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Abstract

The major purpose of this study was to examine the processes used by human resource
managers to resolve ethical dilemmas encountered during the execution of their duties. The
study also sought to ideatify events whick present human resource managers with ethical
dilemmas: ethical principles used to guide their decisions: and specific ethical problems of
the sample population.

The sample population consisted of four subjects, two males and two females who
were human resource managers in idmonton, Each subject participated in an individual
interview and in a focus group that brought the four subjects together. The data collected
from these sessions were interpreted using grounded theory procedures and techniqucs.

The study found that to resolve ethical dilemmas, human resource managers engage in
& ten-step decision making process that relies on the. experience as human resource
professionals. and is guided by personal beliefs. values and cthics, as well as a knowledge

of the employer's corporate cthics. guidelines. policies and procedures.
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CHAPTERI

The Problem

foven though he could have smashed through any bank

in the United States, he had the strength, but he would not...

Superman never made any money
FFor saving the world from Solomon Grundy
And sometimes | despair the world will never see

Another man like him

“Superman’s Song™
Brad Roberts, 1991
Performed by the “Crash Test Dummics™

Introduction
The primary concern of a business is its economic health, producing goods and

services at a competitive price which wili yield a profit (Sefekman, 1959). This concern can
lead some businesses to make decisions that ignore social values and legal restrictions.
Those who have pushed beyond acceptable guidelines and have been exposed to public
scrutiny include a baby-food manufacturer that sold sugar water as apple juice, an airline
that tampered with maintenance reports, a company that suppressed information that proved
employees were dying from asbestos inhalation, and an independent broker who pleaded
guilty to 2,000 counts of mail and wire fraud (Kirrane, 1990, Gellerman, 1986). Poor ethical
choices are not limited to these few specific examples, nor are they restricted to
corporations in general. “American workers will “steal” nearly $200 billion from their
employers this year by arriving late, leaving early and misusing time on the job” (Silas,
1990, p. 3).

As stories about unethical behaviour have been brought to the public’s attention,
organizations have felt the pressure to develop ethics programs. By offering instruction in
cthics, it is expected that employees will be able to address complex ethical issues and make
decisions which will not jeopardize profits or public relations. Factors being addressed by
these programs include technological changes, changes in law, downsizing of organizations,
cnvironmental concerns. increased diversity of the workforce, participation in global
markets, product safety and employee rights (Lankard, 1991, Kirrane, 1990).

Instruction in cthics developed into a growth industry in the early 1990s. Findings in
the United States in 1990 indicated “that 36.9 percent of organizations with more than 100

employees provided some type of ethics training, compared with 26.6 percent in 1989 and



19.7 percent in 1988 (Thompson, 1990, p. 84). Between 1991 and 1964 the pereentage of
organizations providing ethics training fluctuated. from 37 percent in 1991 (Lee. 1991, p.
35) and 43 percent in 1992 (Filipczak. 1992, p. 54). to 41 pereent in 1993 (Frotland, 1993,
p. 63), and dropping to 39 percent in 1994 (Training, 1994, p. 6-4). Another indicator that
the demand for ethics instruction was increasing could be seen in the greater number of
suppliers offering products or related services. In Training magazine’s 1984-85 Marketplace
Directory there were only five suppliers, in the 1989-90 cdition the number had grown to 74
suppliers (Thompson, 1990). Whether the general increase in concern and instruction has
had a significant effect on corporate culture is open to debate.

Very few empirical data are available to illustrate the impact of ethics instruction.
Most evidence is anecdotal. Developing an effective instrument to measure the topic has
proven difficult. In general, data collection has been limited to attitude surveys. The results
of these surveys show few people believe that an cthics course will make any difference
(Thompson, 1990).

Proponents believe that ethics instruction can result in a positive and proactive
environment where you will find “improved employce morale, a less stressful culture and
lower recruitment costs” (Thompson. 1990, p. 85). Other benefits can include improved
safety practices and better labour relations. it is considered a difficult subjeet to teach, and
it may be that ethics instruction can only sensitize people to the potential consequences of
their behaviours. thereby providing them with a framework from which to make decisions.

There is a great deal written about ethics in the ficlds of medicine, law, counselling,
teaching, and business. An area that is lacking material specific to its ethical concerns is
human resource management. The irony is that many institutions have their human
resources department establish and maintain systematic ethics programs (Rothwell & Sredl,
1992. Kirrane, 1990). This places human resource management practitioners in a position
where they must deliver and maintain a program, as well as provide an exemplary role
model, without having had preparation for the task.

There are many ethical issues concerning human resource management that could be
addressed, such as: the processes and elements involved in making cthical decisions, how
behaviours affect outcomes related to cthics, the balance between cthical judgment and
occupational guidelines, how interac:’on with staff and management affects cthical
outcomes, or whether ethics instruction or programs improve those skills associated with
effective ethical decisions. Any one of these topics could provide data uscful for the
delivery of ethics instruction to human resource management practitioners. For the purpose
of this study, the focus will be limited to the examination of the processes used by human

resource management practitioners to resolve cthical dilemmas.

Statement_of the Objective

This exploratory study will examine the processes used by human resource



management practitioners 1o resolve ethical dilemmas encountered during the execution of

their duties.

Rescarch Obijectives of the Study

The following objectives will be addressed:

I. Through discussions with human resource management practitioners. as individuals
and in a focus group, have human resource management practitioners identify events which
present practitioners with ethical dilemmas.

2. Through discussions with human resource management practitioners, as individuals
and in a focus group, identify the ethical principles human resource management
practitioners use to guide their decisions.

3. Through discussions with individual human resource management practitioners,

identify a process for making ethical decisions.

Assumptions
It is assumed that:
I. Subjects may have obligations and loyalties towards the organization for which they

arc working and to the human resource management field which may affect the accuracy
and bias of their responses.

2. People selected to participate in this study will provide truthful responses that will
reflect their opinions.

3 The results of the DACUM (Developing a Curriculum) process will be accurate.

4. The results of the focus group will be accurate.

Limitations

The study will have the following limitations:

1. The results of the study will be limited to those four people comprising the research
population, who were selected from human resource managerment professionals nominated
by exceutive members of the Human Resources Management Association of Edmonton
(HRMAE) and the Human Resources Institute of Alberta (HRIA).

2. The DACUM verification results will be limited by the accuracy of the
questionnaire responses given by participants of the study.

3. The focus group results will be limited by the responses given by the participants

which may be affected by obligations and loyaities to external organizations.

Definition of Terms
Attitude - a relatively enduring organization of beliefs around an object or situation

predisposing one to respond in some preferential manner (Brown, 1976, p. 16).

Belief - an inference made by an observer about underlying states of expectancy

(Brown, p. 10).



Dilemma - when two apparent goods come into conflict (Fein, 1988, p. 45).

Ethics - the study of right and wrong. usually including the determining and
encouraging of what is right (Brown, 1976, p. 16).

Ideology - an organization of belie:s and attitudes- religious. political, or philosophical
in nature - that is more or less institutionalized or shared with others, deriving from external
authority (p. 16).

Opinion - a verbal expression of some belief. attitude. or value, insufficient to produce
certainty (p. 10).

Process - the linking of sequences of action/interaction as they pertain fo the
management of, control over, or response to. a phenomenon (Strauss & Corbin, 19990, p.
143).

Value - a belief upon which a person acts by preferences an enduring belief that a
specific mode of conduct or end-state of existence is personally or socially preferable toan
opposite or converse mode of conduct or end-state of existence (Brown, 1976, p. 10).

Human Resources (HR) ficld - The Human Resources ficld is broad and includes a
number of areas of knowledye and skill:

Management Practices

Employment, Placement and HR Planning
Compensation and Bencfits

Training and Development

Organization Development/Effectiveness
Employee and Labour Relations

Health, Safety and Security

Research and Teaching

(Human Resources Institute of Alberta, 1991)

Human Resource Professional - Certification requirements for the Human Resources
Institute of Alberta are as follows:

I. Twelve years of related professional experience in one or more of the following
areas: '

- Human Resources Management Practices

- Employment Selection. Orientation and Placement

- Training/Management Development

- Organizational Development

- Employee Relations

- Labour Relations

- Compensation and Benefits

- Industrial Health and Safety

- Research in Human Resources

- Human Resources Information Systems



OR

2. Nine years of professional experience in one or more of the above areas, with a
completed aceredited Continuing Education Certificate in Personnel or Human Resources or
Rasiness Administration or a Behavioural Science.

OR

3. Six years of professional experience in one or more of the above arcas with a
completed two year Diploma from a recognized comm unity college.

OR

4. Four years of professional experience in one or more of the above areas, with a
completed Bachelor's Degree from an accredited university program.

OR

5. Two years of professional experience in one or more of the above areas with a
graduate degree from an aceredited university program (Human Resources Institute of

Alberta, 1990).

Need for the Study
There is a perceived need for ethics instruction, as demonstrated by the increased

number of organizations providing some form of ethics training to employees and the
growth of suppliers offering related products and services (Thompson. 1990). If the
programs arc in place only for public relations and “damage control efforts™ (Thompson,
1990, p. 84) then there is the possibility that they are nothing more than a fad which will
eventually disappear. I there are any lasting and positive results which support the ongoing
delivery and promotion of ethics education. such as a better corporate culture, then it is
necessary to do research which will support continued or improved instruction in the area.

‘The area of human resource management appears to be a neglected area of instruction.
The American Assembly of Collegiate Schools of Business (AACSB) “maintains standards,
policics and procedures that profoundly affect the teaching and research activitics of almost
all business educational institutions™ (Myers, 1990, p. 72). Human resource management is
absent from the AACSB’s common body of knowledge. As a result, AACSB accredited
business schools require only 12 percent of undergraduates and graduates to take a human
resource management course. Corporate respondents to an AACSB research report “felt that
approximately equal amount of time should be spent in educating business students in the
subjects of marketing, human behaviour and organization theory, and human resource
management” (p. 74).

In Alberta, there is a strong human resource management community represented by
such organizations as HRIA, which has developed a code of ethics for human resource
professionals, and HHRMAE. Tnese organizations are working independently. as well as with
cach other and cooperating educational institutions to develop much needed professional

development courses. As Theron W. Kasawski, President of HRMAE. wrote, “There is a



definite lack of education available locally for human resource practitioners and aspiring
practitioners”™ (personal communication, October 21, 1991).

Grant MacEwan Community College (GMCC) acting on its 1989 needs assessment of
the Edmonton human resource management community., joined with HRWMAE and HRIA o
conduct further rescarch. Using the DACUM process, the intent of the rescarch was to
generate an inventory of competencies for human resource professionals which would be
used to develop human resource management credit courses. These courses would address
the training needs of all levels.

During the DACUM process. the need to “practice cthical behaviour™ was identiticd as
a management competency. The declaration was so vague that it appeared to be nothing
mwore than a motherhood statement which begged further definition and exploration if it was
to be effective.

