exceptionists utilitarian, and
Absolutists deontological {Bass, Barnett, & Brown, 1988; Forsyih, 1992a;
Tansey, Brown, Hyman, Dawson, 1994). Crganisation Bala has fewer
subjectivists than expected and organisation Gamma fewer Situationists and
Exceptionists than expected. The relatienship and implications of thess
findings and the ethical climate of the organisations in the questions of this

research project are discussed in Chapter 2.

7.4.1 Personal Characteristics and ldeclogies

Further analyses of variance were undertaken to test the relationships between
age, gender, education, refigion and rmarital status on the ethical ideologies of

respondants.
Generally speaking individuals are expectad to be mora idealistic as they
bacome alder (Brady & Wheeler, 1596), and women are expacted to ba more

caring than men, indicating an idealistic concam for the welfare of others
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{Gilligan, 1582; Schminke & Ambrose, 1997; Tsahuridu & Walker, 2001).
Education (Jones & Gautschi, 1988} has also been found to affect ethical
dacision making. These factors have been described in more depth in Chapter

4.

Two analyses of variance were parformed to test the relaticnship between
relativism or idealism and personal characteristics. In tha first ANGVA,
relativism was the dependent variable (see Table 7.10). Intermms of refativistic
ideology, there was no significant relationship between age, age group, gender,
education and relativism, Age was grouped as in the four categeries of Table
7.1. It was also grouped in tarms of up to and including 45 years old and equal
to or greater than 46 years old, and that is what Is representad by the age
group characteristic. The age of 45 was chosen to group ags, because it is the
median of the sample in terms of age. Table 7.10¢ indicates that these parsonal

characteristics ware not found to influence the respondents’ relativism.

Tabla 7.10
Rslativism and Personal Charaderistics

n Mean &0 F Sig.
Gender
Female 33 4,10 0.78 2.00 0.59
Male &0 410 1.1
Age group '
=45 47 4,15 0.88 0.18 0.67
=45 46 406 1.1
Total 23 410 0,99

In the second analysis of variance ideslism was the dependent variable.
Significant relationships were found for both gender and age group with

idealism (Table 7.11).
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Table 7.11
Ideslism and Personal Characteristics

n Mean 50 F Slg.
Gendear
Female 33 5.04 077 a.08 0.01
Male 80 4,49 0.85
Toel 99 488 o®2
Age group
=45 47 4,46 0.84 5.87 0.02
246 48 491 0&; o
Total 83 4.68 C.42

Females were found o be signi! ca 1y more idealistic than males and people
ovar 45 more idealistic than those under 45 years old. These findings indicate
that the gender and age of tha respondents influenced idealism in this

research,

7.5 CORRELATION ANALYSIS

To examine the nature, direction and significance of association (Sekaran,
1992) between the five ethical climate dimensions and the two ethical
Ideologies a correlation analysis was performed. As was discussed earlier,
bath the ECQ and the EPQ are based on the decntological and teleclogical
philosophical orientations. As a result, some relationships are expsected to exist
between the ethical ideoclogies and tha percaplions of the organisational athical

climate.

Table 7.12 contains the correlation analys?s between climate and ideologies.
Tha comelations show that there are significant positive relationships between
the Instrumental climate and Relativism, the Caring climate and Law & Cade,

and Rules climates, and the Law & Code and Aules climates.

227



Significant negative associations exist between Relativism and Caring and the

Caring and the Instrumental climates.

Table 7.12
ldeologies and Climate Correlations
1 2 3 4 5 B 7
& | 1.1dealsm 1.00
2
g 2. Relativism 0,17 1.00
{ 3. Caring 013 -0.19° 1.00
4, lawg Code 004 000 040" 1.00
JIE)
=
Z4{ 5. Rules 042 0.07 036" 054" 1.00
]
[&]

6, Instrumental 010 0.31*° -0.34** -0.07 -0.089 1.00

\ 7.Independence 012 G0 008 003 008 -005 1.00

* pe0.05
**p<0.01

The Caring Climate has an idealistic orientation as it has been outlined earlier,
but ihis orientation is based on concern for the welfare of others (Gilligan, 1982)
and not justice {Kohlberg, 1976). As such, it is negatively associated with
Instrumentalism which Is based on ethical egoism and is thus based en a
ralativistlc orientation. Caring is also negatively assoclated with refativism for
the same reason, A positive association also exists betwesn the Caring climate
and the Law & Code and Rules climates. This assgciation can bz explained in
tarms of the idealistic orientation of the caring climate and the idsalistic
orientation of the Rules and Law & Code climates that are hased on principles,

at tha local and cosmopolitan levels.
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7.6 SUMMARY

This chapter presentad the quantitative analysis of the ECQ and the EPQ.
What is mos1 important for this research project is not what ethical climates
differant organisations may posses or develop, or what type of ethical ideclogy
individuals posses or develop. The main quastion of this research is if and how
the ethical climate of the organisaticn affects individual ethical judgements.
That is if the moral autonomy of individuals is affected in organisations, This
question will be addressed in the following chapters, which contain the
quantitative classification and qualitative analysis of the ethical dilemmas and

discuss the findings.

The important outcomes of this chapter that will be used te clarify the effect of
the organisation on the moral autonomy of individuals, are the ethical climate
dimensions of the three organisations and the personal ideology of the
individuals in the three organisations. These will be used in Chapter 8 to
datarmine the moral autonemy, moral heteranomy and moral anomy in

organisational and personal ethical judgerments.
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CHAFTER EIGHT
ANALYSIS OF ETHICAL DILEMMAS

The difernmas presented to respondents addressed organisational and
personal issues. As described in Chapter 6, the dilemmas were assessed for
difficulty, complexity and relavance. Based an the assessments undartaken,
three dilemmas low in difficulty and complexity and three high in difficulty and

complexity for organisational and perseonal issues, were selected.

Each dilemma required the respondents to write what they thought the person
facing the dilemma should do and then justify thair proposed rasalution, The
respanses to the first question were coded according to the resolution proposed
and the codes were enterad in SPSS. This was done so that frequency counts
could be taken, as suggested by Sskaran (1992). The research is exploratory
and aims to ascertain the general impact of organisations on people. The
frequancy tables provided allow for the examination of differences batween
organisations in the resolutions and jusfifications of dilemmas. Further
statistical analyses to address the significance of found differences were not
undentaken for several reasons. Firstly, it was found that the differences per
dilemma response and justification ware not significant but the overall
differences are found to be revealing. 3econdly, the resolutions and
justifications are quantifications of qualitative data. Their representation in
numerical terms enablas general impressions to be made mare explicit, but
they do not lend themselves to statistical analysis as explained by Sekaran
{1992}. Finally, the richness of the data captured in the open-ended questions
that the responses to the dilemmas provide, is found to be more valuable and

revealing, espectally in ralation to the research prapositions of this project.
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The resolutions to the dilemmas are prasented first, followed by the analysis of
the justification provided. The analysis is conducted qualitatively in terms of

ethical philosophy and thematic categories, supporied by quantitative data.

8.1 CATEGORIES OF RESOLUTIONS TO THE DILEMMAS

The resolutions to the ethical dilemmas are presented in terms of frequency of
rasponses, The rasolutions te the dilsmmas provide an understanding of the
possibilities people in the three organisations consider. This understanding
makes comparisons between organisations valuable and providas an insight
ahout the possible effect of the organisational ethical climate on the resolutions
people propose that will be discussed at the end of this chapter. The dilammas
In low complexity and difficulty are presented first, followed by dilemmas of high
complexity and difficulty in both categories. The dilsmma numbers used raflact

tha order in which they wera presented in the questionnaire {see Appendix A).

8.1.1 Low Complexity and Difticulty Organisational Dilemmas

8.1.1.1 Second Crganisaticnal Dilemma

The sacond dilsmma was daveloped for this research. It invelved a sales
negotiation, when the salesperson was awara of a preduct fault. in this
dilamma, the least number of respondents who suggasted that the client should

be advised were found in arganisation Gamma (see Table 8.1).
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Tabla 8.1
Responses to Second Organisationat Dilemma

QOrganisation

Aloha Beta Gamma
Resolution n %a n % n %o
Advise client 16 51.61 23 74.19 13 44.83
Advise organisation 3 9.68 6 20.69
Dapends 1 3.23 1 3.23 3 10.34
Fix problem 4 12.90 1 1.23 2 6.90
Nothing/sell product 4 12.90 2 6.90
ﬁﬁr:sa?J:nCIienl asks or 1 3.23 3 .68 q 3.45
Do fiot complete 2 645 1 3238 1 345
Other 2 6.45 1 3.45
Missing 1 i
Total az 100,00 31 100.00 30 100.00

Respondents who suggested nothing should be done about the knowledge of
the fault in the product or sell the product were oniy found in organisations
Alpha and Gamma, Respondents who suggested the organisaftion should be
advised, thus pushing the decision {0 the organisational hierarchy, were also
only found in organisations Alphe and Gamma. One respondent from
organisation Gamma comrmented that the issus should be raised In writing with
the superiors in the organisation, in order “to push the declsion higher’ and to
“sover himself”. Similarly, a response from organisation Alpha states:

Il he is just an employes, he will keep qulel aboul the fault. He'll probably want to keep
his job to pay the bills and school feas, Of course the right thing to do is tell upper
management about the fault and let them sort 1t out,

Interestingly the right thing in this responsa from organisation Alpha is redsfined

as avoid making an ethical decision, making a decision to surrender ethical
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decigion making instead. The respanses in this dilemma suggest that
respandants In organisation Alpha are mare likely to act unethically on behalf of
the organisation and respondents from organisations Garmnma and Alpha are

more likely to avoid making an ethical decision.

This dilemma was parceivad primarily in terms of long varsus shot term benefit
to the organisation in organisations Alpha and Gamma and not as an ethfcal
Issue for Clint, the person facing the dilemma. "It is basically a business
decislon not an ethical issue” is a respense given by a respondent from

organisation Gamma.

7 he rasponses from organisation Beta, which has a more caring climate,
suggest that people are more likely to behave sthically on behaif of the
arganlsation. The caring climate shows concem for the colleagues at work, the
organisation and the customers and soclety. [n addition, respondents fram
organisation Beta make the decision instead of passing it to the organisation.
This dilemma, which addresses primarily the customer or the cesmopolitan

level of benevolence, reflects the organisational climates of the arganisations.

8.1.1.2 Fourth Organisational Dilemma

The fourth dilemma was adapted from Snell {1996}, 1t was about a suparvisor
who was asked to take a reputedly Incompetent employee in her departmant,
because no ane else would have him. Organisation Alpha had the most
respondents that suggest the supervisor should iry to avoid taking on the
employes and also the larger number of respondents who said the suparvisor

shoutd refuse taking on the employes {see Table 8.2). Most cf the respondents
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in organisation Beta and Gamma suggested a conditional acceptance, based

on retraining, performance management, etc.

The resolutions to this dilemma suggest that in organisation Alpha more peaple

are likely to avoid taking on rasponsibililies that are not directly associated with

the way they perceive thelr role. They are less likely to undertake extra role

behaviours {Chatman, 1988), which are addltional actions, not specifiad by

ane's job but which bensfit the organisations.

Tabla 8.2
Resvonses to Fourth Organisatienal Dilamma
Organisation
Alpha Beta Gamma

Rasolution m %o n % n %
Condlllonal acceptance 8 25,00 14 46.67 12 40.00
Refuse 12 37.50 a 26.67 2 §.67
Accept 7 21.88 4 13.33 i} 20.00
Clarify raputed 2 6,67 5] 16.67
I;‘;.‘t" avoid-accept i 5 1568 2 667 3 1000
Other 2 6.06
Missing 1

32 100.00 31 100,00 30 100.00

In organisation Beta, more responses show concem for the reputedly

incompetent employes, the organisational unit, and the whole organisation,

unlike organisation Alpha where the concem focuses on the manager. In Beta,

respondents look for benefit for all concemed, the emplayse, the colleagues

and the organisation. A characteristic example ls:

Moving incompelent employees from one place lo another i nol a recommended

managemenl strategy. 1is a losa / lose siluatian for all concemad.  The incompatent

learns ncthing about their parfarmance and they leave a trail of anger and frusiration in

their wake.
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Even whan individuals suggest that the supervisor should refuse to take the
smployee, they rafar mostly to the effect that will have on tha other paople in
the department. In organisation Alpha the jusiification for refusing the
employee relies more heavily on the job definition of tha supervisor.

Is [l her [ob to employ incompeten] members?

It is not her rote 1o manlor incampetent employeas.

She [s an accountant not an HA expant.

Whan are management {upper) going to have tha courage to remove incompetent
low performing individuals who have probably had evary opportunily given and never
helpad themselvas.

This Is anticipated given the emphasls on organisational rules and ragulations
in Alpha, which Is more Ilkely to disabls paople from extending their rolas to

assist the organisation and people in the organisation.

In organisation Gamma the rasponses varied mora than in the cther
arganisations and ranged from accepting the employse because ‘she has no
choice. She can express her reservations but has to de as told' to giving an
opportunity to the empleyee that may not have been provided before. Many
responses however mentioned the need to find out whether the parson is

indeed incompstent.

8.1.1.3 Sixth QOrganisational Dilemma

The sixlh dilemma is about an employee who hears hls supervisor take the
cradit for work done by an absent collsague in a departmental mesting

{adapted from Lockheed Martin Corporation, 1998),

The greater number of respondents whe would question the supsrviser is found

In organisation Beta, followed by Alpha (see Table 8.3). The respondents of
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organisalion Gamma in this dilemma are quite different. Only four respondents
commaented that the person facing the dilemma should question tha supervisor

and seven that the parson should actually speak out during the meseting.

Table 8.3
Responsus to Sixth Crganisational Dilemma
Qrganisation
Alpha Bata Gamma

Aesolution n % n % n %a
Tell colleague [} 18.75 3 9.68 5 16.67
Question supervisar 10 31.25 1 35.48 4 13.33
Tall maeting 12 37.50 11 35.48 7 23.33
Naothing 4 12.50 7] 16.13 6 20.00
Depends 1 3.23 4 13.33
Tell colleague &supervisor 3 10.00
Inform superiors 1 3.33

a2 100.00 3 100.00 a0 100.00

In this dilemma the greater number of respondents who would speak out in the
mesting are from organisation Alpha. The authority of the supsrvisor is
emphasised in organfsation Alpha, while that is not the case in the other two
organisations. This may explain the large number of people who would tell the
meeting. Respondents from organisation Alpha also indicate that this is

somathing that oceurs frequently,
Organisation Gamma had the highest number of respondents whe would not do

anything about the incident. That can be explained by the more egocentric and

task {not nacessarily moral) autonomy that is apparent in this organisation,
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8.1.2 High Complexity and Difficulty Organisational Dllemmas

8.1.2.1 First Qrganisational Dilarmmma

The first organisational dilemma involved a policy analyst who was pressurad
by management into leaving an cption (the green route) out of a report she had
to preparg. The dilemma was adapted from a case availzble from the Political
Science and Public Policy Departrment, Univarsity of Arkansas (n.d.b), In this
dilemma, the majority of respondents in the three organisations suggested that
the person facing the dilemma should include both routes in her report (ses

Table 8.4).