Not only will GMCC benefit from the study but other educational institutions,
educators. and curriculum developers who wish to offer fluman resource or ethics courses
will also benefit. The study will provide an understanding of the educational needs and offer

a basis for curriculum development in human resource courses or cthics training.

Sionificance of the Problem

This study has both practical and theoretical significance. The results of the study
should be of interest to institutions offering human resource management COurses.
instructors delivering human resource management coursces, people working as hiuman
resource practitioners, individuals concerned with human resource management issues, and
those who have responsibility to provide direction and [eadership to human resource
management programs.

In terms of practical value, this study may have significance in providing insights for
human resource practitioners, and for policy makers committed to institutional human
resource management program implementation. In addition, the study will help practitioners
requiring immediate assistance in teaching cthical decision-making in the classroom setting,
and will provide a general basc for future course delivery.

[n summary. the results of the study may have significance in providing human
resource management instructors with information which can be incorporated into courses

taught for the increased success of individuals in the human resource management ficld.

Organization of the Thesis

The first chapter of this study will include a statement of the problem, the supporting
objectives of the study, assumptions affecting the study, limitations of the study, operational
definitions which will be applied to the study, the need for the study and the significance of

the stated probiem.

The second chapter will include a review of the literature related to the research

6



problem and the findings of related rescarch studies that have a direct or indirect
relationship to the current inquiry. This review will demonstrate that current information
about human resource management ethics is inadequate.

The third chapter will deseribe the methodology used to collect data from the research
sample and for data analysis. This chapter will also include a description of the population
of the study. how the research sample was selected from the population, and a description of
any rescarch instruments used to collect data.

The fourth chapter will report the findings obtained by the study.

The fifth and final chapter will present the findings. conclusions. and recommendations

for practice and further rescarch, as well as reflections on the rescarch process.



CHAPTER H

Related Literature and Research

The “minor” virtues are the onfy ones that matter. Politeness is more reliable than
the moist virtues of compassion. charity, and sincerity: just as fair play is more
important than the abstraction of justice. The major virtses tend to disintegrate under
the pressures of convenient rationalization. But good form is good form, and it stands

immutable in the storm of circumstance.

“Shibumi”

Trevanian. 1979

Introduction

This chapter will be divided into two sections. The first section will present a review
of related literature from books. periodicals and journals. It is notan exhaustive review but
provides background information for this study. The second section of this chapter will
present a review of rescarch that has been conducted and reported. which has implications

for the current investigation.

Related Literature

The researcher accessed the ERIC (Educational Resources Information Center)
database 1o identify related literature and studies done on the topics of human resourcee
management ethics and business ethics. The descriptions used were: ethics, human resource
management, and business ethics. Ethics yielded a total of 3,356 citations (hits), human
resource management yiclded 86 hits, and business cthics yiclded 34 hits. When the terms
ethics and human resource management were combined they yiclded only one hit. This hit,
by James F. Newman, along with three other studies will be reviewed. Additional articles,
books and papers from the ERIC search or from citations within the literature were

reviewed for their implications for this study.

Kant

Ethics define what is correct and acceptable behaviour. They also remind us that we
have a social obligation to tefl the truth. As Immanucl Kant explained, “without truth social
intercourse and conversation become valueless™ (1988, p. 63). Any untruth or lic is

offensive.

Whatever militates against frankness lowers the dignity of man. fnsidious, underhand
conduct uses means which strikes at the root of society because they make frankness
impossible; it is far viler than violence: for against violence we can defend ourselves...

but the mean rogue, who has not the courage to come out into the open with his



reguery, is devoid of every vestige of nobility of character. (p. 68)

Without truth it is difficult, if not impossible to make sound decisions. Untruths
prevent us from increasing our knowledge. We learn “by experience or by what others tell”
us (p. 65). Even in this study it is expected that participants will tell the truth so that the
data will have valuc.

As individuals, we are reserved in order to conceal our faults and shortcomings. A
person will pretend “in order to make others attribute to him merits and virtues which he has
not™ (p. 63). Organizations and businesses present themselves in a similar manner,
endeavouring to appear good. If the public believes that an organization or business is good,
then a trust develops. If there is a scandal, such as the marketing of an unsafe birth control
device (Gellerman, 1686 p. 83). it is a shock to “our moral sensibilities™ (Silas. 1990, p. 3).

Kant goes on to describe the various shades of untruth in which people and
organizations become entangled when attempting to achieve goals that cannot be attained by
telling the truth. It someone indicates that he or she is going to speak his or her mind, and

instead of doing so makes a false declaration, it is an untiuth, “a falsiloquium™ (Kant, 1988,

p. 65).

A falsiloquium can be a mendacium - a lic - especially when it contravenes the right of
an individual. Although I do a man no injustice by lying to him when he has lied to
me, yet 1 act against the right of mankind, since I set myself in opposition to the

condition and means through which any human socicty is possible. (p. 65)

If a true promisc is not kept it is » breach of faith, whereas a lying promise is cheating.
There are times when a person believes that he cannot tell the truth but does not want to lie
or cheat. I the person must provide an answer. he or she is forced to resort to equivocation,
or ambiguous meanings.

The only case in which Kant believes white lies seem to be justified is when a
statement is forced from a person under conditions that convince him that improper use
would be made of the information. These white lies may be used to protect an individual’s
material goods, as when a mugger asks where his money is, or an organization from a

hostile takeover, when asked to reveal the current status of the company.

Business and cthics

Regardless of the circumstance a lie is still a lie, “every lie is objectionable and
contemptible™ (Kant, 1988, p. 66), and in some cases can lead to dreadful consequences, as
with the company that for decades suppressed evidence proving its employees were dying of
ashestos inhalation (Gellerman, 1986, p. 85). The perpetration of an untruth or unethical

behaviour appears to be. if not encouraged, accepted in business. It is estimated that of 500

of the largest American corporations, approximately two-thirds have been involved in some
9



illegal behaviour (p. 85). This questionable conduct is justificd by those w ho say the
primary responsibility of business is profit. growth, and providing sharcholders w ith a
return on their investment (Kirrane, 1990, Selekman, 1959). To some this means winning at
all costs regardless of long-term problems. such as *poltution. depletion of resources and a
work force under stress™ (Kirrane, 1990, p. 54).

Unethical behaviour is usually justified by one, or a combination of four
rationalizations: “that the activity is not “really™ illegal or immoral: that it is in the
individual's or the corporation’s best interest: that it will never be found out: or that because
it helps the company the company will condone it™ (Gellerman, 1986, p. 8§5). Kirrane (1990)
identified factors that encourage the use of these rationalizations or aggravate cthical 1ssues
and dilemmas. Some of the factors include:

changes in law and technology

global, multicultural markets

increased diversity in the ...workforce

employees” broader definition of rights

the trend toward decision making

the need to blend corporatc cultures during joint ventures or after mergers and

acquisitions

intensified media scrutiny that may lead to bad public relations or legal exposure (p.

54).

[f employees arc expected to adjust quickly to changes and to do more with less, they
may feel that they are in an ambiguous situation. They may decide that it something is not
specifically wrong, then it must be right, and as a result “engage in expedient but
questionable behaviour™ (p. 55) especially if they are rewarded for the behaviour. They may
believe that they arc being “sharp - and not shady” (Gellerman, 1986, p. 88).

To bring about change from an ethically suspeet organization to one with an cthical
environment, it is necessary to have reliable guidelines about what will be tolerated and
what will be condemned. There needs to be a system in place that will manage cthics. This
will give employees the tools needed to determine the difference between taking an
economic risk and an illegal act that may make more money. Employers and employcees
“must be concerned with more than just results. They have to fook very hard at how results
are obtained” (p. 89).

[n an organization, ethics nced to be a core priority that is clarificd, articulated and
supported by the executives and managers. “Employecs at all levels observe their superiors
for clues regarding what constitutes acceptable and unacceptable behaviour”™ (Weiss, 1991,
p. 71). All credos, codes of ethics. mission statements or corporate philosophics should be
more than just slogans. They must define ethical principles not company rules.

To be effective, there needs to be support for an cthics program throughout an

organization, in its structures, processcs and actions. This can be done by having employces
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participate in workshops. surveys. focus groups and ethics committees that have
representation from management and employees (Weiss. 1991, Kirrane. 1990). “Ethical
companices create a climate of inquiry in which discussion and exploration of options are
encouraged™ (Kirrane, 1990, p. 56).

Ethics training can give employees tools and techniques that will help translate a
company’s cthical principles to an operational level. It can “sensitize people to think
through the behaviour and the consequences™ (Thompson. 1990, p. 87). Possible benefits
rcalized from cthics training can include improved employee morale. a less stressful
environment, lower recruitment costs, better decisions, and a more committed workforce
(Thompson, 1990, Kirrane. 1990). Empirical data supporting these claims is scarce because
the topic is difficult to measure. As a result, it is important to “resist the tendency to define
cthics as a means to various cends. . .. that would mean that if the ends aren’t achicved.

cthical behaviour may be dispensed with as a means™ (Kirrane, 1990, p. 54).

Human resource management and cthics
Human resources departments are deeply affected by ethics programs and ethics

training since “many businesses make the human resources department serve as
headquarters for the establishment and maintenance of systematic cthics programs”
(Kirrane, 1990, p. 53). Generally, human resource professionals are willing to accept ethics
training and development as new career responsibilities, but it is with apprechension. Some
of the impediments to carrying out these responsibilities include not having organizational
clout, a lack of participation in strategic planning, being limited by traditional human
resource functions, and a lack of training in ethics (Petrick, 1992).

Human resource professionals are familiar with ethical issues in most of their primary
functions. Patricia McLagan (1989) surveyed nearly 800 human resource professionals to
identify the most pervasive ethical issues in the ficld. The following, based on McLagan’s
results, is a list of ethical issues in order of the most pervasive to the least.

maintaining confidentiality

saying “no” to those requests that seem to be inappropriate

showing respect for copyrights. sources and intellectual property

ensuring truth in claims, data and recommendations

balancing organizational and individual needs and interests

ensuring customer and user involvement, participation, and ownership

avoiding conflicts of interest

managing personal biases

showing respect for, interest in and representation of individual and population

differences

making the intervention appropriate to the customer’s or user’s needs

being sensitive to the direct and indirect effects of intervention and acting to address

11



negative consequences
pricing or costing products and services tairly

using power appropriately (p. 55).

Gellerman, Frankel and Landenson

In their book Values and ethics in organization and liman systems development,
Gellerman, Frankel and Landenson propose a five step model for ethical thought and action
(1990, p. 65). The model (Figure 1) is an adaptation of the author Frankel's ideas around
ethical decision making. The intent is to provide a systematic way of thinking about
complicated situations where there is a lack of clarity around which values and ethics are
relevant, and how those ethics apply to the specific problem. The model can “encourage
cthical sensitivity. thought, and action in real situations™ ( 1990, p. 6:).

Stream of consciousness is the ground in which the process for making cthical
decisions takes place. It is a conscious process that permits the use of intuition as a means

of drawing on unconscious knowledge. Ethical sensitivity triggers the process by cnabling
an individual to recognize cthical problems. “At this first point in the process, it is
important to recognize that clarity about your values, cthics. and potential ethical problems
is a primary determinant of your sensitivity and its ability to alert you to the need tor further
thought™ (1990, p. 75).

At this point, it is necessary to determine if further analysis is needed. If not, then
move to step 3, the decision. If there is a need for more information, then move to step 1,
problem analysis. Here the choice is between ethics violation or a conflict in values. Lithics
violation, step la, asks what was violated. if it was moral rules, moral ideals, cthical
principles or ethical guidelines. It is necessary to decide if it is a clear or unclear violation
and if the violation is cthically justifiable. Once the decision has been made the process
moves to step 2a. A clear and justifiable violation will be casier to analyze ethically,
whereas an unzlear violation indicates a need to proceed with greater care. Conflict in
values, step 1b, asks if one’s values will be compromised by the consequences of the action
that may be taken, which values are affected by the action and consequences, and what
priority each of these values has. If there is no conflict. then the process moves to step 3,
decision, or to step 2a.

In step 2. cthical analysis, there is a series of sub-steps that will gather more
information to clarify the situation. Step 2a, analyz¢ situation, asks that the imagination be
used to determine a clear vision of the desired results, suggesting that it is better to know
what is desired at this time than limiting the possibilitics with facts and assumptions. Once
the vision has been clarified, then it is time to identify facts and assumptions, gathering
comprehensive and detailed information that is cthically relevant to the situation. Facts refer
1o observations made about the past and present, while assumptions plan future action. With

a clear vision of the results, and supporting facts and assumptions. the next step will be 2h,



Stream of Conscicusness -

I:thical Sensitivily -—

Fthical Thought and Action <—

Step 1: Problem Analysis
a. Lthics violation?
- Which cthic(s) arc violated?
- Clear or unclear violation?
- Violation ethically justifiable? A
b. Conflict in values?
- Which values?
- What priority among those values?

o

Ethical Analysis
a. Analyze situation.

- Clarify vision of desired results.

- Identify facts and assumptions.
b. Review problem analysis (of Step 1).
¢. Choose "best" option.
d. Analyze consequences.

(Maximize positives over negatives.)

¢. Any ethics violations?

- Which ethic(s) are violated?

- Clear or unclear violation

- Violation cthically justifiable?
f. Improve? (If so revisc.)

Step

L—®» Step 3: Decision A

Step 4: Action

Step 5: Reflection p FFeedback

Figure 1. A five-step model for ethical thought and action.

Reprinted with permission from Gellerman, Frankel, and Ladenson, Values and ethics in
organization and human systems development: Responding to dilemmas in professional life.
Copyright 1990 Jossey-Bass Inc.. Publishers. All rights reserved.




a review of the problem analysis. With the information gathered in step Iand step Za the
problem may have been clarified and there will be greater confidence in identifving cthies
violations and conflicting values.

By step 2c there is enough information to choose the “best™ option. All options should
be evaluated to determine the “potential for maximizing good over bad consequences and
doing so in ways compatible with your ethics™ (1990, p. 82). This leads to step 2d. the
analysis of consequences. where one ascertains the likely benefits, possibic costs, and how
benefits and costs balance to produce the greatest good for the parties involved. Step 2e will
determine whether the option chosen will pose any ethics violations. If there is any
possibility that ethics will be violated. then it is important to ask which morals, principles,
or guidelines could be affected. if the violation is clear. and it the violation is justiliable.

Step 2f asks if it is possible to improve on the option and if it is. the option should be
revised and taken through steps 2a to 2c to repeat analysis. This loop can be repeated until a
suitable option is reached. One final test before implementing the option is to consult with a
colleague who can offer a different perspective on the situation.

The final three steps are step 3. decision: step 4. action: and step 5, reflection. The
decision will be determined by the option that seems the best, based on a combination of
intuition and reason. Then it will be necessary to determine whether action will be taken or
not taken. Reflection on the process will “clarify your vision and beliefs: refine your values
and ethics; and give feedback to your consciousness as a means of heightening your cthical
sensitivity and developing your ability to act cthically in the future™ (1990, p. 87).

The model does not appear to address the complexity and depth involved in cthical
decision making, nor does the model satisfy or identify all aspects of ethical decision
making. It does not address the ambiguous, complex. or delicate situations in whicl people
making cthical decisions often find themselves. The model could be seen as providing
limited guidance and a way to justify violation of basic moral rules.

What the model can do is facilitate a solution to ethical problems for those whose
ethics are clear and comprehensive, and heighten sensitivity to situations where cthics may
be violated. For those whose ethics are developing, the model focuses on the individual’s
ethics, questioning their validity and creating a situation that encourages examination of
cthics. Using the model may encourage some individuals on to continued moral

development.

Kohlberg
Lawrence Kohlberg has studied the stages of moral development, created a test o

assess stages of moral judgement, and used these stages as a basis of a moral cducation
program. For Kohlberg moral education is not a bag of virtues and vices. “Virtues and vices
are labels by which people award praise or blame to others, but the ways people usce praise

and blame towards others are not the ways in which they think when making moral



decisions themselves™ (1970, p. 63). Kohlberg believes that justice is the only virtue. It is
not a character trait, “not a rule or set of rules, it is a moral principle... a mode of choosing
which is universal. a rule of choosing which we want all people to adapt in all situations...
There are exceptions to rules, then, but no exception to principles. A moral obligaticn is an
obligation to respect the right or claim of another person” (p. 69-70). Justice is the
knowledge of good, and can be taught.

Kohlberg conducted interviews about right and wrong in various cultures throughout
the world. In all the cultures he found *“the same forms of moral thinking™ (p. 70). He
identificd six forms of thinking which constituted “(1) an invariant sequence of (2)
hicrarchical transformations which are (3) structured wholes™ (Kohiberg, 1981, p. 3). The
six forms are defined in terms of cognitive structures, or thought and judgement structures
as shown in Table 1.

‘There is an indication that in childhood, moral development has some relation to
maturational stages, while adult progress results from the effects of experience on
development. “The bulk of moral stage-development occurs in childliood and adolescence
and does not require the extensive persenal experience of moral choice and responsibility
found in adult life™ (Kohlberg, 1973, p. 32).

In childhood and adolescence. it is possible to induce upward movement in moral
judgement in the majority of pre-adolescents and adolescents who have the ability to reason
at the next stage. The first step in leading a student to a higher level of moral judgement is
to create dissatisfaction with the present knowledge of good. This is done “by exposing the
student o moral conflict situations for which his principles have no ready solution. Second,
we expose him to disagreement and argument about these situations with his peers. ...if we
inspire cognitive conflict in the student and point the way to the next step up the divided
line. he will tend to see things previously invisible to him™ (Kohlberg. 1970, p. 82).

Adults are capable of principled thinking, where they postulate principles to which the
self and the society “ought to be committed™ (Kohlberg. 1973, p. 36). Development at this
level requires a different kind of experience than that of childhood and adolescence.
“Personal experiences of choice involving questioning and commitment. in some sort of
integration with stimulation to cognitive-moral reflection. scems required for movement
from conventional to principled thought™ (Kohlberg 1975. p. 41).

To encourage adults towards principled thought, it is necessary to engage them in
experiences that involve thinking. A moral discussion program that incorporates role-
playing activities and which has a strong emotional component will create an atmosphere
that allows personal interchange and challenge to occur. providing the essential
precondition for thinking and rethinking that leads to moral reflection. This vicarious
symbolic experience, which may not be as effective as a concrete moral choice whose
consequences must be endured long after the experience. does provide an opportunity to

promote stage-development in the classroom.



Table 1

Kohlberg's Six Stages of Moral Development

Levels of Basic Moral Judgement

Stages of Development

1. Moral value re-ides in external, quasi-
physical happenings, in bad acts. or in
quasi-physical needs rather than in

persons and standards

I1. Moral value resides in performing
good or right roles, in maintaining the
conventional order and the expectations

of others.

111. Moral value resides in conformity by
the self to shared or shareable standards.
rights and duties

(Kohlberg 1970, pp 71-72)

Stage 1: Obedicnce and punishment
orientation. Lgocentric deference to superior
power or prestige, or a trouble avoiding set.
Objective responsibility

Stage 2: Naively egocentric orientation. Right
action is that instrumentally satisfying the
self™s needs and occasionally others™.
Awareness of relativism of value to cach
actor’s needs and perspective. Naive
egalitarianism and orientation to exchange
and reciprocity

Stage 3: Good-boy orientation. Oricntation to
approval and to pleasing and helping others
Conformity to stereotypical images of
majority or natural role behaviour, and

judgement by intentions

Stage 4: Authority and social-order
maintaining orientation. Orientation to “doing,
duty”™ and to showing respect for authority
and maintaining the given social order for its
own sake. Regard for carned expectations of
others

Stage S: Contractual legalistic orientation.
Recognition of an arbitrary clement or
starting point in rules or expectations for the
sake of agreement. Duty defined in terms of
contract, general avoidance of violation of the
will or rights of others, and majority will and
welfare

Stage 6: Conscicnee or principle orientation.
Orientation not only to actually ordained
social rules but to principles of choice
involving appeal to logical universality and
consistency. Orientation to conscience as a
directing agent and to mutual respect and
trust
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In November 1987, James F. Newman conducted a study which assessed the nceds and
attitudes of 37 business executives on Long Island to determine the implications for
Dowling College™s Master of Business Administration (MBA) program. The study intended
“to discover hidden needs that could be satisfied by Dowling College’s MBA program so as
to enhance the program’s quality and effectiveness™ (p. 11). The faculty believed that the
MBA program “had not been adequately maintained and‘or improved over the years. The
program had never been evaluated to determine is effectiveness on the population it serves”
(p. 3).

As a result of the study, it was recommended that specializations in accounting,
computer information systems, finance, and marketing should be developed. Courses in
Business Communications. Ethics, Human Resource Management, Labour Relations,
Decision Making/Problem Solving/Critical Thinking, Finance and Computer Information
Systems should be developed. Existing courses which were targeted for elimination were:
Small Business Management, Manufacturing. Business Law. Government & Business and
Operations Rescarch.

Other recommendations were intended to prepare students “to meet the challenges of
the future™ (p. 2). To develop important communications and analytical skills it was
suggested that a “greater use of case studies. projects and or papers” (p. 37) be implemented
in courses. A stronger connection to the business community and its expertise should be
encouraged by inviting business executives to be guest lecturers or adjunct professors, and
by expanding the internship program into the business community. Further connections to
the community could be made if executives were able to cnrol employees in the program.
As a result. the feasibility of offering courses at firm locations off-campus was to be
examined. It was also recommended that a further study of the program should be
performed in the future.

Implementation of these suggestions was seen as essential to the survival of the
program and the college. If the quality and reputation of the MBA program were not
maintained and public support was withdrawn, the loss of revenue to the college would be
fatal.