Table 8.4
Responses to First Oraanisational Dilemma

Organisation

Alha Beta Gamma
Aesolution n % n % n %
Inciude both 23 71.88 22 70.97 21 70.00
Do what she is asked 5 15.63 2 6.45 ] 10.00
Present bast option 1 3.12 a 9.68 2 6.67
oo beh SO 1 g1s 2 ess
Take green route 1 3.3 2 6.45
Other 1 3.13 4 13.33
Total az 100.00 k)| 100.00 30 100.00

However, even when respondents agree on the proposed resolution they Justify
the resclution differently. In organfsalion Alpha, more respondents say that
both routes should be included in ordar to salisfy the job requirements. In
Gamma they suggest that it should ba done so the person facing the dilemma
dees not suffer as a consequence. A response for éxample said that she

should include both options in the report because she is a mid-laval bureaucrat
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and should ‘leave decisions which may backfire to sameona further up the

scale'.

Organization Alpha had the highest number of people whe thought that one
must do what one is asked In organisations, followed by organisation Gamma
{see Table 8.4). In organisation Beta only 6.45% of respondents thought that
one should do what one is asked of In the organisationai context. This finding
suggests that in organisation Alpha, which is perceived to have a Rules, and
Law & Code climate, people are more likely to comply with organisational
demands and not their parsonal values. They are caught betweean
contradictory demands and pressuras, and as Alvesson and Willmott (1992)
explain they are victims as well as perpetrators of discourses and practices that
constrain unnecessarily their thinking and acting. This Is evident in the
justification given by some respondents in crganisation Alpha. Two
characteristically state:

She will suffer il she leaves it out orincludes it. Firstif she leaves il out sha could
become the fogus of the controversy and a scapegeal, as the organisation will not
necassarlly support har. Second, she should includs il but she will continue to feel
pressure and may be oslraclsed ar denled rewards sugh as goed work assignments or
promollons.

She should do what [s requestad by her superiors and leave oul tha green route,
Because if | was in her position that is what | would do. | bslieve managementl has deglt
wilh this type of decislons several times before.

The fact persons are likely to do what is required is also evident in responses
that qualify that what one should do [s not what one would da in the
organisational role. Thus voicing the pressure, expectation and likelihood to
comply with organisational demands, even when the respondents consider
them wrong. One response from organisation Alpha characteristically states:

In realily Helan would subscribe to her employers views, however sha should present
both cptions.
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Anather intafesling phenomenon is that more people fram organisation Beta
suggest that the person facing the dilemma should present the option she
considers the best, and she should present only the green route. This indicates
that in this organisation the possibility of dolng what one thinks is right in the
arganisational context and not what is defined as right by the organisation, is
present. This possibility is considered anathema at present in most
organisations and by some organisational writers {(Hodgkinson, 1986, cited in

Agarwa! & Cruise-Malloy, 1999}, as dascribed in Chapter 6.

8.1.2.2 Third Qrganisational Dilemma

The third dilemma involved a person who worked for a non-govemment
organisation, and was asked to pay a 'security fea’ to a band of scldiers. This
dilemma was adapted from the case available from the Pglitical Science and
Public Policy Department, Universily of Arkansas (Political Science and Public

Policy Department, n.d.a),

Table 8.5
Responsas to Third Organfsational Dilemma

Organlsation

Alpha Beta Gamma

Resolution n % n % n %
Pay 15 5C.00 16 53.33 17 56.67
Pay and advise org. 3 10.00 3 10.00 & 20.00
Adyise supericrs & 20.00 1 3.33 1 3.33
Do not pay 3 10.00 2 6.67
Negotiate 2 &8.67 54 20,00 3 10.00
Other 1 333 2 B.67 3 +0.00
Missing 2 1
Total 3z2 100.00 a 100.00 30 100,00
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In this dilemma 50% or more of the respondents in each arganisation suggest
that the security fea should be paid. As in the previous dilemmas, mere
respondants from organisation Alpha suggest that the decfsion should be made
by the organisation and not by the person who actually faces the dilemma (see

Table 8.5}. In contrast more respondents from Beta safd she should negotiate.

Organisation Beta respondents are more likely to address the unethicality of
paying a briba, even if their majority suggested that it should be paid to save
human lives, They are more likely to use moral language to explain tha
reasons they may choose to do what they consider unathical, One response
for exampla that suggests the ‘fee’ should be paid, states:

Ethics and morals go oul the window hare. Anne does nol have the ability or the time to
changa what [s already an ingrained cullure. Evenif she reports i, itis unllkely 1o
change within the scheduled time frames,

In contrast, an organisation Alpha response states:

Advise the superlors of siluation seeking immediate support from relativa dapartments, ie
police, army ete, It is not her declsion as o whather or not “securily tees” should or
should not be pald, and the pressure should not be placad on her in her position.

In this dilamma no respendents from crganisation Gamma suggested that the
bribe should not ba paid. Six respondents frum organisation Alpha resolved the
case by suggesting that what the person facing the difemma should do is
advise her organisation. Similarly in organisation Gamma, the same numbar of
raspondents suggested that the ‘fee’ should be pald and the organisation

informed.
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B.1.2.3 Fifth Organisational Dilemma

The fifih organisational ditamma was adapted from the [nstitute for Global
Ethics (1998). The case involved a young scientist and the choice of either
accepting funding that had conditions attached which meant that an honast
report could not be preduced, or rejecting the funding and thus the possibility of

rasearching the pollution on the Great Barriar Resf,

Table 8.6
Responses to Fifth Organisational Dilamma

Organisation

Alpha Beta Gamma
Rasolution n % n % n %
Refuss 10 32.26 11 36.67 12 40.00
Voice concerns 7 22.58 a 26.67
Accept 8 16,35 3 10.00 2 6.67
Accept if transparent 3 5.68 2 6.67 3 10.00
Negotiate 2 6.45 4 13.33 2 8.67
Blow whistle 1 3.23 1 3.33 2 6.67
Ciher 2 6.26 1 333 2 6.26
Ha has no say 3 10.00
Change jebs 2 6.67
Depends 2 6.67
Missing 1 1

32 100 31 100

o
(=]

100

Organisation Garmma s a terliary education institution and a research
organisation. It appears interesting that no respondent suggested that the
person facing the dilemma should voice his concams in organisation Gamma.
This can be explained either by the fact that the respondents did not fes] it is
worth dalng so, or that the respondsnts believe that they have the power and

respansibility to dacide what research projects they accept thus voicing concem
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is not an appropriate approach. Interestingly the only three respondents who
suggested the researcher facing the dilemma has no say in the matter also

come from organisation Gamma which supporis the formar reason outlined,

Ancther finding is that more people from organisation Gamma see it as a case
that is rasolved basad on personal preferences and feelings rather than rights
and wrongs. Two responses characteristically state:

As a young and recenl graduate, Chrls (5 in no position to influence 1he decision at all
{probably}. You haven'l explainad what Chris's position is ethically and maorally.

If he feals strongly about the issua of tied' research funding he should make his pesition
known and probably be prepared to resign il he taelt strongly encugh.

It is Chris's chaice, only be can welgh up the pros and cons. If It was me, | would do it if
it was absolusly necessary to keep the job, 1don't see it as an ethical dacision, lhe pros
and cons need Lo e welghed up and acled upon,

In organisation Gamma, it was also found that respondents did not fell ihat
there is a real possibility of affacting the acceptanca of the research at the
crganisational level. The only choice was on the person facing the dilemma
and what he was prepared to do at the personal level.

Chtis can guit and blow the whistle, In lhe system things happen lhaeir own way. Ona
employee sevaraly make s a diffarance. Or Chris can bear it, work, find an alternative
placament and leave.

This is outside of Chris’ conlrol and not somealhing he needs lo make a declsion aboul
until management have declded whether to accept tha suppon from the palluting
organisation.

Responses like these also indicate a possible reaction of organisational
members that are asked to behave In a way they find unacceptable. The most
respondents that suggest the funding should be accepted come form
organisation Alpha, while more pecple from organisation Beta suggest that

negotiations should be undertaken,
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8.1.3 Low Complexity and Difficulty Personal Dilemmas

8.1.3.1 First Parsonal Dilemma

The first personal dilemma presented was about Stan, who received an exira

$50.00 from an ATM without being charged for it. This dilemma was developed

for this research.

The great majority of respondents from organisations Alpha and Beta

rasponded by saying that the person facing the dilemma should retumn the

monay to the bank, or advise the bank of the event (see Table 8.7). In

organisation Gamma, however, half of the respondents suggasted that Stan

should keep the exira $50.00.

Table 8.7

Responses to First Personal Dilemma

Resolution

Relurn $/contact bank

Keep $
He decidas

Go to current affairs prg

Total

Organisation
Beta
n %
25 80.65
a 9.68
a 9,68
an 100.00

Gamma
n %
14 46.67
15 50.00
1 3.33
ao 100.00

The response about the current affairs refers to a current affairs program the

respendent had seen about a similar occurrence. Interestingly, three people

from crganisation Beta resalve the case by suggesting that tha person has to

decide, ie implying that there is no right or wrong position, but a person —

situation dependent outcome that only the person facing the dilemma can

resolve,
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In erganisation Alpha the emphasis of saying the person should retumn the
maney, was mainly law refated, and most respondents commaented that keeping
it is stealing it and that Is an offence. In Beta the emphasis is placed more on

integrity and character.

The justification for keeping the money is an overt dislike for the banks in all
organisations. Respondents comment that banks do not fulfil any of their
responsibilities, and they overcharge for the services they provide. This, they
claim, justifies the retention of the extra $50.00, A response from organisation
Gamma justifias the: 'Thank his lucky stars! Keep it’ resolution by stating:

Because | see Ihis as a stroke ol luck, nol stealing, The amounl of ‘sullering’ it will causa
to keep this is infinilival, given the ilions of protit made by the bank. He'd probably be
chargad & 1z if he tried lo {ind & real parson ta hand il back Lol

This type of reasoning reveals that paople are more likely to be egoistic if thay
perceive other antities' behaviour to be unfair and they cannot affect any
change, and it has implications for organisational reputation and stakeholder

theory that are beyond the scope of this research.

8.1.3.2 Fourth Personal Dilemma
The fourth parsonal dilemma was adapted frem Klimes {1998b) and it involved
a person who recalved $10 extra change from a shop assistant after a

purchase.

The majority of respondents in all erganisations said that the person should

give back the extra change (see Table 8.8).
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This dilernma Is similar to the first personal dilemma presented, in that in both
cases tha person facing the dilemma receivad extra meney that did not belong
to him/her. The difference Is that in the previous dilemma a machine made the
mistake and it was for a greater amount while in the second a person made the
mistake. The respondents considered the fact that there was a persen involved
in this dilemma an important difference and they were likely to justlfy the
decision to return tha menay in tarms of potential harm to the shop assistance
in this case. Another difference that was of importance to respondents was that
in the first dilemma the banks wars to lose, and people justilied keeping the
moeney, espacially in organisation Gamma by referring to the banks' 'robbing’
activities. The difference in amount betwean the dilemmas was not raised as
an issue by any of the respondents. This indicates that people considered their
personal benefit as a consequence of doing what they consider fair and the
effect that it will hava on the cther party involved and not as the primary

motivation for thair decision.

Table 8.8
Responsas to Fourth Personal Dilemma
Organisation

Alpha Bsta Gamma
Resalution n % n % n %
Give $ back 30 9375 28 83.55 24 80.00
Keep 2 B.25 1 3.23 3 10,00
Depends 1 322 3 10,00
Total 32 100.00 3 100.00 a0 100,00

Crganisation Gamma agaln had the lowest number of people that said the
maney should be retumed. In all crganisations there were cases where people
identified the incongruency of their responses between this and the previgusly

presented case, with commaents such as:
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Unlike the bank example eariar, the relum of the $10 has a direct and signifllcant affect
on the vendar,

The respondents that did not offar a resclution but said that it 'depends’
mentioned parameters such as how far from the shop Mark was when he
realised the mistake and what kind of service he received and whether he was

satisfied with it, which indicate egoistic reasoning.

8.1.3.3 Sixth Personal Dilsmma
The sixth personal dilemma was developed by Thompson at af, (1994, p. 5, It
involved a parson who was approached early one cold moming by a beggar

smalling of alcohol asking for $2 to buy a coffes.

This dilemma was resolved fairly distinctly by the majority of respondents in the
three organisations (see Table 8.9). In organisation Alpha, the most common
resolution was not to give the porson the $2. In organisation Beta, the most
common resolution was to actually buy the person a coffee. In organisation

Gamma it was to glve the person the $2.

Table 8.8
Responses to Sixth Perscnal Dilemma
Crganlsation

Alpha Bata Gamma
Resolution n %a n % n %
Nol give $ 15 46.88 [} 20.00 10 33.33
Glve $ ¥ 21.88 10 33.32 11 36.67
Buy him collea 5 18.63 14 46,67 7 23,33
Only she decldes 4 12.50 1 332
Other 1 3.13 1 333
Missing 1
Total a2z 100.00 )| 100.00 o 100.00
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To buy the coffee shows care for the baggar and his well being. Organisation
Beata had the greatest number of pecple that would parform that action. The
response 'only she decidas’ indicates that the respondent has a relativistic

criantation that is context specific and a resolution cannot be formulated.

Hespondents from arganisation Alpha were mare likely to refer to the legal
status of bagging in Australla and that explains the high proportion of peaple
from that organisation who would not give money to the beggar, as this they
say is an [llegal activity. in organisation Gamma more respondents comment
that the beggar should not be judged but given the money.

You should ned judge him for whal he is or has become, Assess him [or what he now
needs and what you can alford to give him. Begpars need coffee as well as boozall

Peaple from organisation Gamma also comment that even if the money is spent
on aleehol that will alse be helpful for the beggar. So many suggest that the
beggar should decide what to do with tha money and not the person facing the

dilemma.

8.1.4 High Complexity and Difflculty Personal Dllemmas

8.1.4.1 Second Personal Dilemma

The second personal dilernma was adapted for this research from Huston
(1998}). Itinvolved a girl who is seriously ill. She is expectad to die unless a
donor is found and her brother, who could donate a kidnay as he shows
compatibility, refuses. The case asks respondants to suggest what the girl's

father should say to her.
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In this dilemma, most of the people who suggasted tha father should tell his
daughter the truth come from organisation Alpha (see Table 8.10). These
results were jusiified on Marie needing to know, the father needing to be honest
and the father benefiting from being honest. The majority of people {(50%) who
suggested the father should lie (either say tests ara not positive or results are
not out yet} come from organisation Bata. This appears to be an interesting
finding, since respondents from organisation Bata have generally been more
llkely to be honest in the organisational dilemmas. However this may indicats
caring for the well baing of the daughter and not disclosing information that will
be detrimental to her health. For example:

When someikody has sericus health problams they should not always be tald the truth.