The other implications of this study suggested that cthics and human resource
management are seen as vital components of a good business program. The respondents
made comments and recommendations. Among these was the observation that it was
important to have a solid background in human resources. “I'he most cffective manager is
the person who knows how to work cooperatively with people and to motivate staff
members to perform their responsibilities for the mutual benefit of the employee, the

department, and the organization™ (p. 30).
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Eein

Richard Fein completed two studies on ethical conduct. The first survey dealt with
ethical dilemmas of college placement and recraitment professtonals. 1t probed “the penalty
they would be willing to risk pursuant to an ethical belief™ (Iein, 1989, p. 3. The second
survey, a follow-up to the first, “sought to clarify the extent of behaviour that might be
considered unethical™ 1992, p. 62).

For the first study, two separate questionnaires were designed to ash respondents “what
they believed was the proper thing to do in different situations involving cthics, described in
brief scenarios™ (1988, p. 45). Respondents could cither choose from pre-stated answers or
provide their own. One questionnaire was sent to 300 college placement professionals and
the second questionnaire was sent to 300 corporate college relations professionals.
Participants were chosen randomly from the membership ot the College Placement Council.
“There were 150 responses from the placement professionals and 87 from the college
relations professionals™ (1988, p. 45).

College placement professionals were asked about college placement dilemmas
concerning conflict between students, institutional interests, confidentiality, strength of
convictions, and dishonourable conduct.

Corporate college relations professionals were asked about college recruiting dilemmas
concerning helping a self-destructive student, favouritism. strength of convictions, and
giving an honest answer.

The responses of the college placement professionals indicated that the majority would
remain neutral in a conflict between two students. Generally. with institutional interests,
they would not allow an organization to intrude on the counselling relationship with a
student, because nothing should compromise students” interests in any way. Respondents
were evenly split when their ethics conflicted with the opportunity to help a student.
Concern centred on who would have to pay for their ethical convictions. Most, 88 pereent
would be willing to risk their job to maintain strongly held moral convictions. It a student
was behaving dishonourably they would try to prevent the conduct without violating the
student’s rights. “There is little sympathy for the student who acts dishonourably, but there
is a wide variety of opinions about how directly or forcefully 1o act™ (1988, p. 49).

The corporate recruiters had the following responses. Almost all recruiters would try to
help a self-destructive student, and most would help in such a way that they would not
violate the student’s wishes. Most of the recruiters could not be directed to show
favouritism becaus: it violated their sensc of integrity. When there was a penalty for
standing moral ground, the corporate recruiters were less willing to risk their jobs than the
college staff. This raised the question of whether it was more cthical to save your job and
protect your family’s security, or protect cthical integrity. An honest answer was also
determined by the amount of risk involved. The majority were willing to lose a promotion

but were not willing to lose their job.



The correct decision is not always clear. Most of the respondents in the study wanted
to do what was right and were willing to endure some penahiy for “acting according to their
convictions™ (1989, p. 38). Both groups tried to change the constraints or conditions of the
seenarios to remove the dilemma from the situation. When scarching for a solution to

cthical dilemmas, Fein cautions.

there is always some tension between the ethical component of the dilemma per se and
considering the potential outcomes of our decision. Sharp disagreements among ethical
people about what is “righ'” may result from differing emphases which might be
placed on those components. . . . the environment of the difemma is an important
reality. . .. it means that decisions about cthical conduct are made even more

complicated by the imprecise and unpredictable nature of life. (1989, p. 38)

For the second study, a questionnaire similar to the first two was designed. 1t used
scenarios with the option for respondents to choose from pre-stated answers, or to write
their own answers. The questionnaire was sent to the 550 Eastern College Personnel
Officers (ECPO). There were 130 responses. Participants were asked to respond to
situations involving an organization extending a job offer with an unreasonably short
decision period, students reneging on job offers for various reasons. an employer rescinding
an employment offer. and variations on controversial recruiters.

The results indicated that the profession was concerned about cthics. but there was an
uncertainty about how ethical standards should be applied. It was suggested that the
profession needs to come to an agreement on its ethics: “there must be a commonly agreed
upon, binding set of rules to follow or we will be a collection of individuals working in a
[lobbesian nightmare instead of principled individuals expending our efforts in an
honourable profession™ (1992, p. 66).

Other results suggested “that actual cases of ethical misconduct represent an exception
rather than a general pattern™ (1992, p. 63). Further rescarch is required to determine if
uncthical behaviour is the exception or if there is a nationwide pattern of unethical

behaviour,

Petrick

There are indications that of the 80 percent of American corporations that are
implementing cthics initiatives 44 percent are offering cthics training. With the increase in
organizational ethics development, there has been a growth in the responsibilities of human
resource professionals. Prompted by these trends. Joseph A. Petrick undertook to investigate
*(a) whether a regional human resource professional group would confirm selected national
ethics trends and (b) whether professionals heavily involved in human resource ethics

initiatives would perceive the ethical climate of their organization more favourably than



would those less involved™ (Petrick. 1992, p. 330

Based on his literature survey, Petrick generated three hy pothieses: 1) that there was a
positive correlation between the size of an organization and the institutionalization of its
ethics: 2) a majority of organizations arc operating at a conventional level of moral
reasoning. conforming to “existing organizational procedures. secking recognition from

others, and maintaining the existing social system™ (1992, p. 730 and 3) human resource
professionals who participate in cthics-related programs will pereeive a higher Jevel of
organizational moral development. He designed a 93-item questionnaire which consisted of
demographic information. an Organizational Moral Development Profile (OMDP), and a tist
of 27 ethics related programs which may be offered by human resource professionals. The
instrument was sent to 300 personnel managers and 80 members of the Western Ohio
Chapter of the American Society Of Training and Development. w ho represented a ditterent
organization.

The response to the 380 questionnaires was 21 pereent. or 80 tully completed and
returned questicnnaires. The limited response rate suggested that “the restlts should be
regarded as tentative findings, promising but requiring additional investigation™ (p. 333).
The findings confirmed the three hypotheses.

There were several implications arising from the study for human resource
professionals. It is more likcly that larger organizations will offer a full range of ethics
programs. as a result it was suggested that farge organizations without an cthics program
were “underusing a cultural resource that could lead to enhanced synergies™ (p. 3 33).
Human resource professionals in smaller organizations could altect their organizational
cl:mate by carefully implementing ethics programs. Since human resouree professionals
involved in ethics programs perceive an organization to have a igher fevel of moral
development, they could promote and improve employces’ perceptions of the moral climate
of the organization.

Human resource professionals who use the OMDP could “identily a substandard
organizational ethical climate that might explain, or could trigger. substandard performance.
For example, OMDP results indicating the first or sccond moral level of development might
explain the lack of cooperative risktaking, fruitful collaboration. and preponderance of
defensive postures within the organization or department™ (p. 334

There is a cautionary note. “Inadequate programs, inappropriately delivered. may well
adversely affect organizational ethics development. ... Tor this reason, competent state-of-
the-art ethics training is becoming an essential ingredient in cquipping human resouree

professionals for their future responsibilities in cthics development™ (p. 334).

Postscript
All of the related studies cited relied on surveys which assessed the incidence or

frequency of choices. Surveys are expedicnt and allow a broad sampling of the target



population but cannot begin to address the complexity of issues in ethical and unethical
behaviour. 1Uis a limiting approach. which lacks depth and breadth of information. Surveys
do not allow for. or thoroughly explain the full range of factors found in a natural setting
that may influence, or be influenced by an individual’s cthical behaviour. Surveys ask
subjects to respond to hypothetical situations. “In snch studics. there is some inherent risk
that what the respondents say they would do and what they would actually do in a given
situation may be quite different” (Fuqua & Newman, 1989, p. 89). In actual situations
individuals maybe maintaining their reserve. as Kant said. to protect their faults and
shortcomings.

Fuqua and Newman believe that there needs to be a significant change in the approach
that researchers take when studying “why professionals behave as they do in varicus
situations or how they arrive at their decisions to respond to situations in particular ways”
(p. 85). There needs to be an emphasis on the variables that affect cthical decisions and
behaviour. Because of the nature of ethics. responses are likely to be very personalized.
behaviour being influenced by personal. professional and interpersonal factors that interact

with contextual factors.

If the factors that mediate ethical decision-making processes can be identified and
explicated, understanding of both cthical and uncthical behaviour would be greatly
enhanced. In addition, such an accomplishment would vield extremely practical

training and intervention strategies as well. (p. 87)



CHAPTER 1

Methodology

Blue Fairy: Prove vourself brave, truthful, and unselfish and some day you will bea
real boy.

Pinocchic: A real boy!

Jiminy Cricket: That won’t be casy.

Blue Fairy: You must learn to choose between right and wronw,

Pinocchio: Right and wrong. But how will 1 know?

Jiminy Cricket: How will he know?

Blue Fairy: Your conscience will tell you.

Pinocchio: What are conscience?

Jiminy Cricket: What are conscience? 'l tell you. A conscience is that stll. small
voice that people won’t listen to. That's just the trouble with the world today....
Blue Fairy: Now remember Pinocchio, be a good boy. and always let your conscience

be your guide.

“Pinocchio™
Walt Disney. 1940

Iniroduction

This chapter is divided into four sections. The first section describes the background of
this siudy focusing on the DACUM (Designing A Curriculum) process, how Grant
MacEwan Community College (GMCC) used this process to determine the scope ol human
resource practitioners’ competencies, and the data validation of the one competency dealing
with ethics. The second section describes the procedures which were used to colleet the data
to further define human resource management cthics. The third section addresses the ethical
principles which were applied to the study. The fourth scction describes the grounded theory

procedures and techniques which were used to analyze the data.

Background
This study grew out of the GMCC study of human resource manmagement practitioner’s

competencies. GMCC used the DACUM process to generate an inventory of these
competencies. An overview of this process will provide background to the origins of the

current study.

DACUM

In Boone's conceptual programming model (1985), he says that it is important to
establish a link between the adult education organization and its publics when planning a

program. Different publics will have different needs, and these needs will Tead to specific



cducational strategies, learning activitics and outcomes.

I.inkage is basic to the entire programming process anc consists of four elements: (1)
study, analysis. and mapping of the organization’s publics: (2) identifying target
publics: (3) identifying and interfacing with leaders of target publics: and (4)
collaborative identification, assessment. and analysis of needs specific to a target

public. (Boone, 1985, p. 89)

With this strong connection to the targe* public. it is possible to develop programs
which will address the needs of the students and the community in which they intend to use
their new or enhanced skills.

Recognizing the value of linkages with a target public. the DACUM program planning
model provides a process which allows educators to work with representatives of an
occupation under review, to determine the range of skills required to perform a job. In a
workshop sctting, a pancl of 8 to 15 typical employers and practitioners meet to produce a
skill profile chart which will document the title, general competencies and enabling skills
for an occupation. Once the chart has been validated. then “objectives which reflect the
required skills or outcomes documented on the skill profile chart” (Ministry of Education,
Province of British Columbia. 1983, p. 6) will be decided. When the objectives are defined,
the instructional design portion of the process can begin. When the process is complete,
instructional objectives, instructional plans and evaluation instruments will have been
established.