Tabls B.10
Responses fo Second Personal Dilemma
Organisation

Alpha Beta Gamma
Resclution N % N % N %
Maothing & 2500 12 40,00 14 4667
Tasis not positive 10 91.25 12 40,00 7 2333
Truth 9 2812 2 B.67 3 1000
i‘,gi”ﬁﬁ,:}ﬁ}‘;‘;‘ yat/ 2 825 3 1000 1 333
Who knows — he decides 3 5.38 2 B.67
Olher 1 3.33 3 10.00
Missing 1
Total 32 100,00 31 100.00 a0 100.00

The responses that indicate that the father should say nothing to the daughter
relied primarily on confidentiality issues and to a |esser degree on caring for

both children. In this dlemma, ne people from organisation Beta suggested
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that the dilemma cannot be resolved and it [s up to the father to do so, Thres
respandenis from organisation Alpha and two from organisation Gamma
suggested that one cannct suggest a resolution to this dilemma, as it is only up
to the person facing the dilemma to resolve it. These responses indicate a
higher degree of ethical relativism, where what is belleved to be an applicable
athical value cannot be easily accessed or aliematively that it is a situation that
is too difficult and impossible to Imagine what one should do until it is

experigncad.

The most respondents that suggested that tha father should tell his daughter
the truth belong to organisalion Alpha and the laast in organisation Beta. In
organisation Beta many respondents said that the truth in this case would inflict
further pain and suffering and it was on those grounds, not supported. This

indicates a caring orientation for the well belng of the daughter.

8.1.4.2 Third Personal Dilemma

This dilemma was adapted from Klimas (n.d.a). 1t involved a persen telling a
friend In confidence that he was molested by one of his parents. The dilemma
asked respondents te decide what the person that was told that information in

confidence should do.,

In this dilemma 50% of the respondents from arganisatioh Gamma show a
concemn for both the confidence and the well being of the friend (see Table
B8.11}, by suggesiing that the person facing the dilemma should try to convince

tier friend to gat advice from prefessionals and qualified service providers.
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Organisation Beta has the lowast number of respondents that suggest the

same.
Takla 8.11
Responses to Third Personal Dilemma
Organlsation
Alpha Beta Gamma
Resolution n % n % n %
Aespoact confidence 12 ar.co 18 51.61 10 33.33

Convince friend to get 13 4063 8 2581 15 50,00

advica

Advise parants f 5 1563 5 1693 2 6.67
E&{L‘:f}";‘e't’mf: goto 2 6.25 2 B.45 1 3.38
Other 2 6.66
Total 82 10000 31 40000 30 100,00

Respenses from organisation Beta are justified howaver based on concem for
both the friend and the cenfidence. The following Indicative examples,
demonstrate that:

Helen's friend has told Helen because he wants somenna ta trust with this very sensitive
informatien. A batrayal of this confidence would cause enormous prablems for Helen's
friend.

Tha information has been givan in confidence and this should be respacted. By

providing support the frignd may eventually feel sirohg anaugh fo take action or to seek
counsalling himsall.

In conirast, some respenses from organisation Alpha relied on the ilsgality and
punishability of what has happened and the legal obligation to get the friend to
report the matter and the necessity to get an expert involved. This is evident in
the following responses from organisation Alpha.

Hatan should halp her friend by laking them to an aulhority, aven if it is jusl for
counselling to deal with the lluation. Because her friend Is ‘still at sk’ whilst noone else
knows, and tha offanding parant Is still around.

If Helen s unabla 1o persuade her friend 1o tell someane In authority and there is thraat
of further abuse she will need to contact auhorities for her Iriend.
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It is important ko stop the abuse happening and for Iha family and Helen's frisnd to
receive counselling, even if il means breeking Helen's friend's trusl as avantually the
frignd will realize that Helen had their bast interest al heart.

Because the [rlend neads help to gel over what has happened and his paranl needs lo
be dealt with.

Child malesters should be exposed. H Helen doesn't 1ell anyone the perpetrator will go
on Their marry ong. Inftially il will be extremely painful for Helen's {riend and he will
probably feel belrayed. His parent needs 1o be 1aken to task. The child molester needs
to be stopped.

In organisation Gamma more people suggested that the friend should be

convinced to seek help.

8.1.4.3 Fifih Personal Dilerama

The fifth dilemma was of high complexity and difficulty. it was developed by
Kiddar {1996, p. 20) and adapted for this research. It involved & person who
faced the dilemma of deing @ MBA and thus advancing his career or spending

tima with his growing children.

Table 8.12
Responses to Fifth Personal Dilemma
Organisation

Alpha Beta Gamma
Resolution n % n % n %
Digcuss wilh family 10 3226 8  Zpo2 12 40.0
Postpane MBA 10 32.26 7 22.58 2 B.67
Do MBA € 18.35 5 18.13 7 23.33
He decldes/depends 2 6.45 a 8.68 4 13.34
De it piime 4 12.80 3 10.00
Da not do MBA 2 6.45 1 3.22 1 3.23
honour iy commitment 1 3282 B45 1 2%
Missing 1
Tatal 32  100.00 3N 10000 30 100.00

The smallest number of respondents that suggested the person should da the

MBA somes from organisation Beta while the largest form organisation
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Gamma, which is a tertiary education institution, The most people wheo
suggested that he should discuss it with his family come from organisation

Gamma.

The majority of people (83.3%) from organisation Gamma hold a postgraduate
qualification, which they are currently using. That has possibly affected their
decision to suggest the undertaking of the MBA and also to discuss the issus
with the family. In contrast, in organisation Alpha, only three pecple (9.7%) had
a postgraduaie qualification and that may have aftectad their decision to

suggest that the MBA should be postponed.

Respondents in the three organisations discussed the implications the dacision
wauld have on the whele family and the responsibilities undertaken as a parent.
A responsa from organisation Alpha for example states:

Andy toak on the responsibllily of parenthood. He shauld fulfil thai obligation before
embarking on furthar commitments. It would not ke f&ir te hls wife or his kids for him to
faree the responsibility onto his wife alone.

8.2 CATEGORIES OF JUSTIFICATIONS TO THE DILEMMAS

The second cpen-ended question asked respondants te justify the resolution
provided in question one and explained above. In Chapter 6 the selaction
process and characteristics of the ethical dilemmas of this ressarch were
explained. The ressarch propositions suggest that as the difficulty and
complexity increase, paople will be expected to make more hetercnomous
degisions in the organisational dilemmas in organisations Alpha and Gamma
{see Table 4.1). In organisation Alpha, which has a Aulas and Code and Law

ciimate, paople are expecied to rely on organisational rules, regulations and the
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taw to justify their judgements in difficult and complex dilemmas. In
organisation Gamma, which is a market organisaticn and appears to have a
weak athical climate, people are expected to rely mare on the law in difffcult
and complex dilemmas. In the organisational dilemmas of low complexity and
difficulty, paople from organisations Alpha and Gamma are expected to make
more anomous decisions. This is indicated by more reliance on Instrumental
justifications. th organisation Beta, more paople are expected to make morally
autonomous decisions by relying on what they consider right and wrong, and

not what the organigation or the law provides, on both types of dilemmas,

The reasoning for the given resolulions to the dilemmas was analysed both
quantitatively and qualltatively. Two raters coded the justifications for the
resolution to the dilemmas, as it has been outlined in Chapter 6. The coding
was performed in terms of the ethical climate dimensions of agoism,
benevolence and principle at individual, local and cosmopolitan lavels {sae
Table 6.1} and the personal ideclogias of relativism and ideallsm, Due to the
small sample size and large number of cells, statistical tests were naot applisd to
tha reasoning codes. Howaver, ANOVA and Scheffe tests were performed in
the ethical ideology analysis and sfgnificant differences were found. The
analysis of the organisational and perscnal dilemmas in terms of ethical climate
dimensions is described in this section, This analys's is presented in the low
and high difficulty and complexity categories for both types of dilemmas. Each
code s thus the sum of the three organisational or ihree personal dilemmas in

sach group.
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8.2.1 Organisational Dilemma Justificatlons

The coding of the dilsmmas was outlined in Chapter 6 (see Sacticn 6.6.3).
Thera it was clarified that all theoretical climate dimensions fit into the
empirically derived climates, apart from Egeism cosmopolitan (see Table 6.7).
The cosmopolitan level of the Egaism climate is split between the Caring and
Instrumental climates. For this analysis, this dimension was included in the

Caring climate, bacause it was coded to reflect caring for all resources.

Respondents' justifications to each dilemma were coded in tarms of their
reasaring. The maximum possible mean for each dimensian is 21, being the
number of dilemmas {3) times the maximum score {7). The minimum possible
mean is 3 {number of dilemmas timas the minimum score of 1). Most
Justifications espedially in the low complexity and difficulty organisational
dilermma category used two or more types of reasoning, such as Law and Code

and Instrumental, Rules and Caring, etc.

Overall from the total 558 organisational ditemma raspenses in the thras
organisations, eight were missing. Four were missing in organfsation Afpha,
three in Beta and one in Gamma. Of those, three from organisation Alpha and
twe from organisation Beta were in the high complaxity categoeries (see Tables
8.13 and 8.14), The missing responses indicate that the dilemmas ware found
taa difficult or frrelevant, or they wers accidentally left unanswerad, The small
number of missing respanses however, suggests that overall the respondents

perceived the dilemmas as relevant and appropriate.
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The rasearch propositions suggest that the reasoning used to resolve the
organisational dilemmas will be affected by the organisational climate,
particularly in organisations Alpha and Gamma. Table 8.13 contalns the sums,
maans, standard daviations and numbar of responses per climate for the low in
difficulty and complexity ocrganisational dilemmas. These are dilemmas 2, 4

and § as they wera prasentad in the fuestionnaire and above,

More respondents {n=22) from organisation Beta included caring reasoning to
resolve these dilemmas, but respondants from crganisation Alpha that used

caring relied on it to a greater extend in their judgements (M=5.29).

The instrumental or egoistic orientation occurs most frequently in all three
organisations but it was most relied upen by persons In arganisation Gamma
{M=11.00}. People ware more likaly in Gamma to justify the resolution to the
dilermmas based primarily on that reasoning. Indapendence was mest relied
upen in organisation Beta {M=7.08), in that organisation more people also used

caring to justify their decisions.

Law and Code reasoning was ysed by the smallest number of respondents
from organisation Alpha {n=6}, while the Rules reasoning was used by similar
numbers of raspondents from organisations Beta and Gamma and mare

respondents ferm organisation Alpha (n=24).
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Table 8.13

Organisational Ditemma Reasoning Codes - Eow Complexity and Difffeulty*

ORGANISATION

Total Alpha Beta Gamma
Sum Sum Sum Sum
Mezn Mean Mean Mean
sh 8D §D sD
CODE N n n n
21 90 92 59
4.55 5.29 4.18 421
Caring 2.66 3.29 217 2,49
53 17 22 14
114 19 a7 58
4.75 337 4.63 5.80
Law & Code 207 1.47 2.20 2.30
24 & B 10
370 134 134 102
5.51 5.58 6.38 4.86
Aules 2,85 2.57 3.20 273
66 24 21 21
B18 299 211 308
9.40 9.65 7.54 11,00
instrumanlal 4.68 451 3.77 8.15
a7 Y| 28 28
3ag 123 170 96
5.98 513 7.08 5.65
Indapendence 3.08 2.72 3.665 2.26
65 24 24 17
TOTAL NUMBER OF DILEMMAS 95 92 89
TOTAL SUM 665 644 623
MISSING 1 1 i

* The sums were calculaled by adding the codes to the three dilarmmas in the
low complexity and difficulty category. As a result the maximum mean value

possible is 21 (3x7).

Looking at tha codes within each organisation In terms of means, Alpha relies

most heavily on instrumental reasoning and tha least on law and code. In this

organisation law and code and rules are considered synonymous, expiaining
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the low mean on the former reasening. Beta relias most heavily on
instrumenta! reasoning, follewed by independence. The least used reasoning is
caring, Qrganisation Gamma relles most heavily on instrumental reasoning and
the least on caring. In tarms of numbers of respondents who used each type of
reasoning the majority from each organisation relied on instrumental reasoning

and the minerity on law and code reascning.

The analysis of the justifications provided to organisational dilermmas that were
low in complexity and difficulty indicates that the organisational climate does
have a small &ffect on the reasoning provided by the respondents, The
relatively low means in all categories indicate respondents applied multiple
types of reasoning in resolving these dilemmas. 1n grganisation Beta, more
respondents utllised a caring orientation to justify the resolution they propesed,
but its intensity as presented by the means, Is lower than crganisalion Alpha.
More people used organisational rules to justify their decisions in organisation
Alpha, and Law and Code in organisation Gamma. In all three organisations,
the highest means and number of respandents is found in the Instrumenta!
category, but crganisation Beta had the lowest mean (M=7.57} followed by
Alpha (M=0.65) and Gamma the highest {(M=11.00). This finding indicates that
people in organisational dilermas that are considered easy and simple are
moare likely 1o include egoism to justify thelr decisions, thus supporting the

proposition that anomy is likely and possible.

The findings alse indicate that the dilemmas and the issues they raise play a
role in the typs of reasoning that Is used. This explains the general uniformity

in terms of numbers of respondents from each organisation that used each typa
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of reasoning with the exception of Caring, which was used by a greater number

of raspondants from organisation Beta,

Dilemmas 1, 3, and 5 ware the organisational dilemmas that ware of high
complexity and difliculty. The summaries of the coded justifications are

presented in Table 8.14.

As with the low complexity and difficulty dilemmas, the means in the high
complexity and difficulty are {ow, fndicating the use of multiple types of
reasoning with caring baing the sirongest in all organisations. In the high
difficulty and complexity dilernmas, organisation Beta had the highest mean in
caring {(M=8.75) and Independance (M=6.63}. Organisation Gamma had the
highest mean {M=6.73) in Instrumental (egoistic) and Law and Cade
justifications (M=7.90), while organisation Alpha had the greatest mean in
Rules. These findings support the propositions stated earlier that as the
difficulty and complaxity of tha dilkkmmas increases people in crganisation
Alpha are more likely to rely on the rules provided by the organisation, and
people from grganisation Gamma in tha law and professional code. They are
more llksly to rely on extamal authorities to provide the nomos. In organisation
Bsta, people use caring and Independent reasoning, indicating the possibility of

autonomy.

In terms of number of responses Organisation Alpha had tha greatest number
in Caring (n=30), Rules {n=25) and Instrumantal {n=24) orientations,
organisation Beta {n Independence {n=19) and Gamma in Law and Code

{n=21). Caring was the most fraquently used reasoning in all organisations,
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followed by Rules and Instrumental in organisation Alpha, Rules in Beta, and
Law and Code, and Rules in Gamma.

Table 8.14
Crganisational Dilemma Reasoning Cades - High Complexity and Difficuliy*

ORGANISATION

Total Alpha Beta Gamma
Sum Sum Sum Sum
Mean Mean Mean Mean
sD 3D sD sb
CODE N n n n
608 200 245 163
. 7.51 6.67 B.75 7.09
Caring 3.79 3.34 4,05 378
a1 a0 28 23
284 46 52 166
5.50 a2 4,00 7.90
Law & Code 3.58 227 2.00 391
48 14 13 21
426 165 135 126
617 8.60 5.63 6.30
Rules 3.93 3.91 3.63 4,40
69 25 24 20
327 147 79 101
5.95 6.13 4,94 8.73
Instrumental 3.46 3,53 2.72 3.99
548 24 16 15
293 53 126 74
5,63 5.81 6.63 4,35
Independence 3.28 4.39 3.09 218
B2 16 19 17
TOTAL HUMBER OF DILEMMAS 93 a1 g0
TOTAL SUM 651 637 630
MISSING 3 2

* The sums ware calculated by adding the cades to the three dilernmas in the
low complexity and difliculty categery. As a resuli the maximum mean value
possible is 21 (3x7).
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In the high and low difficulty and complexity, organisation Garnma had the
highest number and mean in the Law and Code dimensicn. This finding can be
explaingd in terms of reliance on primarily the professional code, in the absance

of strong organisational rules and noms.

In both types of dilemmas, organisation Beta had the highest mean scores in
Independence. Intha assessment of ethical climates there was no significant
differance in this dimension. Organisation Beta however, is considered a clan
organisation and as such it is expected o promote Indepandence as well as

Caring.

People from all organisations are more llkely to rely more heavily on
benevolenca (Caring) in the dilemmas of high complexity and difficulty and fess
on egoism (Instrumental). This finding supporis the assertion that Increased
moral Intensity (Jones, 1991) is likely to lead to the activation of moral

reasoning.

In crganisation Gamma the same number of respendents relied on
Independence for both low and high complexity and difficulty dilemmas. In
crganisations Alpha and Beta, the number of pecple declined in the high
complexity and difficulty group, This suggests that the task autonemy provided
to people in organisation Gamma and the lack of a strong organisationz|
climate enables them to rely more on their personal values in both categories
than is the case in the other organisations. They did however relled on it to a
lesser extend in the high difficulty and complexity group, as indicated by the

mean values.
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Foflowing the analysis af the coding to the ethical dilemmas in terms of ECQ
dimensions, the same progess was undertaken to find out how the dilemmas

ware resolved in terms of idealism and relativism (see Table 8.15).

Table 8.5
Crganisational Dilemma Codes - Individualism and Relativism®

ORGANISATICN

Total Alpha Bata Gamma ANOVA
Sum Sum Sum Sum
Mean IMaan Maan Mean
SD SD sD sD {Schefte)
CODE N n n n
a51 293 365 293 F=3.09
; P=0.05
Idealism 10.23 9.16 1.77 9.77
Low 4.45 3.85 4.45 4.74 B>
complexity/difficulty és ..‘;.2 31 20
1516 552 446 518 P=6.78
i F=0.00
Relativism 16.30 17.25 14.39 17.27
Low {ouy > i)
, 3.76 3.45 .86 3.30
complexity/difficulty 03 a0 a1 a0
802 242 329 321 F-d.a
; P=0.01
iaealism 3.59 7.66 1061 1070 g ylo
- 4.99 4,72 453 4,95 '
complexity/difficulty g3 a2 31 ag
1568 574 493 502
Egﬁ“""sm 16.87 17.94 15.80 16.73 F=2.16
complexity/difficulty 3é%6 3:'3920 3;1'4 35%8 P=0.12
TOTAL NUMBER OF
OILEMMAS 188 183 179
MISSING 4 3 1

* The sums were calculated by adding the codes to the three dilemmas in the
low complexity and difficulty catagory. As a result the maximum mean value
possible is 21 (Ax7).

The analysis of the ethical jdeologies of respondents (see Table 7.6} did not

reveal any significant difference between tha three organisations. As a result, if
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the athical climate of the organisation does not affect ethical decision-making
there should be no difference in terms of idealism and relativism batwaen the

organisations,

In the dilemmas with low complexity and difficulty, organisations Alpha and
Gamma wera lower in |ldealism and higher in Relativism in comparison to
organisation Beta. In the dilammas with high complexity and difficulty,
organisation Alpha scored lowar in Idealism than organisations Beta and
Gamma and higher in relativism. Organisation Gamma showed an increase in
Idealism in the high difficulty and camplexity dilemmas and a reducticen in

Relativism in comparison to the low complexity and difficulty scores.

In the low complexity and difficulty group, the Scheffa test revealed that
organisation Beta was significantly higher in Idealism and significantly lower in
Relativism than organisations Alpha and Gamma. Ir the high complexity and
difficulty catagory, organisations Beta and Gamma were significantly higher in
Idealism, with no significant differences found between crganisations in

Relativism,

in the high complexity and difficulty dllemmas, respondents from the three
organisations relied heavily on Relativism to justify their decisions. Overall,
respondents from all organisations reliad on Relativism to reselve all dilemmas,
hut organisation Beta showed the |sast variability between tdealism and

Relativism.
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These findings indicate that despite the similarity in ideclogies as measured by
the EPQ and presented in Table 7.7, the resalutions to the dilemmas differ
across the organisations. This indicates that the arganisation may influence the

decisions made.

8.2.2 Personal Dilemma Justiflcations

As was the case In the organisational codes, the means of each reascning in
the personal codes are quita low, indicating that there is no dominant typs of
reasoning and that respondents used more than one type to justify their
daeclsions. The personal dilammas reveal some interesting findings. 1n terns
of the question addressed In this research, the justifications tc the dilemmas

should not be refated to the ethical climate of each of the crganisations.

However, organisation Alpha, in the low difficulty and complexity personal
dilemmas, has the highest number of respondents {n=18) and the highest mean
(M=7.78) in Law and Code (see Table 8.16) and the only respondents who
used Rules justifications. Organisation Beta has the highest number of

respondents (n=30) who used Caring reasoning.

Organisation Gamma has the highest number (n=25) and mean {M=8.84) in
Instrumental reasening, while organisation Alpha has the larger mean (M=56.22)
in independence {individual principla reasoning} and organisation Beta the

highest number of respondents (n=22),
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Table 8.16
Personal Diiemma Reasaning Codes - Low Complexity and Difficulty*

ORGANISATION
Tolal Alpha Beta Gamma
Sum Sum Sum Sum
Mean Mean Maan Mean
sD sD sD 8D
CODE N n n n
647 176 235 236
8.09 7.04 7.83 8.44
Caring 3.94 2.23 3.93 4.35
80 25 30 25
240 140 42 58
6.86 7.78 6.00 5.80
Law & Code 3.88 4.02 3.61 3.77
a5 18 7 10
8 8
4.00 4,00
Rules 0.00 0.00
2 2
488 161 106 221
7.51 7.00 6.24 B.84
Instrumental 3.02 3.94 233 4.45
65 23 17 25
563 187 261 115
8.53 8.90 9.32 6.76
Independence 4.16 3.62 4.47 3.93
66 29 28 17
TOTAL NUMBER OF DILEMMAS ag 92 00
TOTAL SUM 672 644 630
MISSING 1

* The sums were calculated by adding the codes to tha three dilemmas in the
fow complaxity and difficulty category. As a resuit the maximum mean value
possible is 21 {3x7).

Crganisations Alpha and Beta relied most heavii f on indepandsnce to resolve

thesa ditemmas while organisation Gamma on Caiing. The least used

reasoning, excluding Aules which was only used in two dilermmas in
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organisation Alpha, was Instrumantal in Alpha, and Law and Code in Beta and
Gamma. These findings when they are contrasted with the equivalent group of
organisational dilsmmas, where the Instrumental reascning was dominant,
indlcate the possible impact of the arganisation on persons’ decisions and

Judgemenits.

In the high complexity and difficulty grouping, there is less variability between
the organisations (see Table 8.17), All respondents apart form one from
organisation Gamma used Caring to justify these dilemmas, while very few

used Rules to do so.

Organisation Beta had the lowest number of respondents and mean {M=3.93)
in Instrumental Justifications. It also had the highest mean in Caring (M=

12.81). In terms of Independence, organisation Beta had the greatest number
of respondents that used personal values to justify their resolutions (n=22) but

organisation Alpha had the greatast intensity {M=6.22).

In this category of dilemmas, ovarall, the most significant reasoning is Cating in
all organisations, and the least significant Rules. Comparing the low and high
camplexity and difficulty coding classifications (see Tables 8.16 and 8.17), an
increase in Caring and a reduction in Independence and Instrumental types of
reasoning is evident in all organisations, This indicates that as the complexity
and difficulty of personal dilemmas increased, people emphasised the effect of

the resolution on other persons more in their Justifications.
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Table 8.17

Personal Dilemma Aeasoning Codes - High Complexity and Difficulty”

ORGANISATION

Total Alpha Beta Gamma
Sum Sum Sum Sum
Maan Mean Maan Mean
SD sD D sD
CODE M n n n
1089 324 391 a54
Car 11.65 10413 12.61 12.22
anng 413 4.35 3.92 a72
92 as a1 29
200 74 58 77
486 493 4.46 513
Law & Code 2.04 212 2.11 2.00
43 15 13 15
45 as 11 2
3,75 4,00 3.67 2.00
Rulas 1.76 193 153 .
12 8 3 i
283 123 55 105
5.24 6.15 3.93 5.25
Instrumantal 3.53 3,10 1.86 4.55
54 20 14 20
asa 112 120 92
5.46 .22 5.88 4.38
Indegendence 317 2.30 3.91 1.89
51 18 22 2
TOTAL NUMBER OF DILEMMAS g5 92 20
TOTAL SUM 665 Bdd 830
MISSING 1 1

* The sums were calculated by adding the codes to the three dilemmas in the
low complexity and difficully category. As a result the maximum mean vajue

possible is 21 (3%7).

In the Idealism and Relativism codes (see Table 8.18), most people relied an

Relativism to justify both the low and high complexity and difficulty,
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Respondents were less refiant on Idealism for the high complexity and difficulty

dilemmas and more reliant on relativism.

Table 8.18
Personal Dilemma Codes - ldealism and Relativism*
ORGANISATION
Total Alpha Beta Gamma ANOVA
Sum Sum Sum Sum
Mean Maan Mean Maan {Scheffe)
50 S0 80 8D
CODE N n n n
a3 359 352 220 E=6.57
Idsalism low 10,01 11.22 11.38% 7.33 P:D'OU
complexity/difficulty 5.21 4.69 473 5.33 =
93 3z 31 30 {o >
1461 464 471 526 F=3.48
Relativism low 1571 14,80 15148 17.53 F":D‘El 4
complexity/difficulty 4,84 4.98 4.36 4.78 . )
93 32 31 30 y>a
761 296 270 195 F=4.18
|dealism high 8.18 9.25 87 8,50 P:U'OE
complexity/ditticulty 4,08 4,34 447 273 -
93 32 a1 30 (&>
1627 541 542 544
Relativism high 17.49 16.91 17.48 18.13 F=0,98
complexity/difficulty 3.44 378 345 3.04 P=0.28
93 a2 3 30
TOTAL NUMBER OF
DILEMMAS 19 185 180
MISSING 1 1

* The sums ware calculated by adding the codas to the three dilemmas in the
low complexity and difficulty category. As a result the maximum mean vaiue

possibla is 21 (3x7).

In the low complexity and difficulty personal dilemmas, organisations Alpha and

Beta, had a significantly higher Idealism arientation, Organlsaticn Gamma for

the same category of dilammas has a significantly higher Relativism orientation.

In the high complexity and difficulty group, the lowest Idealism score was found

in organt;ation Gamma. In the high complexity and difficulty group, there were
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no significant differences in Relativisim, which was the most relied upon

reasoning.

These findings indicate that in resolving personal dilemmas, pecple from all
crganisations generally rely on Relativism. That rellance increases as the
complexity and difficulty of dilemmas increases. This may be an outcome of
the increasad concemn for the effact that more complex and difficult dllemmas
may have and the need peopla faei to uddrass it, instead of presenting a
principle or value as they are mora [ikely te do in tha low complexity and

difffeulty dilermmas.

8.2.3 Summary of Ditemma Justifications

Comparing the personal and the organisational codes, in the low complexity
and difficulty category, Caring was a lot more important for more people in the
personal dilemmas than in the organisational dilemmas. As should be
expected, Rules were almaost absent in the low difficulty and complexity
personal dilemmas, apart from the two pecple from organisation Alpha who
usad it, and the least used reasoning in the high difficulty and complexity
personal dilemmas. Both the number of people and the intensity of the
Instrumental reasoning are also reduced in )l organisations in the personal

dilemmas.

In the high complexity and difficult dilemmas, the greatest difference is
perceived in the increased importanca of Caring in the personal dilemmas and

the reduced importance in the Rules dimension. Rules and Law and Code
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provide principles from an extemal source, while Caring and Independence are

more likely to rely on the self to guide behaviour.

Comparing the Idealism codes for low and high complexity and difficulty
organisational and personal dilemmas {see Tables 8,15 and 8.18), people from
organisation Alpha were the anly ones with higher Idsalism based justifications
in the personal dilemmas in both low and high complexity and difficulty
categories. Organisations Beta and Gamma actually showed less reliance on
Idealism in the personal dilemmas compared with the crganisational dilemmas
and more on Relativism. Organisation Gamma aclually had the lowest fdsalism

means in both low and high complaxity and difficulty categories.

8.3 QUALITATIVE ANALYSIS OF DILEMMAS

In addition to the analysis performed based on the codification and
guantification of the ethical dilemmas, gualitative analysis was also undertaken
using the QSR NVivo version 1.2 program. Ezzy (2002) clarifies that qualitative
computer programs maka qualitative analysis more efficlant but they only offer
assistance in the analysis of qualitative data. in this research, QISR NVivo was
found useful in grouping and selecting responses and themss, but as is the
case with all qualitative analyses, the researcher determined them. So the
benefit of having open ended guestions and thus limiting the Impoesition of the
rasearcher’s reality in the selaction of resolutions (Marshall & Dewa, 1997) is
resurfacing as an [ssue in the analysis of qualitative data, because it is hased
on tha researcher's reality and percaplion, since it is the researcher who

determines the categories,
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To fimit this phenomenon, a number of explorations wera undartaken with
certain themes and groupings of both suggasted reasoning and responses.
Some of the groupings made did not appear to be as evident in the data as It
was thought initially and were thus excluded. Cthers developad after several
readings of the responses and were created. So, even though the researcher

affects the analysis, it is primarily determined by the data.

To limit the researcher’s effect, Witmer's (1997} advice was followed and the
qualitative analysis was based on intermnal cohasiveness rather than the
creation of clusters around predetermined categories. Data was included into
emerging categories during reading the responsas and its computerised
examination, Some of these categorias emerged, were found ta be of high
significance. The clusters that emerged address common themes that

developed within and between the three organisations.

The program QSR NVivo enabled the researcher to create nodes that
representad clusters of reasoning. It also enabled the exploration of the
responses to the dilermmas in terms of cormmaon themes that were represented
by common word usage such as role, choice, ethics atc. GSR NVivo also
enables the measurement of characters and words in each cluster, but for the
purposes of this research that was not considered necessary as the responses
to the dilemmas were quantified through their coding. The number of words or
letters was not of importance but the oncurrence of certain rationale and

reasoning.
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The clustars that developed as the researchar franscribed, coded and read the
responses to the dilemmas that are relevant to the questions addressed in thls
research are: character and virtue, slaap at night, role objectives, not one's job,

and way of doing business.