Students, instructors, educational administrators and employers all benefit from the
DACUM process. Students have “a clearly defined set of objectives and criteria for
evaluation which provide an overall sense of direction™ (p. 8). Educational staff have “a
fogical and thorough process for determining and developing learning resources, teaching
techniques, testing procedures, and space and equipment requirements™ (p. 8). Employers
have “an opportunity to participate directly in both the initial and the ongoing development
of training which meets their specific needs™ (p. 9). All of the stakcholders have the

assurance that what is being taught is applicable to future employment.

Grant Macbwan Community College
As a result of a needs assessment survey conducted by GMCC. which indicated that

there was a need for human resource management training at all levels. the decision was
made to conduct a curricutum development study. The DACUM process was chosen to
pather data.

The DACUM workshops used participants nominated by their human resource
management peers. The first workshop, DACUM 1. developed a profile of the bodies of

knowledge and categories represented in the human resource management profession, and

identified general management competencies. Participants identified 11 major components.
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Dacum 2A and 2B used these bodies of knowledge and categories to generate, segregate and
prioritize competencies. The two workshops combined to produce the final profile which
consisted of 11 categories and a total of 220 competencies. he profile was sent to the 380
members of the Human Resources Management Association o Fdmonton (HRMAE) for
validation. An additional DACUM. 2C. was convened to further define management
competencies. The profile from this workshop consisted of 7 categories and 77
competencies. This profile was sent to 38 managers for validation.

For validation, competencies in both profiles were to be rated: 1 not important, 2
somewhat important, 3 = considerably important, 4 = extremely important, and U unable
to judge. Respondents were to determine which statement best deseribed how important the
competency was tor them to successfully carry out their responsibilities,

In the management profile, under the category “Exhibit Personal Competence™, was
the competency: “Practice ethical behaviour: maintain confidentiality, demonstrate
integrity, demonstrate honesty.” Of all the competencies rated in both profiles, this received
the highest ranking, 3.9. Of the 38 management surveys completed. 36 rated the competency

as extremely important (4).

Data Collection

The following methodology was used in this study to collect data for analysis.

From the nominations made by executive members of the Human Resources
Management Association of Edmonton (HRMAEL) and the Himan Resources Institute of
Alberta (HRIA) for the Grant MacEwan Community College DACUM. four participants
were randomly chosen. The research participants was limited to allow the study to address
the complex issues and range of factors associated with cthical dilemmas. The participants
consisted of two women (F1, F2) and two men (M1, M2) all of whom were human resource
managers. The four candidates had participated in the DACUM process: 1 in DACUM 2B;
F2 in DACUM 1: MI in DACUM 2A and 3: and M2 in DACUN 2B and 3.

Before data collection began, participants were bricfed. and viven a package describing
the purpose of the study and the procedures that would be uscd Cappendix A). Fach
individual was told, and it was stressed in the preparatory package. that participation was
voluntary; they were free to withdraw from the study atany time. Ha participant was to
leave, all data related to that individual would be destroyed and a new participant would be
selected. Included in the package was a consent form (appendix B) for the subjects to sign
indicating his/her willingness to participate.

Subjects were expected to spend between cight and ten hours on the study. They were
to participate in individual interviews. a review of the interyiew transceript. a focus group,
and a review of the final research document.

The individual interviews were conducted at cach subject s worksite. Three of the

interviews were held in the subject’s office, while one was conducted in a small conference



room. There was a group of base questions (appendix C) to which cach participant was to
respond. These questions were to provide a profile of the participant’s human resources
experience, a description of the company for which they were currently working, the values
of the company, personal values and an examination of an cthical dilemma they confronted
s @ human resource manager.

Participants were given transcripts of their interviews to review for accuracy and for
their comments or questions. Only one subject, F2. participated in a follow-up interview.
Once all participants had reviewed and made alterations to their transcripts, the four
subjects came together as a focus group. The fccus group began . ith a review of the study
to date and then proceeded with several open ended questions (appendix D) and a minimum

of direction from the researcher.

Lthical Considerations
The following ethical principles have been applied to this study.

Before consenting to participate in the study, it was important that subjects understcod
that they were entering a clear and fair agreement. without any coercion. The preparatory
package provided participants with a thorough explanation of the proposed research and the
process in which they would be participating.

To protect the participants’ privacy, pseudonyms were assigned to each person (M1,
M2, F1, I'2), and any reference to employers or work-specific information that was essential
to the study was reported in broad terms or categories. Even though every attempt was made
to maintain anonymity. participants were told that the study was based on a very narrow
population and there was a chance that an individual may be recognized or deduced from
situations or information presented in the final report. If this was unacceptable to an
individual, the person was free to withdraw from the study and any related data was to be
destroyed.

The researcher was the only person to have access to all transcripts and tapes of the
interviews and focus group. During the study. sensitive material was Kept secured at the
home of the rescarcher.

Neither associates of the participants or any organization of which they may be
members had access to any of the interviews or related materials. Interested parties have
access to the final report in which individuals are not specilically identified. and every
attempt has been made to preserve anonymity.

The study was not sponsored and could not offer monctary compensation for
participation. Any benefits to subjects were related to the advancement of the human
resource management field and training in that profession.

One month after the thesis is bound, all interview and focus group transcripts, tapes
and related materials will be destroyed.

When the report is published. each participant will receive either a copy or an abstract
of the study, depending on their preference.
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Data Analysis

Data were collected using individual interviews and a tocus group. Grounded theory
procedures and techniques were used for analysis and interpretation of the data.

After the interviews were transcribed. textual interpretation could begin using the
software program ATLAS/ti (Archiv fur Technik, Lebenswelt und Alltagssprache, Technical
University of Berlin). Interaction between the program and the rescarcher was accomplished
through a graphical user interface that partitioned the screen into subdivisions, or windows
(see Figure 2). The windows display supported a flexible, non-sequential style ot analysis
by allowing access to several kinds of information on a related subject. Using the program,
the researcher could code text passages. write memos related to the text and codes, develop
linkages between codes. concepts, networks and memos. and build models. Each window
and its links could be printed as an ASCH file. All of these activities were bundlied into one
entity, a hermencutic unit that contained all the data for one topic. Two hermencutic units
were created for this study. The individual interviews became primary text for the first unit,
while the focus group transcript became primary text for the second unit.

The interviews were reviewed sentence-by-sentence to determine which phenomena
were present. The phenomena identified were given conceptual labels, which ti the program
were identified as codes. The individual interviews generated 49 codes. while the focus
group generated 33 codes (see Table 2). The codes and the related quotations were printed
and reviewed to determine their properties and to dimensionalize the data.

When a code and its quotations were printed. the program would provide the
information in the format shown in Figure 3. The first four lines describe information about
the unit and file containing the code “decision comfort.” The information was taken from
the hermeneutic unit (HU) Focus. The file for the HU resides on the C drive in the textbhank
directory. in a file named focus. The HU was edited by the super-user. who, in this case,
was the researcher. The information was printed 20 Februars. 1995 at 15:07:34. There are
seven quotations for the code “decision comfort.” and all of the quotations were shown
when the code was printed. For this example only the first three quotations are shown.

The information before each quotation describes in which primary file the guotation
can be found. the number of quotations that had been marked in the file at this point. the
line numbers of the text. who marked the text, other codes assigned to the text, and memos
attached to the text. For the first quotation. P 12 tocus.axt - 1:17 (214:217) (Super) means:
the text comes from the first primary file. focus.txt: this was the [7th quotation to be
marked in the file: the text can be found on lines 214 1o 217: and the text was marhed by the
super-user. The line beginning with “Codes:™ indicates that the quotation has also been
assigned to the codes for ethical situations, and cthics and values. The quotation has a memo
attached. The memo is identified as “Legislation.”

By examining the quotations for the code “decision comfort”™ the rescarcher

dimensionalized the quotations by placing them on a scale that ranged from comfortable to
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Table 2

Codes & Qccurrences

Codes Interviews Focus group Combined
CHERLS ooeiieeeeieeereeeeriecerceein e G O 4
Company objectives .o 3 O 3
Company characteristics ............. SO 10 e, 64
COomMPany SUCCESS ..o I et L OTTURRRT 3
CONCEINS veevveeieeereeeeniiirenn e, 1O o | TSRO I
Contract employees .c.ooeviininiin 2 i I | OO 2
Corrective action .....oocoveeeniiinns | OO O e, Il
Decision & organization .............. O et e 27 i A3
Decision comfort ... 12 e T e, o
Decision Process .ooiicecieieee 3 i 3o 37
Decision results .ooooevveeciinninnnn. 15 e 1O 25
Desired skills oo | IR 0 e |
Developing p&p oo 12 e 3 i N
Dilemma.....ooooceieiiiiiienec 30 s IS i, 5
DOWNSIZING .o O oo O e O
Ethical concerns ..o, | SO P8 3
Ethical influences ..o | I S 30 Ny
Ethical situations ......cccoeeviniennn. 28 e 23 e, 51
Ethics & valueS. oo, 200 20 16
Ethics awareness .ooeneennns 1S e O e, 24
Ethics defined oo T e U 1
Ethics formation ..o 2 o 1 TR 13
EXCCULIVE woririverecieenencciie e 8 e D I3
EXperience ... D e O e 9
FULUTC 1ot 17 e O i 17
Harmony of values ... 5 i o Y
HIrINE oo IS s O 21
HR character ..o 22 16 i, 78
Job dissatisfaction ........ccooeennnnn. 12 e O e 12
Job function ..o i ST o 34 i 85
Job satisfaction ... 1T e O 17
Legal concerns ..o T e 1O e 23

Management eXperience ............. 4 e (0 oot 4




Table 2 continued

Codes Interviews Focus group Combined
Management Style .. O e | ETURURRTROOS 7
Line Managers . 21 13 34
MCNLOFINE e 1o 8 9
No. employees o 4 e O !
Performance management ... S e | IO URTRR 6
Sextal ISSUES o T oo 2 e 9
HU: Focus

File: [CATEXTBANK\Focus]
Edited by: Super
Date/Time: 20 Feb 1995 - 15:07:34

7 quotation(s) for code: DECISION COMFORT
Quotation filter: All

P 1: focus.txt - 1:17 (214:217) (Super)
Codes: [Decision comfort] {Ethical situations] [Ethics & values)
Memos: [Legislation]

we've ended up kind of bending the rules and saying,
okay, fine, and yet, underneath it just tears at you.
You just think, like, it's wrong, it's just wrong.

P 1: focus.txt - 1:20 (227:229) (Super)
Codes: [Decision comfort] [Legal concerns]

we did in one, and won, and felt very good about it
because it was absolutely so ludicrous we just said we
just can't stand it.

P 1: focus.txt - 1:21 (236:239) (Super)
Codes: [Decision comfort] [Ethical situations] [Legal concerns}
Memos: [Compromise]

You just bite your tongue and you just put the file away
and every time you think about, it just makes you want
to throw up, to be very honest with you. The money we've

given people just makes me sick.

Figure 3. ATLAS/ti text output of the code “decision comfort.”



uncomfortable. The “decision comfort”™ code vielded two quotations that expressed comfort
with the decision made. four that expressed discomfort with the decision made and one that
was neutral.

The codes were visually networked into six categories: corporate profile (see Figure D,
HR manager profile (see Figure 3), ethical issues (see Figure 0). cthical dilemmas (see
Figure 7). process for making cthical decisions (see Figure 8). and teaching cthics. Once the
categories were established, cach category was examined to determine the conditions that
generated it: the context in which it occurred: the strategies used: and the consequenees of
those strategies (Strauss & Corbin. 1990, p. 97). These features became subcategories which
further defined the caregory. The interviews were reviewed by the rescarcher to sec if the
relationship between a category and its subcategories could be verified. As data were
examined, additional properties were sought and variations examined. As the process
developed. statements of relationships were proposed. Retationships had to be verified and

validated by the data and if they were not supported. were discarded.

Company Characteristics
i ad pans A O

Objectives Company
/\ part of/'wrt of Sueceess
associated with Clients Stakeholders
Company Unwritten
Values Values associated with
Lixecutives
associated with w;ociated with
partof
Managers Employees <gg———— Contract

/ fmploycees

Turnover

Figure 4. The network of codes for the category “corporate profile.”
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lixperience
leads to

associated with

Desired Skills i .
Management Lxperience

associated with

Job Function -<————

part of
cause of cause of associated
v with
Job Job
Dissatisfaction Satisfaction
part of

Harmony of Values

associated with

HR Characteristics
a property of

Future

Developing Policy & Procedures
Downsizing

Hiring

L.egal concerns

Performance Management
Sexual Harassment

Sick Leave Benefits
Termination

Training

Support Staff

Figure 3. The network of codes for the category “HR manager profile.”
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Fthics Defined
is associated with

Ethical Influences

is part of
Ethical Concerns
is part of

Lithical Situations

Figure 6. The network of codes for the category “ethical issues.”

Dilemma

leads to

Decision and the Organization

is part of

Decision Results

cause of

Decision Comfort

Figure 7. The network of codes for the category “cthical dilemmas.™
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Ethics Formation

leads to leads to
Ethics & Values Ethics Awareness

lc;m leads to

Process for Making Ethical Decisions

Figure 8. The network of codes for the category “process for making cthical decisions.™

To accomplish integration, it was necessary to identify and name a core category, or
central phenomenon, from which a story line was formulated describing the properties of
the core category. For this study, the category identified as “process for making ethical
decisions™ became the central phenomenon.

Onee the core category was identified. all other categories, now subsidiary categories,
were shown to relate to the core category by conditions, context. strategics and/or
consequences (see Figure 9). A story line was used to arrange subsidiary categories in a
clear and logical fashion. The ordering of categories allowed a hypothetical statement about
the resulting relationships to be written. The researcher went back to the data to validate the
statement and the order of the categories. The validated statement described the
environment in which ethical decisions were made, the clements atfecting ethical decisions,
the process for making cthical decisions, the application of the process to cthical dilemmas,
and the teaching of ethics to human resource students. Using the statement as a guide, the
categories were integrated to form a ten-step model that shows a process for making ethical
decisions. The model was limited “to those categories, their properties and dimensions, and
statements of relationships that exist in the actual data collected™ (Strauss & Corbin, 1990,

p. 112).
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Corporate Profile HR Manager Profile

associated with assoctated with
Ethical Issues

associated with

Ethical Dilemsuas part of

lead to

Process tor Making
thical Decisions

Teaching Lithies

Figure 9. The network ¢ subsidiary categories to the core category “process for making

etiical decisions.”
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CHAPTER 1V

[nterpretation of the Data

This above all: to thine own sclf be true.
And it must follow, as the night the day.

‘Thou canst not then be false to any man.

Hamlet, Act 1, Scene I, Lines 78-80

Shakespeare

Introduction

This chapter will present the researcher’s interpretation of the data generated by the
study. The content of this chapter concentrates on the analysis of data collected from the
individual interviews of the four subjects and the focus group which brought the four
subjects together. The first and second sections will examine the clements that affect ethical
decision making. The first section will provide a profile of the companies represented and a
general description of the characteristics and job functions of the human resource (HR)
managers participating in the study. The second section will analyze the data related to
cthical issues. The third section will identify a process for making ethical decisions derived
from the data. The fourth section will examine the major ethical dilemmas encountered by
the subjects. The final section will review the HR managers™ views on teaching ethics to

human resources students,

Profiles

The Companices

In the individual interviews, the HR managers were asked about the values and ethics
of their employers, and how the employer affected their ethical decisions. The following
profiles are not intended to describe the companies in detail, but to establish the elements
within the companies that influence or affect ethical decision making. In the interviews and
the focus group, the HR managers identified written guideline <. or policies and procedures,
as important guides for making decisions. The HR managers also identified external
pressures. internal environment. corporate culture. and corporate stakcholders as significant
influences when making decisions.

M1 worked for a stable, medium sized company which was part of a larger
corporation. It served three masters: customers. sharcholders and employees. The primary
customers were in industry and transportation, while individual customers provided a small
secondary market. Change of any kind happened slowly, as a result the organization took a

long term view of business, how it treated customers and how it treated employees. Co-
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workers could expect to be together for many vears. [t wasan ideal environment tor
idealistic. honest workers who wanted a long relationship with an employer.

The company’s implicit values were cencerned with lonrg term issues that would ensure
a viable organization. Employee honesty was important, but beeause ol the ctation that
working refationships would be for a Tong time, honesty was expeeted to be tempered with
compassion and understanding. Openness and lovalty to the company were also valued.

F1 worked for a company that was a diverse service operation which was experiencing
major changes in corporate culture. This conservative but flexible. middie of the market
organization had a stable work force where sach employee was seen as a company
representative. There was pride in the corporate image of caring professionalism. Customers
of the organization were solicited for feedback that would be reviewed. acknowledied and
used to shape services.

The organization’s primary concern was sensitivity to individuals. There was a
strategic plan in which the internal and external vision was published. The plan incorporated
goals, strategies, guidelines fora healthy work environment, and expectations of clients and
employees. The plan was developed through a company-wide prograni which relied on
employce contributions and support.

M2 worked for a well-managed. financially stable organization whose primary
function was production and sales in a fast changing. highty competitive industry.
Employees of this organization needed to be flexible and able to adapt quickly to change so
that the company could maintain its leadership position in the market.

This company had an entrenched set of core values and philosophics that drove the
organization. These values included trust and respect for the individual, maintaining a high
degree of integrity as an organization, encouraging creativity, and an eiphasis on team
work. These values generated corporate objectives. The objectives relate to the
organization’s fields of interest, citizenship. customers. employcees, and management. From
the objectives, practices develop. The core values. objectives and practices were writen and
published for employces. The core had changed only slhightly over the life of the
organization. the objectives had adjusted as the ways of doing business changed, and
practices changed dramatically over the years to adapt to the market environment.

implicit values of the company centred on productivity. Its products were developed,
produced, marketed. and became obsolete within a two to three year eycle. Ha product
failed, or an opportunity was missed and a competitor filled the gap. it could take years for
the company to recover. As a result there was an emphasis on accelerated product
development, production. product quality, and speed to market. Employees were expected to
constantly review their work and sce how it could be improved to use time efficiently,
increase productivity, and maintain a high quality product.

The fourth organization. which was represented by I°2, was a medical service company

with an excellent reputation that had, over a three year period. undergone major cultural
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changes in the corporation. The changes were generated with the support and input of the
cmployees. The organization was open 1o innovative and creaiive approaches to problem
solving, with an emphasis on a balance between work and private lives.

This organization had a vision of itself as a caring company. striving for excellence.
Statements published as part of the corporate vision were concerned about establishing a
healthy balance between family and work: recognition of individual and tcam performance;

strengthening feelings of trust, respect and pride: and making total customer satisfaction a

company goal.

The Human Resource Managers
The HR managers could not discuss the ethical dilemmas that they faced without

describing the functions and skills needed to carry out their duties. Both the interviews and
the focus group were sources for this information and the following profile was composed
from these sources. During the interviews HR managers were asked if they liked their jobs,
what they liked best about them and what they liked least about their work. The intent of the
researcher was to establish the attitudes of the HR managers towards their work and the
climate in which the HR managers made their ethical decisions.

The population in this study represented 65 years of experience in human resources, of
which 50 years were in human resource management. The managers oversaw between 325
to 1,200 employces.

The HR managers participating in this study described themselves as human resources
generalists. They explained that they were responsible. in varying degrees, for recruiting
staff, performance cvaluation, terminating staff, applying policies and procedures,
facilitating salary administration. benefits. compensation. employee training and

professional development, career counselling, and maintaining employee records and files.

I get called things like Terminator. I get called things like Legal Beagle. I'm pretty
well involved in every kind of... People don’t come to Human Resources unless there’s
a problem. Okay: so we're problem solvers. [t could be salary, it could be benefits. It
could be education. It could be personality conflict. It could be carcer planning. It
could be somebody to let off some steam. just needing a place to close the door and

close the drapes and have a cry. (F1. personal communication. October 29. 1993)

Al of the HR managers described themselves as objective problem solvers, who must
be willing to investigate and rescarch issues, concerns and trends. They all spoke of having
an ombudsman function within their organizations. As a result of this position, the HR
managers felt that they could not show any favouritism. but must treat everyone equitably.
As M1 explained. friendships outside of other human resource people are difficult and
viewed with suspicion. There is the risk that an HR manager will compromise his or her

objectivity when dealing with friends. or dealing with people in contlict with any of the HR
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manager’s friends.

The HR managers all described changes that were affecting their organizations, cither
downsizing, or a flattening of the organizational structure to distribute power throughout the
organization. With these changes. the HR managers found they were teaching line managers
how to manage, and in the process they were showing the managers how to perform what
were once traditional human resource functions. They were providing support to line
managers, by coaching or counseiling them in effective team work, management techniques
and proccdures, performance evaluation, and applying policies and procedures.

The HR managers also provided support to their company exceutives. Each of the HR
managers described situations where company exccutives expected them to be advisors on
issues and problems affecting staff. management and the organization. Because the
executives in the companies consider the human resources department the home of ethics, or
as a focal point for ethical and sensitive issues that affected the organizations, they expected
the HR managers to help facilitate the ethical decision making process in the organization.
Three of the four HR managers had been given the opportunity to become part of the
management team and partners in the corporate decision making process.

All of the managers. to varying degrees, were responsible for proposing, devising,
amending, and implementing policies and procedures. Generally they would make policy
recommendations. feeding ideas and practical solutions to the policy making group on
issues and problems affecting the organization. In most cases. final approval for policies
and procedures came from an executive committee. sSupervisory group or policy committee.
The HR managers described policies and procedures as being established for the majority of
the staff and reflecting the organizations” business strategics.