A summary of these clusters is presented in Table 8.19. The first iwo clusters
represent self-initiated reasons that appeal to one's conscience and character,
while the last inree are extermal and provide reasons penple uss in order to

deal with mainly iheir organisational membership.

Table 8.1%
Clusters of Case Dilemma Responses

ORGANISATION
CLUSTER Total Alpha Beta Gamma
Character and Virtus 42 G 29 4
Sleap at Night 13 5 7 1
Role Dbjectives 55 15 20 20
Mot One's Job kh 23 ] 11
Way of Doing Business 18 1 1 7

Thase clusters indicate that of the total responses, organisation Alpha
respendents emphasise more the organisational issues of role objectives, not

une's job and way of deing busingss {77%) and less the personal ones (23%) of
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character and conscience. In organisation Beta that is reversed and the
responses relate primarily 1o conscience and character (58%) and lass to
organisalional issues {42%). Organisation Gamma has the least percentage of
personal lssues (11%) and the greatest of organisational Issues (89%). Basad
on these clusters, responses from the clan organisation are more likely to refer
to internal or persanal oriantations, followed by the bureaucratic and the market
organisation. The majotity of tha referencas to these clusters oceurred in the
organisational dilemmas. These clusters will now be presented and analysed

further.

B.3.1 Character and Virtue

One of the important clusters developed, was the reference to character and
virfues such as integrity, honesty, credibillty, trustworthiness eit¢, In this node,
there ware 9 references from organisation Alpha, 28 from organisation Bata

and 4 from organisation Gamma.

This was an interesting finding because it indicates the imporlance of character
and consistency of character in organisation Beta in parlicular and o a lesser
extent in organisation Alpha, and aimost its absence in organisation Gamma.
In organisation Beta, there are a number of cases that indicate almaost a fear of
doing something dishonest or unathlcal in case it bacomes a habit or a
charactar trait. These responses were found mostly in the parsonal dilammas.
Some indicative examples ara:

If Stan does not own up he could be lempted to steal again,

H can't be trusted in liHle things, can't ba trustad in bigger ones, At lhe end of the
day those issues become ane's peave of mind. If one takes $50 this way, noxt



iime another issue becomes bigger and bigger and one loses ona's self respect.
It is having a claar conscience and salf respect and peace of ming,

Smali acis of dishonesty grow when left unchallenged,

This was a phenomenon in organisation Beta. In organisation Gamma the
raferences to character were mostly in tha organisational case about the
supervisor who takes tha credit for somecne else's work ang refer to tha

consistency of such bahaviour.

In arganisation Alpha, integrity in the organisational and personal dilemmeas
was addressed. In the persenal dilemmas, It was about keeping exira money
that was given by mistake such as:

Stan can hide the truth from everyone except himsalf, Ho will have 1o live wilh
his dishonesty forsver and can never honastly declare his ‘honesty’ or integrity.

{n the organisational dilamma it was about accepting money for research that
had conditions attached that could affect the nature of ihe findings, and
retareed to the integrity of the organisation, such as:

Also, if word got out that the organisation was paying bribes their integrity would
bie greatly diminished.

In organisation Beta it was also evident that some people believed that if the
person facing the dilemma did not behave in accordance with ona's
consciance, the conseguences will be savere:

The reasen i have made his declsion is because it could come back to haunt
Helan if she hasn't compiled a report thal provides ail ihe facts. | also think itis
Imparant thal you be true to yourself when carrying out a role.

If Chrls just wants a job, then go with the flow, but as a committed scientitic
researchar wilh moral and elhical bellefs and philosophies, a strong career
consciencs, than he should withdraw, stating sirongly his reasons and seek
fulfilment elsewhere. You cannoi sil on the fance, panicularly in this Held of
astivity. Once you have sold yoursell you arg then a prisoner with no principles.
This deal would no doubt be quickly exposed and Chris' future would be
jsopardised as a co-conspirater.
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In ralation to the quastions asked in this research, these findings indicate that
peapls from arganisation Bata are more likely to censidar personal character

and integrity in making decisions in both thelr life at work and away from it.

8.3.2 Sleep at Night

The theme of sleaping at night or having peace of mind, unlike the previous
themes that were found primarily in the crganisational type dilemmas, was also

used almost equally in the personal difemmas.

This theme was evident five times in organisation Alpha and seven in
organisation Beta, but only once in Gamma. In organisation Alpha it was
evident in two personal and three organisational dilemmas. In organisation
Beta in three organisational and four personal, and in Gamma in ona
organisational dilamma. The responses in organisation Beta use stronger
language 1han in arganisation Alpha and refer to individuals who would be
haunted if they do what the respondrnt considers wrong:

e Othenwise it will come back to haunt her.

= _..hand it back, so she can live with herself.

» .. if you are fearful of retribution by being honest it will haunt you. Difficult
confrontation can be realised without succumbing to retribution and
judgement.

In organisation Alpha, peace of mind and the effect on conscience is used:

» ... and [f nothing else have personal peace of mind that he has dona the right
thing.

+ 1 he feals ha can't go with the majorily decision he will need to seek naw
employment for his own continued plece of mind.

«  Avold moral dilemma later on.

« | believe that if she refused to pay and the pacple died, it may affect her
credibility and it would cartainly affect her conscience.
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8.3.3 Role Objectives

Refarances to doing one’s job or fulfilling the requirements of the role and
position were numeraus in the three organisations, As expected, the majority of
the references to roles and rele-based obligations were made on the

organisational dilemmas. A total of 55 such references were made.

Rols objectiva references in crganisation Alpha were made for the first dilemma
{13} and the third dilemma {2). The emphasis was on the role of an analyst to
nrovide an unbiased analysis based on facts. The main perspectives coversd
in organisation Alpha are included in the following responses:

« Her role [s to present an honest assessment which should be both options.

» Asshe does not set policy and is simply employed as an analyst planner she
should do the job she is employed to do

« She is working for a public office and she is effectively making decisions on
the public's behalf, so ethlcally she should be honest.

o Uppsar management may not want this opticn but she should not ssll her soul
{o satisfy them when the whole crganisation requires her to make the right
decision.

» Baing a government agency she should provide a detalled raport with all
options and leave it to management to remove the section they don't
like.

« Helen's rola/rasponsibilily within tha orgunisation is to identify all the issuss
and make honest and cpen and transparent recommendations of har findings
regardless of the expectations of upper managament.

» By becoming a 'rubber stamp’ bureaucrat she undermines her own role and
lowers her value fo the organisation.

In organisation Beta there was more diversity of ro'e fulfilment references.
However as in arganisation Alpha, most referancas to role objectives and
fulfilment were made in the first dile;nma (10). Referances were alsoc made in

dilemma two (1), three (4) and four {5).

Interastingly, in the fourth dilemma, which was about the acceptance of the

incompetent employee, the acceptance of the employes and the responsibility
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of his performance are considered a part of the job of a manager in this
organisatfon.
Take him and manage the employee and iheir performance eppropriately. Don't
avold the poor parformancs as other supervisors before have done.
Or part of the rale includes resolving the issue:
Unless she Is praparad 10 do these Interventions the Incompetent employee
problem will continue to be handballed on rather than resclved.
This was dissimilar to the other two organisations, where the dilemma was
resolved primarily in terms of egoism at the local leve!, that is, do what will

benefit the department and thus its manager.

In organisation Gamina, the references to role objectives ware made in
dilemma one {16), dilemma three (3} and dilamma five {1). In dilemma one, the
responses focused on meeting the requirements of the rola, by fallowing the
rules and regulations. Responses alse mention the requirements that need to
be fulfilied by a professionatl, which is something that is not evident in the other
organisations, and partially explains the high Law and Code ratings reported in
the previous section,

» She doesn't set policy at her leval, By leaving ona of the options, she would
ke making a de facto policy decision. Tha declsion to omit cne option from
the report, if made at all, should only be mada by a higher-level staff member.

+ Shels a professional, she should be as professional as possible when
looking at tha facts and daing her analysls.

v She should act indepandently and cbjectively, As a professional perscn she
has sthical and moral ebligations te others including outside and Insida
stakeholders.

+ Follow the rules and regulations. In a practical situation these get modifisd
anyway.

The refarences ta role objectives are similar in the three organisations in terms

of the main use In dilemma one, and doing cne's job properly. The differences
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however lie in the use of this raticnale In more dilemmas by respondents of
organisation Beta, and the refarences to préfessionalism in erganisation

Gamma.

8.3.4 Not One’s Job

These rasponses relate to references that rely on the definition of ong's job or
position and exclude anything that is outside that definition. This was an
interesting finding because it supports the notion that the role defines the
behaviour to a largs extent, and individuals may not engaga In issues that they

do not cansider part of thair role.

The number of refarences to rasponses and justifications that rely on avoidance
of the decision making capabilily because the task or decision did not fall within
the role of the person facing the dilemma varied greatly between the
organisation. Organisation Alpha had 21 such cases and they all involved
organisational dilemmas. These instances wera also addressed earlier in the
resclution to the dilemmas section, Organisation Beta had 5 such cases, and
three of those involved organisational dilemmas. Organisation Garmma had 11

and they all involved organisational dilemmas.

Crganisation Alpha responses can be categorised into two groups. Cne group
ralies on the role or job definition to avaid the rusponsibility of dacision making.

Chris' position Ts junior In the company and he is not able to influence the
outcome
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The other group bases is rationale on the responsibilitiss of others that have

not bean fulfilled and justifies the avoldance of decision making on that. For

example:

itis not her decislon as to whether or nat *security fees™ should or should not
be peid, and the pressure should not be placed on her in her positiun.
Bscause you should not have to teke the other parson's problems.

The organisation should sort out the problem.

Should not have to accapt unsuiteble smployee and depariment head should
not place Katherine in that pesition.

It's Anne's {ob to ald the refugees. It's her organisation's job to make sure
sha gets fo the refugees. The organisation should ba dealing with the security
fee problem.

Itis not her problam

Is 1t her job to employ incompetent members?

Berause this sort of decision should not fall on Chris's shoulders,

't is not har role to mentor incompetant employees.

She Is an accountant not an HA expert.

It probably wouldn't be Chris's decision but, tha funding should be accepted

In crganisation Beta, the twe parsonal cases referred to the father not having a

rasponsibility to disclose the brother's refusal to the daughter. The

organisational cases in organisation Beta were:

This is net Phil's conearn, Phil does not need to get involvad in this matter,
She shorid chey the section head and plage the person in a sultable job. 1t
is not Katherlng's prarogative to make a deciston on the placement of staff.
As an undergraduale [t is Chris’ responsibility to identify the Jssues and then
contribute te the deelsion making. |take it was not Chris who was te make
the final decislon, therefore it is the process of ensuring Issues ralsed arg
taken into account and influencing final deciston, but it is not Chris' decision
to make.

Organisation Gamma's rasponses were mare explicitly basec on individual

interest (egoism). This finding lends some support to the instrumantal climate

of this organisation at the individual level and the possibility of moral anomy.

Mid-level burgaucrat leave decisfons which may backfira to scmagne further
up the scale,

Not Phil's position / problem at all - but could inform colleague of the situation
Chris does not have any =ay. If the organisation accepts the money and it is
against Chris's firm optfon ha should then conslder his position. It Is not his
dagislon.
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» This is outside of Chris’ control and net something he needs to make a
decision about until managemeant have decided whether to accept the
support from the poliuting organisation.

+ Because the determination of which option is 'tha best' isn't hers lo meke.

¢ False the issue [n writing with her supsrvisors. To push the dacision higher.

+ ltis not her role 1o sclve thesa problams she is a care giver, others must
addrass ihis issue.

= Suggsst that the problem be handled by the HR departmant.

= The HR dept iz a support section of 1he organisation that is responsible for
issuas on employmeant, In doing so, Katherine can concentrata on the
primary responsibilities of har dept.

The responses from organisation Alpha and Gamma indicate that people are

more likely to narrowly define iheir role and responsibility.

8.3.5 Way of Doing Business

Angther cluster that developed and is related to the pravious one, Is that's how
business is. This group is similar to the previous ong, in that most responses
that fit into this grouping are found in organisation Alpha {11), followed by
organisation Gamma (7), and only one resnaonse from organisation Beta. \n this
grouping the refarences to local cultuic in organisational dilemma, three were
excluded because they do nat reflect the meaning of the other responses of

that's how business is and it happens all the time in business.

In organisation Alpha most rasponses indicate that the way of deing things
includes superiors 1aking credit for the wark of subordinates

+ People should never take the cradit for the work of others, Unfortunately this
happans all oo often in many organisations.

+ Phil cannot do anything to challenge the supervisor
Phil's supervisor is in a position of authority aver him and no matier whelher
he is right or wrong he will not accept being challenged by a subordinate In
frent of the department raps.

» Unfortunately this happens all tow often in many crganisatlons.

» Look, evaryone knows that one of the perks of management is belng able to
‘sharg’ the credil of your subordinates work now and again.

« Does this ever happan?t Or is this part of the griteria of & merit based
promotional system,

« |t happens all Ihe time!
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In organisation Beta, the only response that referred to this grouping was in
organisational dilemma two: 'To be falr to the buysr — BUT of course this is

often nol the case’.

In organisation Gamma, as was the case in organisation Alpha, most of the
occurrences of this variable were in the organisational dilemma six, about the
supervisor,

« Not warry about it too much.

» Happens very often. Mustn't be turned into a disaster for working relations.

= ...not attend such mestings because these things are & norm in many
businessas.

+ In business/work we spent a lot of time together pagple find cut a person's
character etc without the need for direct confrontation.

« Grinand bear itl It happans evaryday.

Other rasponses form organisation Gamma that indicate how its respondents
feel about business and the business system include:

« Inthe system things happen their own way. Ona amployes severely makes a
difference. Or Chris can bear it, work, find an alternative placemsnt and
leava.

+ Isita long term cusiomar? Are there likely lagal ramifications ete? Itis
baslcally a business declslon not an ethical issus,

This last response is the epitome of this research and the anamy that it

explores. It refers to the second dilemma of knowing about a product fault and

whether tha client oupht to be advised.

8.4 SUMMARY

Owvaralt, the main distinction between the organisational and personal decisions
is that the organisational dilemmas were not necessarily perceived as

addressing ethical issues, unlike the personal ones, The parsonal dilemmas
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reqardless of degree of complexity and difficully or the resolution suggestad,
ware not in any organisation described as dilammas that did not involve ethics,
unlike some business dilemmas, which were described as business issues not

ethical issues.

Another difference betwaen organisational and non-grganisational type of
dilernmas was that in the former, raspendents especially from organisation
Alpha would make the decision not to make a decision and evade the exercise
of moral judgement. That phenomanon was not found in any personal dilsmma
response In any of the organisations. [n contrast in the personal dilemmas and
in particular in organisations Alpha and Gamma, respondents reported that only
the person facing the dilemma could resolve the dilemma. This type of

response was not found in any of the organisational dilsmmas.

These findings [ndicate that thera appears to ba a perceived distinction
between organisational and non-organisational ethical dilemmas. In
organisational dilemmas it is more likely that pecple will aveid making the
decision and try to avoid the responsibility for the decision. In addition,
respondents characterised some organisational dilemmas as void of any ethical

issues, That was not the case with any non-organisationa! dilemmas.

Beyond these general differences betwesn organisaticnal and personal
dilernmas, more specific disparities were noted betwaen the three
organisations. Hespondenis from crganisation Alpha were more likely to rely
on rules and the law in both types of dilemmas but more so in the

organisaticnal ones. This reliance on tha external nomos also justified the
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charactarisation of dilemmas as void of ethics because there are laws or
organisational policies that address them. This finding supports the notion that
the organisational climate affects ethical decision making in the organisational
context and surprisingly thers is an indication that it may alse spill into the
personal context as well. Sa it can be said that people do not ‘just do their job’
and then live their own lives, but their job and the values of the job permeate

their lives.

Respondents from organisation 8eta were more likely to use a Caring
justification for both types of dilermmas. They did not perceive any dilemmas,
organisational or personal, as not invelving ethics and wera less likely te rely on

the faw or organisational regulations to resolve the dilemmas,

Crganisation Gamma had the most instrumental oriantation in the resolution of
buth types of dlemmas. As outlined in Chapter 6, organisation Gamma was
perceived as a market organisation and it was expected to have an
instrumental climate. In the analysis of the ethical climate of each organisation
reported in Ghapter 7, this organisation was not found 1o ba significantiy more
instrumental than the others, The resolutions to the dilemmas howaver,
indicate that respondents from this organisation are more likely to be egoistic,
primarily at the individual iavel for both types of dilemmas. Respondents
appsaar to be more concamed for their personal well being and not use their

capacities to do good for anyone slse,

This finding provides some support for the need of the community and tha

sensa of community in organisations, which appears to be lacking in
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organisation Gamma. Community also implies responstbllity for the other githar
by accepting the rules of the community as appsars to be the case in
crganisation Alpha or by baing benevolent to the athar, the fellow-human
{synanthropos), as is the case in organisation Beta. As a result we find more
cases of philanthropy from respondeants in organisation Beta, in both types of

dilemmas.

Finaily, in organisation Beta, & stronger intemnal orientation based on
conscience was found, than in organisations Alpha and Gamma, which had a
stronger extemnal orientation. In organisation Alpha, this raflacts the strong
organisational emphasis on the organisational role structures and tight job

design, while in Gamma it reflects its instrumantal culture.
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CHAPTER NINE
DISCUSSICN OF FINDINGS AND CONCLUSION

9.1 AN OVERVIEW

Moral autonomy was examined in the early chapters, it was established that
for persons to remain persons, the most important condition Is to remain
marally autonomous. Moral autonomy is the prerequisite for moral agency,
which provides posilive freedom and responsibility for persons. Despite the
divergence of views and opinions from different disciplines, a general
agreement was identified that moral autonomy is valuable, necessary and a
preferabls mode of being than hateronomy and anomy. Consciousness and
reasoning are necessary critaria for autonomous morality. Moral autonomy is
the capacity to reason well and as such the possibility of a morally autonomous

unethical decisfon does not exist.

Moral autonomy is restrictive and it imposes obligations towards principles and
paople, to use Shamp-Paing's {1996) terminology, but these obligations are salf-
imposed. What makes them impasing however is not their source but the fact
that they have been validated personally (Chandler, 1999), Rest at al. (1999)
describe the difference between autonomous and heteronomous morality as
that between tha self-initiated, agentic side of morality and the external,

conforming side of morality.
Beyond the ontology of persons, the ontology of organisations was also
examined, This discussion clarified the point that if we cannot accept

organisations as moral persons, we do accept them as contexts in which
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pacple exercise heir morality. The impact of the context upon persons was
examined, and it was argued that organisations that do nol include sthical
values in their culture are mora likely to promote personal behaviour that is

congruent with their culture.

The viewpoint that to be an individual requires the courage to follow one's
conscience and defy unethical andfor unreasonable authority (Tillich, 1952)
suggasts that individuals can ratain their moral autcnomy regardless of context
and roles. This is similar to Maclntyre's {1999} prescription for constancy and
integrity regardless of context and role. In contrast to Tillich, howavar, Beadle
{2002) explains that for Macintyre {1995}, tha solution is not to enable viruous
individuals to overcome vicious instilutions, but in viftuous individuals to resist

vicious institutions.

However, to ba an individual in an organisation that only perceives its role and
objectives In instrumantal terms may require mare than courags, it may require
super human capacities and hareulean strength. It may even be impossible
because, as Wicks (1996) explains, our action is limited by what we concaive
as relevant and viable in a giver: context. To behave morally, it Is necessary to
think morally, Moral thinking, argues Sharp-Paine (1996), is needed by
managers not only because it is the right thing to do but also becauss it

strengihens organisations and contributes to their performance.

In organisations, an autopomous meral decision may not necessarily be more
ethical than a heteronemous decision. An organisation that has individuals who

are capable and allowed to exercise moral autonomy, however, is mors lkely
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not to need to implement and develop ethics and ethical codes. An
autonomous decision-maker is likely to use ethical reasoning to make ethical
decisions, so the organisation does not need to control him to ensure such
behaviour. Snell (2000) proposes that organisalions that have a moral athos
that corresponds with the higher level of Kohlberg's CMD, the autonomous
level {se¢ Table 2.1}, will experience a comprehansive reduction of ethical
dysfunctions. The heteranomous decision maker will rely on the organisation
for values and guidance, while the anomous deciston will be perceived as a

decislon that does not involve ethics and sthical reasoning.

This research sought to examine how organisations affect the moral autonomy
of persons. Moral autonomy was considerad the most important charactanstic
of persons and ethics, becauss it is through moral autonomy that we can have
morality. Moral autonomy [s also something that we cannot surrender nor can il
be extracted from us, as it was explained in terms of moral agency and moral
personhoad, However, organisations affect our capacity to be morally
autonomous, because we do not have the strength or capacity to exercisa cur
autonomy. As aresult, it was assumead that different lypes of organisations

would affect moral autonomy, and lead to hetercnomy or anomy.

The concaptual model (Figure 5,1) was developed from this pramise. It
prapased that organisations that are incansistent with the values of society, and
do not perceive their activitles in a realm that is contained in, and dafined by,
ethics, are more likely to lead to moral anomy. Moral anomy is parceived as

the most terifying position, because it excludes moral deliberation.
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Organisations that define and live in wholly egoistic terms, it was assumed,

would be mora likely to have incidents of moral anomy.

Organisations that are congruent with society’s values are more likaly to lead to
moral autenomy or moral hetercnomy. Moral autonomy, enables people to
remain persons and not be non-persons in roles. Moral hateronomy on the
other hand, is an cutcome of the arganisation’s attempts to prescriba moral

bahaviour,

The findings of this research are not based primarily on extensive statistical
analyses, because such analyses, it was felt, will reduce the richness of the
questions asked and the selutions found. However, what was considered
sufflclent statistical analysis was undertaken primarily to define a framework for
the qualitative analysis. The most Important findings, discussed In the following
section, result from the qualitative data that provides imprassions of possihilities
rather than scientific conclusions. This is in line with MacKenzie's (2001) view
that statistical methods that assums independence in organisations prevent not
only the measurement of arganisational phenomena but even the ability to

envision them.

9.2 ANALYSIS OF FINDINGS

The research findings reparted in Chapters 7 and 8 indicate that organisations
effect the sthical decisions of people working in them. Looking at the research
prepesitions presented in Chapter 5, the analysis of the dilemmas revealed

that;
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1. Peopla from the three organisations were more likely to rely on Caring,
which is based on benevolence, in the resolutions of the persenal dilemmas
than in the organisational dilemmas. Independence was also relied on mare
in the low difficulty and complexity perscnal dilemmas than the
organisational dilemmas. In the high difficulty and complexity personal

dilammas peopla relied mostly on Caring,

2. In organisatfon Alpha, which is a bureaucratic organisation, pecple were
more likaly io use Instrumantal reasoning in the low complexity and difficulty
dilemmas, indicating that people judge these types of dilemmas in terms of
benefit for themselves or the organisation. This supports the propasition
that these types of dilemmas wili not be addressed in ethical terms but
rather in egoistic tarms, thus leading to anomy. In the high complexity and
difficulty organisational dilemmas, people ralied more on Caring, Rules and
Instrumental reasoning. It is thus not clear whether people were deciding

heteranomously as the proposition suggested.

3. Organisation Beta had a Caring climate but not a significantly diffarent
Independence climate, indicating that it has soma characteristics of a clan
ype organisation. In the low complexity and difficulty organisational
dilemmas, people relied primarily on Instrumental, Independence and Rules
reasoning. This implies that the organisational well being was a primary
consideration, as ware the organisational Rules. In the high complexity and
diffleulty organisational dilemmas, more people wera [kely to rely on caring
and Independence, which Indicates that peaple were more likely to rely on

their ethical values and benevolence. Generally, more peopla in this
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arganisation were more likely to rely on their personal ethical values to
resolve dilemmas, indicating that people are more likely to exarcise moral

autonomy.

4. Organisation Gamma was not an ideal type market organisation based on
the way its athical climate was perceived by its members. The resclutions
ta the athical dilemmas however suggests that people in this organisation
are most fkely to rely on Instrumental reasoning to resolve low complexity
and difficulty organisational dilemmas. In the high complexity and difficulty
category, people relied mostly on Law and Code, Caring and Instrumential
reasoning. This suggests that moral anomy is more likely in the former

category and hateronormy in the latter.

The quantitative part of the analysis indicates that organisations can possess
distinct ethical climates {(ses Tables 7.4 and 7.5). This climate based on the
philosophical, psychological and sociclogical disciplinas examined in Chapter 2,
and reflected in the Ethical Climate Questicnnaire, can emphasise principled,
benevolent or egoistic values. In the three organisations examined in this
research it was found that organisation Alpha had a stronger climate in Law
and Code and Rules. These two dimensions are basad on a principled
orientation at the local and cosmopolitan levals (see Table 6.1). Organisation
Beta had a stronger Caring climate that fs based on benevolence, at the
indlvidual, local and cosmopolitan levels. Qrganisation Gamma was not found
to be significantly stronger than tha other organisations in any dimension of the
ECQ and based on the pravicusly reported findings, it had a weaker climate in

Rules, Law & Code and Caring.
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In terms of ethical ideologies, the people from the three arganisations were not
found to have any significant diferences in terms of ideallsm and relativism
sither in terms of scores {see Table 7.6) or in terms of high and low idealism
and relativism dimensions (see Table 7.7). They were however found to have
differences in terms of the ethical ideclogy matrix (see Table 7.8 and 7.9). In
this analysis of ihe high and low ditnensions that resulted in the creation of the
four-part ideology matrix, a maderate relationship between ethical ideclogy and
organisation was found. The degree to which the organisation has affected
these ethical ideologies or whether pecple with different ideclogies are
attracted to he different organisations cannot be assessed in this research.
Howaever the fact that the ideclogies do not correspond with the sthical climates
or the dilemma justifications suggests that tha context of the issue and the

nature of the issua itself have a greater impact on ethical decision making.

The analysis of the ethical dilemmas, presented in Chapter 8, indicates that the
reasoning used to resolve them differs between the three organisations. In the
organisational dilermmas of low difficulty and complexity it was found that mare
pecple are lkely to rely on egoism to justify the resolutions to the dilemmas in
the three arganisations, as represented by the Instrumental code. However,
paople from organisation Beta relied less on Instrumental raasoning than
people from the other organisaticns. It was also found that people from
organisation Beta relied mare heavily on Independencs, their personal moral
valuas, to resolve these types of dilemmas. These findings suggest that people

in organisation Beta were more likely to exercise moral autonomy. Similar
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findings were aestablished in the high complexity and difficulty organisational

dilernmas.

In the personal dilemmas, of both low and high complexity and difficulty,
respondents from organisation Alpha relied more heavily on Indspendence.
This indicates that in personal dilemmas, psopls from this organisation differad
inth 1 . soning thay used ta resolva them and did not rely on instrumental

reasoning. This was the case also with organisational decisions.

Mare importanily, however, some peopls in arganisations Alpha and Gamma
did not perceive some organisational dilemmas as ethical issues. This is an
indication of moral anomy. In addition, people from organisation Alpha in
particular wou'd try to avold making a decision and suggest that sormeone else
in the organisation should make the decision not the parson facing the

dilemma.

In the organisational dilemmas, people from all organisations are more liksly to
rely on Instrumental reasoning, and espacially in the low complexity and
difficulty group. Thesa findings were more prevalent in organisations Alpha and
Gamma. This can possibly be explained by the ack of moral reasoning in
those types of dilemmas in organisations that do not emphasise concem for

others, as measured by the Caring code, or reliance on personal ethical values.

In the high complexity and difficulty organisational dilemmas, there was a
reduction in the reliance of Instrumental reasoning and an increase in Caring in

all three organisations. This indicates that people are more likely to resolve
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mare complex and difficult dilemmas by relying more on benevolencs, rathar
than egoism. This finding supports tha importance of moral intensity (Jones,
1991) in the idantification of elhical issues. The differences in the resolutions
betwesn low and high complexity and difficulty suggsst that moral reasoning is
mora likely to be activated In the high complexity and difficulty category (Jones,

1991).

People from organisation Alpha that has a Law and Code, and RAules climats
are more [kely to do what the organisation is expecting of tham, er relinguish
their decision making to the organisation. They are thus less able to behava
autonomously in moral terms. The organisation that relies on rules, ragufations
and the law in this research, is more likely te hinder moral autonomy, and lead
to the avoidance of decision making and personaf responsibility for dacisions.
It was also found that in organisations Alpha and Gamma people were more
likely to consider ethical decisions as merally neutral, considered in terms of
personal preference, practical feasibility, ar strategic interest (Bird & Waters,
1989). Persons in organisations Alpha and Gamma are also more likely ta
make ethically questionable dacisions to achieve organisational goals, In
organisation Beta that has a caring climate, respondents are more likely to
make ethical decisions and use ethical reasoning and language for their
decisions. They are also mora likely to make decisions based on their personal
values, rather than relinquish their decision making to the organisation.
Personal responsibility is promoled in organisation Beta and that leads to more
ethical declslons, because people assume the posture of thair self, which

contains marality.
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This research provides some support on the impaect the ethical ¢limate has on
individuals in organisations due to its normative content which communicatss to
organisations’ maembars what thay ought to do, as well as what is acceptable
and expected. [t is because the organisation has the capacity to have an
othical climate, that it can influence the maral behaviour of its members, This

capacity is what can affect the moral autanomy of an organisation's members.

Overall, people are more fikely to use ethical values in personal dilammas, and
thay are more likely to see the ethical issue in personal dilemmas. It was also
found that people are mare likely to use Instrumeantal justifications in the low
difficulty and complexity dilemmas {see Tables B,16 and 8.17). This finding
may be explained hy Bersoff's (1999) finding that in minor acts of social
daviance people are more likely to distort the implications of their bahaviour

and act in contradiction to their valuas.