Managers M2 and F2 discussed the changing attitude in their companices towards the
concept of policies. Policies tended to suggest that situations were black and white, ignoring
a spectrum of grays. This perspective was no longer suitable to the more flexible and open
corporate cultures found in their companies. The preference ol the companics was to
support policies with guidelines that recognize a range of possibilitics and provide some
leeway for decisions.

The managers identified a potential for high levels of stress in their positions.
Managers F1, F2 and M2 explained that employces sce the HR department as a place to
resolve problems of all kinds. It is not unusual for an HR manager to be confronted with an
individual who is emotionally distraught, or other emotionally charged situations. The HR
managers felt that they needed to be able to empathize and direct people to appropriate
resources for help and support. This may mean listening to someone complain about an
ineffective manager, or it may mean having to engage the services of the employcee
assistance provider to address the needs of a group facing the death ola co-worker. HR
managers also identified the need to understand that they have limitations as to how much

they can do to help, and how much they should do.
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Al of the HR managers were active in the human resources community outside of their
organization. They were accessible and open to requests to discuss concerns and guestions
related to human resources from colleagues. students in human resources programs and
interested parties. Three of the managers. M1, FF1 and F2 were teaching in Human Resources
programs. sharing their experiences with students preparing to enter the field.

All of the HR managers interviewed for this study enjoyed their jobs and were proud of
the organizations for which they worked.

“ just love the variety. and | love the need to be adaptable and flexible and wear all of

these hats™ (1, 1993),

Many days that you start out with, “here’s what I'm planning to do today’. and the end
of the day you look at that list and realize that because of the way the day has gone,
you haven’t done any of them. yet you can still walk away feeling that vou've had a
productive day. because you've helped solve various problems that have come up.

(M2, personal communication, November 12, 1993)

“Love dealing with people, feeling I've made a difference... T think my own
recognition doesn’t come from my peers. or my boss. It comes 1rom the staff™ (F2, personal

communication, October 15, 1993).

The thing I like most about this work and my job is that from this perspective in
human resources. you know what's going on in the organization a lot more than other
people know what's going on... You have many insights in terms of how people are
doing in the organization. You have some effect on that through your own activities.
And yvou have access to a ot of the plans the organization has in terms of what it
wants to do and where it wants to go. That's never, never ceased to be interesting.

(M1, personal communication. October 13, 1993)

When asked about job dissatisfaction. cach HR munager had a different answer. The
individual responses were a reflection of personal values, as well as an indication of
corporate ané working environments. In some cases. as with M1 and M2. their
dissatisfactions were foreshadowing their major dilemmas.

“Here's an awful lot of hours. You get to a point where somctimes it’s very difficult to
keep vour whole life in balance, and there’s a lot of times where the career seems to take
away from the personal™ (F1, 1793).

“Change happens slowly and sometimes mysteriously in our organization, so you have
to have patience and not become too frustrated with how slowly things will change™ (M1,
1993).

“If I had to be like the president and go to the board meetings every month, I°d be long
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gone. [ can’t stand the politics. that Kind of sttt (12 1993,

What I don’t like is when you know there have been ample opportunities for a manager to
be proactive and come and get vou involved carly onin the process. and they haven't, and
as a result vou end up dealing with a situation that you fook back on and know it could

have been handled better or differently. (M20 1993)

From the interviews and focus group it was evident that there were other arcas of
dissatisfaction for the HR managers. Both F1and M2 described frustration in having to
prove that the human resource function is an integral part of an organization and that it
serves a valuable tunction. M1 explained that it is casier for exeeutives to understand the
ramifications of a production group or design department being cut than the loss of a human
resource department. Human resource is an arca whose major functions can be out-sourced.
This pressurce has managers evaluating their contribution to the organization and improving
those contributions to provide strategic. or value added functions to the organization. As F2
explained. an HR manager needs to know what she is offering before she can help the
executive understand the valug of the human resource department to the organization.

Considerable discussion was generated during the focus group around situatioes that
fed to unnccessary legal action or unfair cash settlements. It was in this arca that the HR
managers” values and ethics were most challenged. When a situation stopped following,
what the managers believed to be acceptable behaviour, and was resobved in an unfair or
unacceptable manner. the situation was rationalized by describing the settlenient as a
business decision. All of the HR managers had examples of cases that had cither gone to
court. or had a substantial cash settlement to the employee.

Personal values are a factor in making cthical decisions. When company values,
cthics, policies and procedures. guidelines or mandates do not address an issue or
circumstance. the HR manager will rely on his or her own values to determine the right or
wrong of a situation. Three values common to all of the HR manager were honesty,
equality and integrity.

“I don’t mind if he (a manager) thinks 1'm a fool. that’s okay. but il he thinks I'm
deceitful or not honest. then that’s not acceptable™ (M1, focus group. April 11, 1994).

“Honesty is definitely one (value). Fairness and equality. With fairness and equality,
treating people the way they should be treated. 1 don’t like hidden agendas. I don’t like
game playving. | don’t like politics™ (F2. 1993).

“The values | have are respect for individuals. T believe I'have a high level of honesty
and integrity. Those are some of the things that I very much vatue, and find very important”
(M2, 1993).

“Trust is very important to me. I 1 cant trust the person that 1'm working for, then |

can’t work there” (FF1. 1993).
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There was a definite compatibility between the HR managers” personal values and
those of their emplovers. All of the HR managers agreed that personal and ceeporate cthics
and values needed to be in harmony.

“When | joined the company. and found out what the core values of the organization
were and how closely they echoed what my own values were. it made me realize... that's
what makes it a good company to work with™ (M2, [993).

“If T can’t feel I'm right. then | can’t do this job. then I'm not making decistons that

are in line with this corporation. they have to be in tandem™ (F1. 1993).

What 1've looked for within the company is a place that | can go work and feel good
about. not only the contribution that 1'm making. but the contribution that the
organization is making. and that my personal values aren’t in contlict with the

organization. (M1, 1993)

Uthical Blements

In the interviews and focus group, the IR managers discussed elements that affect
ethical decision making. but were not specific to the process. These cthical elements, like
the corporate environment and the HR managers” job functions. create a background that
supports and influences the ethical decision making process.

The management competency in the Grant Mackwan Community College DACUM
(Developing a Curriculum) phrased as “practice cthical behaviour™ was vague and ill
defined. The researcher was attempting to clarify the meaning when asking cach of the
subjects to provide a aefinition for ethics. Some of the responses were:

“Ethics is being able to look myself in the mirror after 1 make decisions: waking up in
the morning and saying, “Hey. you're a good person™™ (F1.1993).

“Ethics in this company means that you go back to your mission. which is to serve
your three masters, and you're trying to find a solution that cach of vour three masters
would be satisfied with™ (M1, 1993).

“For me, cthics is more a protection. and a fairness™ (F2. 1993).

“Lthics to me is tied back with the whole concept of honesty and integrity. Ethics to
me really means. if you have as a company. or as an individual. oras a discipline, a code of
cthics.... that is spelling out how it is that you“re going to do your business™ (M2, 1993).

The R managers appeared to agree with Kant's concept. that ethices defined what is
correct and acceptable behaviour. They believed that what was correct and acceptable varied
between individuals depending on the culture, environment and family in which a person
was raised. They all agreed that ethics are part of a person’s conscience, and develop from
an individual's values. The HR managers fett that these personal ethics determine the way
in which individuals conduct themselves. and the way they feel they should be conducting

themselves. They also thought that ethics were a product of a person’s environment which
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provided a frame of reference from which to make choices and decisions.

“We learned our ethics from our parcnts, and our values through the educational
svstem. religion and all sorts of different sources™ (M1, 199D,

“I believe vou're either honest or you're dishonest. Your perception e honesty ind
.ihonesty can differ between individuals, between cultures, all of those things... | don’t

think you can define ethics. I think it’s a very personal thing™ (FI. focus group, 1994).

You can give people the process for decision making. You can expose them to the fact
that there are all these other pereeptions. You can possibly help them to understand
that there will have to be. within themscelves. some paradigm shilts, to take away what

they feel about something and possibly shift that (to a new perspectiv ) (F1L 1994)

Our view of ethical business practices is not necessarily shared by vounger or older
people, or people from other cultures or backgrounds. and also not necessarily shared
by people whe are in extremely difficult cconomic situations. So. there’s a number off
other factors that peopie don’t intuitively understand. that other people may view
decisions from quite a different perspective. and it may casta different light on your

decision. and (your perspective) as an HR person. (M1, 1994)

Since human resources professionals face cthical issues in most of their primary job
functions. the HR managers were asked if they were always aware ol cthics.

“Not consciously. I think subconsciously. yes™ (M2, 1993).

“Yes. Always think of the ethical part of things™ (12, 1993).

“Yes™ (Fl. 1993).

1" 1 say yes. Very aware of ethics in an HR role. because a lot ol what you're doing, is
making decisions about what’s going to happen to people... I'm often aware of the
choices that are going to be made and what the results will be. And a lot of those
choices are ethical choices in terms of what's the right thing to do for your three

masters. (M1, 1993)

Of the 24 quotations for the code “ethical awareness™. 15 were from the interviews and
9 from the focus group. The quotations from the interviews could he dimensionalized into
the properties of awarcness activated by personal ethics, corporate cthics, or i combination
of the two. Of the 15 quotations from the interviews. 4 indicated cthical awareness was
actir ated by personal cthics, 3 were activated by corporate cthics, and 8 indicated that
eth. 1l awareness was activated by both scts of ethics. The nine quotations from the focus
group were more polarized. Six of the quotations indicated that ethical awarencss was

activated by personal ethics, while three indicated that cthical awarceness was activated by
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corporate cthics.

All of the HR managers could identify written and implied values that were important
to the companies for which they worked. They were also able to define their personal
values. Generally, both sets of values were compatible. As the HR managers described
situations, they would, without prompting. indicate which values they were using to make
decisions, and which specific values were affected.

I feel if you've got a strong, ingrained set of values that govern how you live your
life. you're going to know when you step outside of that™ (M2, 1993).

“I'm often aware of the choices that are going to be made and what the results will be.
And a lot of those choices are ethical choices in terms of what's the right thing to do for the
three masters™ (M, 1993).

“I see two forms of ethics. I see my own personal and I sce the organization’s. and
sometimes the two don’t run along the same route™ (F1, 1993).

The code “ethics and values™ generated 20 quotations from the interviews and 26
quotations trom the focus group. The quotations were dimensionalized into ethics and
values of the company, those that were personal and those of the employees. The interviews
generated two quotations based on company cthics and values. two that were personal, two
that were employee based. three quotations that combined company and employee ethics
and values. and eleven that combined company and personal ethics and values. The focus
group only generated quotations based on company and/or personal ethics and values.
Company cthics and values were quoted 14 times. personal ethics and values were quoted 9
times, and 2 were a combination.