It is also indicated that daspite the existence of formal codes of conduct in the
three organisations, ethical dacisions differ, supporting the view that the
informal systerns are more likely to affect behaviour {Falkenberg & Herramans,
1995}, The findings support the position presented by Kjonstad and Willmott
{1995} that codes of ethics may weaken the appreciation of ethics in
organisations unless the codes are supported by encouragement for critical
reflaction, which is part of exercising moral autonomy. They also suggest that
going beyond compliance and enabling post-conventional maral developmeant
using Kohlberg's theory, is sthically defansible because it allows people to

reach their potential. They also offer a pragmatic cutcoma of this approach and
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that is that responsiveness and innovation rather than pradictabiiity and routine

are more likely.

It is also suggested ihat organisations that include caring in thelr values, as is
the case with organisation Beta, arguably broaden thgir members’
responsibilities by introducing moral concepts and enabling moral imagination
{(Wicks, 1996). Itis argued here that i overcome the separation betwean
athics and business (Freeman, 1994, Wicks 1996) we must allow persons to
bring themselves to work by creating environments where these selves are
welcome to think, decids, speak and act. |n organisation Beta, where people
were expacted to care mors about their colleagues, customars and socisty at
large we found that they were more likely to think morally. In organisation
Alpha paople wera likely to be axpected to comply with the regulations and law
and it appears that this is taken home’ and used in perscnal decision
siluations. In organisation Gamma, people were mora likely to focus on 'getting
the job done'. People from organisation Gamma, more so than in the Gther
organisations are alse less likely 1o recegnise themselves as supervisors or
managers of olhers. This may be because the refationship and interpersonal

concepl is not as developed in this organisation.

The findings imply that in the organisation where people were more likely to
treat others as they treat their family, friends and communities, people are mora
likely to make ethical decisions. These decisions are more likely to exhibit
concem for others and they are more likely to use moral values and language

to justify decisions. This is supported by the findings reported in Table 8,19,
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where people in erganisation Beta had a strongar intemal origntation, while in

organisations Alpha and Gamma an external orfentation.

In the personal dilemmas respondents were also more likely to uss moral
language to both resolve them and fustify the resolutlons. They were also
perceived as ethical dilemmas and not as dilemmas that did not Involve any

athical issues,

Reatuming to the research propositions presented in Table 5.1, it has been
found that ovarall pecple are more likely to make ethical decisions in the
personal dilarmmas than the organisational dilemmas. Thesa decisions are
more likely to be based on their personal values, as measured by the

Independence code. They are thus more likely to exercise moral autonomy.,

It was also found that people from organisations Alpha and Gamma wars more
likely to make mora anomous decisions In the organisational dilemmas, while

they wara not likely to do so in personal dilemmas.

Tha shift from anomy to hetaronomy, from the low to high difficulty and
complexity dilernmas in organisation Alpha, was only supported in tarms of
instrumental and caring judgemants, as was explained earlier. In organisation
Beta, people wera found more likely ta rely on their personal values and on
caring to justify their dllemmas, which supports the propositicn that moral
autonomy in ¢aring organisations is more likely. In organisation Gamma, the
instrumental justifications were higher in the low difficultly and complaxity

dilemmas but not in the high complexity and difficulty dilemmas. This indicates
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that in difficult and complex situations, people are more likely 1o shift from

egeism ta caring and principla thinking.

9.3 LIMITATIONS

This research is an exploratory attempt 1o understand the organisational effect
on individuals' moral autonomy. A major limitation of this research is the use of
researcher proposed ethical dilemmas that are removed fram the respondents'
reality and context. It has been suggested by Vaughan {1988) that a person
responding to an interview, a questicnnaire, or dilemmas is not subject to the
contingencies that would apply in routine decision making in the workplace.
This liritation of the ¢urrent research was addressed by trying to provide
ralevant organisational and personal ethical dilemmas, but it has not simulated
the organisational routine decision making context. This decontextualisation
may have resulted in the inability to capture values at werk, which may be
axpectad to be less personal than reflected in the findings of the current
research. In addition the use of dilemmas makes it possible for the context of

the situation to be perceived differently by different respondents.

Another limitation is that this research focuses on ethical values and intention
but not behaviour. Weaber and Gillespie (1998) found significant diffarences
batween beliefs and actions, bellefs and intentions, and intentions and actions
in business elhics. The present research effort examines only valies and

intentions but nol actions and behaviour,
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The need to justify the decisions made may hava incraased the relativism
found, because people may be more likely to rely on consaguences to justify a
decision. People may have felt that in order to fill in the page of the
questionnaire, thay had to look at the outcomes, when in fact they based their

decisions on idealism.

The number of organisations and people from each organisation is limited both
numerically and geographically, A much larger sample from geographically
dispersed organisations that varied in characteristics will previde a more
adequate basis for the analysis of organisational influence on persons. In
addition further analysls can be performed in terms of career stage, age, and
gender, The sample selection is also affected by the refusal of the first choice
organisations to participate in this research, which is indicative of the difficulty

of ethical ressarch in business organisations.

9.4 DIRECTIONS FOR FURTHER RESEARCH

This res zarch sought 10 examine the possible effect of the organisation on the
individual. Teo ascertain this effect differant types of crganisations were chosen.
Organisation Alpha and Beta ware found to correspond with the expectad
athicz| climates of bureaucracy and ¢lan organisations respectively.
Organisation Gamma however was not found te have a highly instrumental
climate as expected, and organisation Beta was not found to have a strongly
independence climate as expacted. As a result, even though, the findings of
this research indicate that organisations do effect the ethical decisicns made by

people in them differently depending on the athical climate they possess, more
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disparate organisations may be more revealing about the different effects in
different organisations. Further research In organisations that fulfil to a greatsr
extend the profila of the bureaucratic, clan and market organisations (Cuchi,
1980) will enlighten.lhis goal based empirical theory {3nlemblawski, 1989) of

business ethics by clarifying what is desirable and how it can be achieved.

The emphasis of business ethics research has been on discovering what
affects people in making ethical decisions in arganlsations. In thls smpirical
investigation, the issue of how organisations affect the lives of people beyond
their time at work was also addressed. 1t appears possible that the valuas
adopted at work may filler to olher aspecis of life, as it was explained in
Chapter 8. Future research in the effect of organisations on persons outside of
the organisational context wili clarify if the organisation makes the place and
tha pecple or the people maks the place. Such rasearch will enlighten the
centrality of business to athics {Werhane, 1981, cited in Jones, Wicks &

Freeman, 2002},

A longiludinal sludy to explore peaple’s ethical values prior to joining an
organisation and after a period of organisational membership will further
enlighten the affect of the organisation on the meral autonomy of thair members
sirmilar to studies undertaken by Chatman (1989, 1881} but with the emphasis
on ethical values. Such an undertaking will also contribute 1o the
understanding of the sffect of the organisation on the persen and of the person

on the organisation.
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The relationship betwesn organisational climate, personal values and ethical
decisions can be extended to address issues such as the existence of conflict,

and its types and resolutions in the different types of organisations.

Tha small number of ihe sample both in terms of organisations and
respondanis from each organisation, limited te an Australian city, affect the
generalisability of the findings. Further research in other geographic locations
and types of organisations would contribute to the validation of the current
findings. [n addition the current research was limlted to managers/suparvisors.
Research in different organisational levels may reveal different organisational
influences, 1 is expected thal pecple in tha lower levels of arganisations will
differ due 1o power and experience disparities, from people In the higher levels
of organisations. This may ba due to organisational pressures at lower levels,
or greater moral maturity at higher levels, Research by Weeks, Moore,
McKinney and Longenecker (1699) indicates that people are more likely to

display higher ethical judgement in higher career stages.

Morality is a practical astivity. Addams (1802/1964) describes morality as the
sphere of action. A situation, he claims becomes moral when “we are
confronted with the guesticn of what shall be done in a concrete case, and are
obliged to act upon cur theory” {pp. 273-274). In order to access that morality it
is essential that pecple are asked to axplain and justify their actions at work
and in thar lives outside of wark. A research project that is able to assess
actual behaviour and not values or intentions will provide further insight into the

possikle effect of organisations,
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Additional research in the leadership and ethical reputation of the different
typas of organisations will further clarify the impact leadership has on the
climate of the organisation and the impact leadership and ¢climate have on the
reputation of organisations. Thase findings will enlighten the factors that affect
the ethicality of organisaticns and their effectiveness in terms of their ability to
altract the right leaders and peopla in them {Albinger-Schmidt, & Freeman,

2000).

Itis also necessary to examine other organisations with Caring climats
origntations to confirm the current findings. The assessment of job satisfaction
and anomy of the respondents will alse provide a further insight into the

organisational influence.

9.5 CONCLUSION

The examination of the moral autonomy of people in erganisations enablas the
identification of the crganisational characteristics that pramote ethics at work, It
is found hera that the organisation with a more caring climate is likely to have or
anable persons that think about and resolve ethical dilemmas, instead of
‘'working to rule' and trying to avoid respensibility and ethical responsibility. As
a result pecple in organisations with a caring climaie are more likely to decide
as moral agents, as persens, and not as people in roles or subjects to rules

{Nesteruk, 1991b).

The implications of this are great for organisations and persons. Firstly, the

findings of this research indicate that organisation Gamma in particular and
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Alpha to a lesser extend are more susceptible to unethical behaviour, because
people in these organisations are more likely to use egoistic raasoning and not
ethical reasoning. People in these two organisations are also more likely to
avoid making an ethical decision or not recognise an ethiczl isste. As a result
and due to the lack of moral awareness and moral cholcs, these crganisations
are more likely ta find themselves performing ethical autopsies and trying to

find out why and how their paople behaved unathically.

Addrassing organisational effectivenass, it was found that people in
organisation Beta were more likely to go beyend their roles and ensure that
they care for their colleagues, organisations and socisty at large. This includsd
assuming extra role behaviours. People were also mors likely to resolve the
issue they face and aveid passig it on back to the hierarchy. As a resuit the
organisational decision fragmentation and removal from the people that have
access to more information s less likely to happen. So the Tssuas raised by
Bamard {1938) and Vaughan (1998) among others, are less likelv 1o surface in

such an organisation.

In termns of the ethical behaviour of crganisations and their ethical reputation,
the fact that people ara more likely to use egolstic reasaning in dilermmas that
are easy and simple and lass so for more difficult and complex dilemmas,
provides some form of reassurance that at least in [ssues where the impact
may be great, people are not likely to make decisions that are basad on
instrumantality. This can provide a false reassurance howaver hecause a5 it
was discussed in Chapter 4, many impoirtant, complex and difficult decisions in

organisations ara broken down into small and easy pants. The accumulation of
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these small decislons may have graat implications and consequences, This is
another reason that supports the necessity of moral awarensss and moral

reasoning and thinking in every decision made in organisations.

Beyond these instrumental cutcomes that need further research and
exploration, peaple who are allewed moral autonomy are treated as and
assume the posture of a person and this is the good and right thing to do.
Autonomy, it was explained in Chapter 2, makes peopla ends in themselves
and gives dignity, something that egoism does not provide (Guyer, 1998). The
capacity of moral autonomy to provide dignity to r-rsons makes it the

reasonable and preferrad alternative for persons,

Moral autonomy is not as Liedtka (1999) warns the separation or exclusion
from the community. It is about allowing and enabling persons to reach their
human potential by deing what they can and ought as human beings, which is
exercise moral autonomy. Moral autonomy is not antithetical to community, but
rather it is the foundation for an ethical community, 1t is based on conscious
dsliberation and thinking. Moral autonomy enables dignity and provides
pasitive freedom. It makes beople responsible and it removes people from
egoism. When we become truly human, we cara for the other. Persons who
are autonomous living in communities that are good {(McYeigh, 2002) in all
spheres and aspects including business will have a greater pessibility of doing

what is right and good.

The prasent study establishes that different decisions are made by peopla in

different organisations because of different organisational characteristics, It
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has also detsrmined that people have the capacity to reason across a range of
diffarent dimensions when they face ethical dilemmas, but the contaxt and
issue promotes certain types of reasoning and inhibits others. Further research
examining the effect of the organisational values on the actual behaviour of
peopla in the organisationa! context will provide a valuable insight into why
people in organisations behave In certain ways. Such an understanding will
clarify the organisaticnal posture that allows or enablas people to behave

ethically.

This research is subject to the limitations outlinad above, but it does provide an
insight on how the organisation may affect the moral declsion making process.
Humber {2002} argues that ethical daclsion making and organisations should
be viewed as exactly the same as ethical decision making and persons, The
suggestions that this research provides include the reasens why in some
instances as in organisation Gamma and less so in organisation Alpha, athical
decision making is not the same in organisational dilemmas as in personal
dllemmas, Humber, howevar, also suggests that business should be
guaranteed the right to moral autonemy, but he explains autonemy as a
prefarence. He actually states that erganisations “should be guarantead the
right to judge beliefs and actions in any way they see fit" {p. 218}. This
prescription, In the absance of the clarification of the moral status of
organisations appears dangerous because It {s based on arbitrary preferences

rather than ethics.

The findings of this research suggest that if we are going to overcome the

distinction of ethics in business from ethics and the separation thesis (Freeman,



1994) we have to ensure that our businesses develop philosophies that go
beyond egoism and embrace the values of benevolence and independence.
Further, Werhane {1991, cited in Jonas, et al,, 2002} suggests that we nead to
appraciate not only the centrality of ethics to business, as Adam Smith
proposes, but also the centrality of business to ethics, because they are the
plateau upon which most of us live our lives. The possibllity of the
organisational values affecting the personal dilemmas in organisation Alpha,

provide a hasis for further analysis in this sphere.

The findings suggest that organisations that rely on rules and regulations are
more likely to remove the responsibility framn ethical decision-making, and lead
to avoidance of such decisions. Decisions are more likaly to be pushed up the
organisational hierarchy, affecting the effectiveness and responsiveness of
organisations, as well as the well being of their members by
comparimentalising life, thus taking away the self, that Taylor (1989) discusses.
The findings also suggest that such organisations are mare susceptible to
unsthical declstons and conduct because decision makers do not use their own
moral values and the organisation fails to provide such values but relies on

rules and regulations.

Understanding why people behave the way they do in organisations will enable
both individuals and organisations to develop systems and procasses that
enable moral choice to parsens in organisations. It was mantioned earlier that
historically, ethics developed with autcnomous persons in mind, and its own
theary of the person {Collier, 1998). A maral agant in philosaphical ethics can

only be a person but business sthics in organisatians is about the collective, not



the indlvidual, Celller suggests, that “if business ethics is to wark with and
through the ‘collective’ as object, it requires analogous thearetical
understanding of ‘business™ {p. 622). It is thus necessary to combina the
organisational with the ethical. This can be accomplishad by understanding
their Interaction and effect on the organisation, the individual and the ethics of

both.
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APPENDICES

APPENDIX A

Guestionnalre

EDITH: COWAN S

August 2000

Dear Sir/Madart,

I am asking you to participate in this survey on personal and organisationa! values and decisions
underiaken for my doctoral thesis of Edith Cowun University, Western Australia. The purpose of
the research is to investigale the organisational influence on the values of decision-makers,

The effect of organisalions on the individual in regatds to decision making behaviour is imporant
because it affecls 1he approach orgonisations should adopt for the promation and implementation of
organisationnl values. The research involves responding to general volue statements and fictitious
brief dilemmas, and 1akes approximately one hour to complete.

if you agree to participate, you may withdraw at any time without prejedice.  Your responses are
anonymous and will remain in the exclusive possession of the researcher for analysis and study,
Mo reference to the identities of the participants and the organisation will be made in any use of the
materinl gathered or its analyses and repons.

This is an anonymous questionnaire. Please ensure that you do not wrile your name on the
aitached. By completing the questionnaire, you are consenting to Lake part in this research, Your
agreemenl ta patticipate allows the resgarcher to use the data, which may be published in academic
tesearch papers and books provided the individual and the organisation are not identified,

Any questions concerting the project can be ditected to Eva Evdekin Tsahuridu {Principal
Investigator) of the Faculty of Business and Public Managernont, Edith Cowan University, on 9442
1544,

Please complete the gquestionnaire in the order provided. and ensure all questions are answered.
Place completed questionnaires in the return envelope provided and post by 23 August 2000,
Thank you for your valuable assistance,

Kind Regards

Eva Tsahoride



We would like to a5k you some questlons about the geaeral

in your or

Please

the

followlng in terms of how it is In your organisation, NOT how you would prefer it tn be, Please be ns cundid as

;lrganisaiiou.

Diliee]
use

5 ber, all your r

‘Whal is best for everyone in the
organigation is the major consideration
here.

These days 1 pet the feeling that in
business, individuals are just ol a part of
things,

"The Tife of the average person in business
is geiting worse, nol betler,

In this organisation, people look o for
each other's gond.

In this erganisation, it is expeeted that you
will always do what is right for the
customers and Lhe public,

The mosi efficicnt way is nlways the rght
way in this organisation.

In this organisation, people protect their
own inlerests above all else,

These days in business, | don't really know
whuam one can depend on.

In this organisation, the Inw or ethical code
of the profession is the major

consideration.

l"coplc Ilcrc are concerncd with the

org. 'si = 1o the [usion
ul' all else.

In this organisation, the first ideration
is whether 8 decision violates any law,

The most imparlant eorcern is the good of
all the people in the organisation as a
whole.

In this organisation, each person is
expecied above all ko work efficiently.

Successhul people in this organisalion go
by the book.

People in this arganisation sirictly vbey the
organisational policies.

There is no room for one’s awn personal
merals er cthics in this organisalion,

In 11115 nrgumsunun, p:cplc it mostly aut
fm- thcmscI\rcs‘

[Completely
dizagree

will remain steictly anonymous and will NOT be revealed 1o anyene in your

Completely

agree
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Qifice]
use

28D

21

22

23

25

26

27

28

29

30

31

r)

3

| 'The most imporumt concem in Lhis
.| ergenisation is each person 5 own sense ot‘
‘right and wrong, -

Peaple are txpected o do anything 1o
further the organisation's interests,
regardless of the onsequences.

Everyane is expected to slick to
organisalional rutes and procedures,

Waork is considered substandard only when
it hurts Ihe organisation’s interests.

The major responsibility of peaple in this
organisgtion is (o control costs,

People are expected 1o comply with the
law and professional standards over and
above other considerations.

Each person in this organisaiion decides
for themselves what is right and wrong.

[ feel no one in business really eares much
about what happens 1o individuals,

In this company, people are guided by
their own peesonal ethics.

I get the feeling that life at work is not
very useful.

Tn this organisaticn no one cares what
happens, when you get right down Io it .

In this organisation, people are expecled o
strietly follow legal er professional
standards.

People in business don’t really care what
happens to the next persor,

In this organjsation, peuple are expected to
lollow their own personal and moral
beliels.

Our major coneem is always what is best
for the olfier person.

[ find it hord to be hopeful for the Myture of
the world the way things look now.

Ttis very mpnrmnl ta follnw the

nrgunlsnunrl s rules and proccdurcs here,

Completely
disngree

Completely|
agree
6 -7
3 4 5 6 ki

R
a 4 5 1 7
3 a
3 4

3 4 5 6 7
- L 1

3 FRERIR SR SRR,

3 4 5 6 7
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You will find several stories in the following pages.
Different people will offer dilferent solutlons.
‘There are no right and wrang solutions.
‘Woe are primarily interested in the explanations
or reasons you give for your decisions.
Try Lo justify and explain your statements as lully as possible.
Be sure you elaborate fully. Please do not compare answers to prior cases. We
remind you again that unswering the WHY question is of great importance,
Telling us what should be done is of no help to us unless you tell us WEIY you think

it should be done.

Please proceed to the next page
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Helen is a policy analyst and planner for the Main Roads Depariment. She is a mid-level bureaucrat who does not set policy,
but her analysis cerainly does have & role in how the policy agenda shapes up. Helen is now working an a highway
cxtension inta the southern region of Perth. ie vegion is environmeatally sensitive, yet has expertenced rapid grawth, There
seem to be two viable alternatives in route planning. The least expensive in cost, 1he Speedy Route, is lso e quickest. It
will save about & minutes off the other route. The Green Route would be Tess environmentally destructive, but would cost
the siate about 10 percent more. The transport lobby favers the Speedy Rouie whilst the environmental lobby favors the
Green Route. As Helen develops her report, she feels pressured to minimize the possibility of the more expensive and longer
riule, Uppet management in the Department wams to keep tie sgenda froe of "vnneeessary” conwroversy, They have said
that they believe the Green route is not as financially feasible. They encourage Helen o leave it out of her report. Why
present an aptian that is not the hest?

What shauld Helen do?

Why?
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Clint is negenining for a contract for his company that will achicve 1he requircd sales for the year. He is able 1o provide the required
prerduet bot be knows of a faull thal is likely (o make il more expensive Tur the buyer to use for his purposes.

What should Clint do?

Why?!
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Anne works with a non-povermmental organization (NGO) which provides emergency nid to refugees. Qften the refugees
she seeks 10 serve are in the most desperite of situations. The aid that Anne’s rganizalion provides is 1he bridge between
life and death especially for the most vulnerable of the refugees. Without help young children, the sick and the elderly are al
real 1isk of sickness and death, Refugee situations are frequently made more difficudt by armed factions who may be related
10 the goverament or may be loosely organized in bands of armed civilians, For these soldiers and militias, the presence of
rulntively wealthy aid workers is an apportunity for cconomic gain. Placing themselves between the NGO workers and the
refugens, the bands of soldiers demand "seeerily fees™ Tor safe passage. I the relugee workers do not pay the bribe, e
refugees on the other side of the read-block may die of siarvation or illness.

Wher should Anne do?

Why?
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Kutherine is the accounts supervisor in an organisation, She is asked by the depanment’s head 1o accept o repuedly incompetent
employece into her departrment, because no ane else would have hitn,

What should Knitherine do?

Why?
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As 2 young university graduate, Chris was working for a scientific research organisation studying pollution damage (o caral
on Australin's Great Barrier Reef. The oeganization had # problem common to all scicatific rescareh - how to get cnough
funding to carry an the work, All their warries appeated to be sulved when quite out af the blue one of the large
multinatjonal corporalions operaling in the ceuntry offered significant ongoing financial support. ‘There was a “hitch,”
haweyer. ‘The campany had recently suffered adverse publicity through an article claiming they were themselves
responsible for some of the pollulion. [n retuen for (e finoneial support they not only wanted the research erganisation 1o
refule these claims, bul also o sludy a section of the reel where there were no pollutien problems. The scienlists needed
the funding to solve the harrior reef's problems and without this lunding they eould nol accomplish that task. [ seemed tha
elforis 1o find other sponsars were mecting wilh no success at all, 11 is quite clear to Chris that his calleagues lavar the
acceptance of the funding from the wmwllinational corporation, having strugpled for meny years with less-thon-adequate
TESLUNGES.

What should Chris do?

Why?
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In a department mecting, Bhil's supervisor Tilby tnkes credil for some work of a colleague who is absent. Phil knows thai
the: work reported is not Tilby's.

What shauld Phil do?

Why?
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Sian goes 1o the supermarket o purchase the weekly groceries. He stops al the ATM to get some cash.  The machine
insteqd of the req 1 $100.00 disy $150.00. Hechieeks the receipt and finds that cnly $ 100,00 is recorded.

What shauld Stan do?

Why?
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A l6-year-old girl, Marie, is being ueated Tor a scrious kidoney disease. She is curmently on 2 dialysis machine, but reatment is
steadily decreasing in efficacy. Before her condition declines any Turther, the specialist docior suggests Tamily wemhers underge
tests o determine lissue compalibility ta transplant a Nidney. Only the brother, 22 year old Adex, shows a degree of compatibilivy
high enough to be considered o candidate, The docter meets wilh Alex alone to discuss the risks and benels of e operation.
Although agrecing Lo be tested, Alex decides not tu donate a kidney after weighing the various aliernatives because of the risks, apd
because, as he puls il, he doesa’t "feel he and his sister have ever been close enough that they wauld ever take that kind ol u risk For
cach ather.” The docior repeats a Ml explanavion of the risks invalved, and urges him to rethink his decision because of the serious
nature of his sister's illness with increasingly litthe time w spare. The beother remaing adamant in bis refusal. Marde does not Saow
about the tests and their resolts. The doctor infarms Alex™s father of the sittion.

What shoutd the father say to Maric?

Why?
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A friend tells Helen in strictest confidence that be has been molesled by one of his parenis, making her promise oot o il
anything 1o anyone. Helen's friend is siill upsel and at the time of this conlession to her appeared distraught.

What should Helen da?

Why?
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Mark just bought sorme jeans ot the naall. By mistake, the clerk gives him back the wrong change. So Maork stapds there with an
extra 310 in his hand.

What should Mark de?

Why'
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When he praduated from college with a degree in science, Andy had Tound & sulid job in his professton, married, and
subsequently hod two sons. Twelve years tater, he moved 10 another eompany that promised steady advancement within i
ramagerial ranks. A devoled family man, he admired his wife's dedicalion to raising the boys. But he also observed that his
sons, sppronching their een years, henefiied grently From his fatherly friendship and counsel - especislly as they
approached what e and his wife realised could prove 1o be a difTicull transitianal period in their upbringing. So he made a
commitment 1o spead plenty of time with them, ploying football and helping with theit schoolwork. But he also loved his
work, and did well at i, And it quickly became apparent that, o advance rapidly up the menageriol ranks, he needed an
MBA. An MBA would t.ﬂllh]l. hlrn ] hclt:.r pravide for his family in the luture as well. A nearby university offered e
degree in an aliractive evening-and d program 1hat waould allow him 1o continue Tull-time employment. But it would
s0ak up 1he next two years ol his life and throw most of the family activities into his wile's hands.

What should Andy do?

Why?
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On n biverly cold morning Mary is approached by a beggar who asks her for $2 for a hat cup of colfee. Mary ean easily alford to
give him the moncy but the beggar has clearly ateohol on his bresth and it is only 10 o'clock in The moming.

‘What should Mary do?

Why?
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You will find 2 scries of general siatements listed below, Each statement represents a commonly lield opinion and

there are no right and wrong answers, You will probobly disagree with some [lems anid agree with others, YWe ure
inlerested in the extent to which yoo ngree or disagree with such matters of opiniom.

Please vead ench statement carefully. Then indicate the extent to which you agree or disugree by crossing the

appropriste ber, carT

Oliice]
use

6
3
3
9
40
4
42
43
a4
45
46
47
48

4%

Pankt

ding to your

A person should make certain that their
actions never intentionally harm onother
even to & small degree,

Rigidly codilying an ethical position that
prevents ceriain ypes of actions could
stond in the way of better kuman relations
and aijustments,

1 feel pa ane teally cares much about what
heppens to me.

One should never psychologicaliy or
physically harm another perse.

The Jile of the average person is gelling
warse, ot better,

Il an action could harn on innocent ather,
then il should not be done,

Whether a lie is judged (o be mocal or
immoral depends upon the circumslances
surraunding the action,

Mo standards shauld be seen as
individualistic; whal one person considers
1o be moral may be judped to be immoral
by another petson.

It is never necessary to sacrifice the
welfare of others.

These days I doa’t know whom 1can
depend un.

There are no ethical principles that azc sa
important thal they should be part of every
eode of elhics,

Whot is ethicnl varies from enc siuation
and sociely 1o another.

The dignity and welfare of people should
be the most importanl cancem n any
socinty,

These doys T get the feeling that ['m just
nol a part of [hings.

Questions of what is ethicat for everyons
can pever be resolved since what is moral
or immaorelis up 1o the individual,

[Completcly
disnpree

Completely)

agree
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Dfice]
use

51
5
53
54
55
.
57
58
59
60
al

62

ha,

Maral stoandards Ete mmply personed mles -

iwhich indicate how o person ‘should
behavo, and are not to be appli
making judgements of others.
Ethical cansiderations in lntcrpcrsonal
relations are sa complex that individuals
should be allowed to formulate their own
individual codes,

T get the :fcelin'g lhatj Tifo fs not-very useful.

Moral aclions are those which closely
tateh ideals of the mast ‘perfect action.

‘Risks to aniother should never be tolerated,

Irrespective of how small the risks might

No one carcs what happens, when you gel
tight down to it,

| Deciding whather or not to performan act | -
by hnluncmg the positive consequences of -

the act against the negative consoqucnc:s
of the ael, is immoral,

People don't really care whal happens to
the next person.

No rule concerning Lying can be- - . -
formulnted; whether & lic is pmnlsslhle or
not pcrlmsmblc lol.ullyI depcnds upon zhe

“silualion.

Different types of moralities cannol be
compared 05 16 ‘rightness',

Dding Ihmgs Which n'uly Im.rm oth:rs :s .
always wrong, irespeclive ol‘lhe bcnet' ts
in be gumed. .

1t is hardly fair to bring 2 child into the
waorld the way things look now.

Che shiould nnt perform an ncl.mn which
might in any way threaten the d1gmly n.ml
welfare ofanolhcr mdmdunl :

Completely
disagree




Please complete the following questions about yoursell:

1. Gender O Female O Male

2, Yourage group: OUpto 25 O 251035
O5to 45 O 4610 55
O 56 and over

3. What is the highest level of education you eompleled:
O3 High schoal

O Tachnical college
O Undergraduate university degree
O Postgraddunte university degree

O Other, please specil'y:

4, What is your cccupation

5, How long have you been eimployed in the curmenl organisation; years
6. How lang have you been in the workforee: yenrs
7. D you supervise any employees? Yes O NoO
Il Yes, how many?
8. Which af the Malowing best deseribes your living silualion?
O Single I Murried / Defacia B Diverced f Widowed
O Cher, please specify:
% Dayou hove children? O Yes O Mo
10. Do yau have a religion? O Yes O No
If yes, do you practice yaur religion? O Always O Somatimes [ Never

Ganeral Comments:

Thank you for completing this questionnaire

Your assistance is of great importance and value.

362



	Moral autonomy in organisational decisions
	Recommended Citation

	Edith Cowan University
	Research Online
	2003

	Moral autonomy in organisational decisions
	Eva Evdokia Tsahuridu
	Recommended Citation


	Moral autonomy in organisational decisions 