The properties were identified for each quotation. From the interviews, company ethics
and values were concerned with doing what was right (1). and choosing cthical decisions for
strategic gain (1). Personal ethics and values dealt with doing what was right (1), and
identilying the source of ethical solutions (1). Employee quotations were about trust (1),
and fairness (1). The combination of company and employvee quotations was about doing
what was right (2), and fairness (1). The ¢leven quotations for the combination of company
and personal values and cthics were as follows: maintaining corporate image (1). making a
meaningful contribution to the corporation (1). doing what was right (2). fairness (1),
balancing corporate and personal ethics and values (4). men and women and their ethical
difterences (1), and strength of ethical convictions (1).

From the focus group, the properties identified for the combination of company and
personal ethics and values were fairness (1), and balance (1). The nine quotations for
personal ethics and values covered: doina what was right (3). integrity (1). idealism (1),
ethical perspective (1), and honesty (3). The 14 company quotations concerned: being
ethical (2). doing what was right (2). doing what is ethically wrong (2), business decisions
(3). legistation (D), closure to problems (1), and fairness (3).

Each of the HR managers emphasized that balance between personal ethics and
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corporate ethics is essential for a good working relationship between them and their
employers. During discussions about dilemmas. the researcher noted that an imbalance
between corporate and personal ethies can create a high level of stress for the HR manager
and produce a situation where day-to-day contlicts become dilemmas.

Stress can be generated when there is an emotional attachment to the personal ethics
and values that are the basis for a decision. "I you are going to make an cthical decision,
vou have to leave your emotional baggage to the side. otherwise your decision isn't going {o
be ethical. it's going to be topical. It's going to suit your purposes for the moment. And,
that may be the hardest part of making good decisions. is keeping your cmotions out of 1,
and just trying to look at it from a different perspective™ (M1 1993).

Even with their considerable expericnce as IR managers. the four subjects revealed
their emotional ties to decisions and circumstances that did not agree with their values:

“You're giving money when you shouldn’. yeah. for the wrong reason. And thai bups
me on a continual basis™ (F2, focus group. 1994).

“We ve ended up kind of bending the rules and saying. okay. fine and yet, undernceath
it just tears at you. You just think, it’s wrong. it’s just wrong” (2, 1994).

Y ou just bite your tongue and you just put the file away and cvery time you think

about it, it just makes you want to throw up™ (M. 1991,

So. you go about the process that you do all the time, of trving to convinee somebody
as to the rationality and the logic and the cthics of all of your decisions. They (the
human rights commission) don’t buy that. You're just wrong. 1 don’t know quite why
or how. but you're just wrong, so you go through that process until you can’t stand it
any more. (M1, 1994)

A company that has written guidelines, policies and procedures provides stafl with
directions for making decisions. Using corporate values instead of personal values will
reduce emotional attachment to cthical decivions. “If you are in a company that has some
gray areas, it certainly would be valuable to know, in writing. izt the parameters are for
those areas, because, in essence, i you're in an organization where values are clearly stated,
at least you have some guidelines.” (F2, 1994)

The code “ethical influences™ generated 11 quotations from the nizrviews and 30 from
the focus group. The quotations were dimensionalized according to internz! mfluences,
which were gencrated by personal beliefs: external influences. which were generated by
factors outside of the individual: and a combination of internal and external influences. ‘The
11 quotations from the interviews generated 3 quotations that represented external
influences, 4 that were internal and 4 that were a combination of influences. The focus
group generated 15 quotations that had external influences, 11 that were internal and 2 that

were a combination.



The external influences have an impact on the how an ethical decision is made.
[-xternal influences included the advice of experts. the policies. procedures and mandate of
the company. having to explain a decision 1o the employees or other managers. employee
associations. government fegislation. other human resources professionals. and parties from
outside of the organization. The internal influences that have an impact on a decision
include a need for inner peace, maintenance ol self-esteem and self-respect. maintenance of
personal convictions, and maintenance oi personal ethics and valuces.

“Our expression corporately is."Will we be able to explain it?” Because it doesn’t seem
1o matter what decisions you make these days. whether it’s personal decisions or whether
it"s decisions you're making for the corporation. there’s a lot of scrutiny on everything”
(M1, 1994).

“If 1 can’t face myself with a decision that I have made. then 'm not going to work for
any organization and lose self-respect overa decision™ (171, 1994).

The code “ethical concerns™ generated 16 quotations from the interviews and 18 from
the focus group. The quotations were dimensionalized into personal concerns. corporate
concerns and the combination of personal and corporate concerns. Of the 16 quotations from
the interviews. 3 dealt with personal concerns. 8 were corporate and 3 were a combination.
Of the 18 quotations from the focus group 16 were corporate and 2 were a combination.

The ethical concerns of the HR managers dealt with circumstances that had the
potential to develop into problems. One coneern that all the subjects had was about the
study and how the information would be used. “I"ve told vou some things that I wouldn’t
want you to tell anybody else™ (M1, 1993,

Other concerns were:

“| would do anvthing to keep this organization’s name right. as 1 would in my personal
lite... | would never want us to be seen in an improper lght from an cthical stand point”
(FF2.1993).

“We try to look at cach decision, small oncs and big ones. and say. well, if it was
greed. or if it was questioned. or if it hit the paper. can we stand up with a straight face and
explain, at least what the reasons were™ (M. 1994).

“Lithically tough to do if the policy that you're considering. you don’t personally agree
with, and you know that a lot of people in the organization don’t personally agree with it”
(M1, 1994).

Ethical situations represented problems that the R managers had faced. or were
facing at work and in their personal lives. The code “ethical situations™ generated 28
quotations from the interviews and 23 quotations from the focus group. These quotations
were dimensionalized into groupings that represented cthical situations that occurred inside
the companies. situations outside the company and situations that included both
environments. OFf the 28 quotations generated by the interviews, one described a situation

that included both environments. the other 27 quotations dealt with situations that occurred
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inside the company. Of the 23 quotations from the tocus group, four concerned outside
situations. 15 were inside situations and four were a combination ot environments.

The properties of cach ethical situation were also identified. The one quotation from
the interviews that included both environments, concerned corporate culture conflicting
with the environment outside the organization. Quotations about situations inside the
company were identified as follows: abuse of system (1), business decisions conflicting
with ethics (1). Chief Executive Officer (CEO) compromising corporate values (2).
coaching colleagues (1), compatibility of personal and corporate values (2), maintaining
confidentiality (4). preserving corporate image (1). providing customer service (1), making
the right decision (2), hit lists (2). men’s ethics vs women’s ethics (1), enforcing nepotism
policy (1), abuse of sick leave (2). terminations (6). and the vatue ol IR (1),

The four quotations from the focus group that represented situations outside the
companies, were all concerned with not accepting an untair advantage. The four situations
that included both environments were identified as cheating (1), human rights (2), and
media problems (1). The remaining 15 quotations describe situations inside the companices
and were identified as: maintaining confidentiality (1), making the right decision (1),
fairness (1). enforcing nepotism policy (2). and paying the undeserving (7). All the
situations considered dilemmas have been compiled tin appendix b,

In situations where the outcome conflicts with personal and corporate ethics, and
appears to be unfair or unjust, it can be difficult for the HR manager to resolve the
incongruity. When their companies chose to avoid litigation and pay grievors what the HR
managers considered an undeserved and unfair settlement, they found solace in secing the
circumstances in terms of ethical versus business decisions. “Do vou dig in your heels and
pay hundreds of thousands of dollars in legal fees or do you settle for $20.000 more than
you had intended? Now, then it becomes a business decision™ (F 1, 1994). ‘The right business
decision can appear to be ethically wrong.

Personal and corporate values may scem to take second place te a sound business
decision, in order that the corporate image and reputation stay unblemished. During the
focus group, the HR managers explained that a court case can create a great deal of negative
publicity which will not balance a legal victory. The public may not remember the details or
even if the company had a valid case, but it will remember that the company went to court
against an individual. The HR managers indicated that, in ideal circumstances. employces
will leave an organization believing that they have been dealt with in a fair and just manner

and will not libel their former employer.

How we make the business decision is we may feel that paying somceone out is not the
right thing to do, however. the publicity that vou get by having your company’s name in
the paper, even if you're right. it’s there and people remember secing it.. Nobody cver

reads the back page to see the company won the case... They don’t see that. what they
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see is the other part and the publicity that it can bring the organization is such that |
think that becomes part of the business decision. When you say. yvou're right. ethically
we know we could win, however, the negative publicity that we have to go through, it
st isn’t worth it for what ultimately is in the majority of the cases nota big sum of

meney as far as we're concerned. (M2, focus group. 1994)

Edueal Decision Making Process

The company profiles, the HR manager profile, and the examination of cthical
clements affecting the HR managers have established the environment and the influences
that affect the ethical decision making process of HR managers. The HR managers indicated
that they make decisions in diverse and multifaceted circumstances. As they described
major dilemmas, and discussed other ethical decisions they had made as HR managers, a
process for making ethical decisions was evident. The process was the same for minor

conflicts as it was for the major dilemmas.

The ten steps of the model are:

1. awareness of potential problem

2. review values affected by situation

3 compare values to situation

4. evaluate compatibilily of values to the situation
5. decide if o problem exists

6. pather information
conclusion
8. review action for consequences
9. decide how action will be managed

10. implement action

The ten-step, ethical decision making model (see Figure 10) that emerges differs from
the Franke! model reviewed in Chapter Two. The study model was synthesized from the
data generated by the interviews and focus group, wherceas the Frankel modcl was an
adaptation of ideas around ethical decision making. The Frankel model was intended to be a
tool to increase sensitivity, develop an ability to think and develop an ability to act in
situations concerned with cthical thought and action. The study model is not meant to be
prescriptive. I shows a process in which TIR managers engage to solve cthical problems.
The model focuses on the thoughts and actions generated by situations that the HR
managers face, and which draw on their experience to yield an acceptable solution.

Most of the process described by the model oceurs as an internal dialogue that the HR
managers have with themselves. [f the ethical decision is one being made by a group or a

committee. the dialogue would be expressed in conversations, discussions or debates
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POTENTIAL PROBLEM Awareness

DETERMINE PROBLEM Review Values
What is being affected?
corporate values/ethics
personal values/ethics

Compare Values to Situation
This is the situation
This is the value/ethic affected

Evaluate Compatibility
Is the situation in harmony with the values/
ethics
Is there a significant conflict between the
situation and the values/ethics

Conclusion
There is/isn’t a problem

DETERMINE ACTION Gather Information
Research topic
Discuss problem with HR colleague/s
Contact content expert

Choose Action
From the options that develop from
infermation gathering, choose a course of
action

Review Action
What are the possible repercussions?
Who will be affected?
How will the company be affected?
What are the short and long-term
outcomes?

Decide How Action Will Be Managed
Develop a plan to implement action

Impiement Action

Figure 10. A ten-step ethical decision making model.
Note: Shaded background represents: experience, company cthics and values, personal

cthics and values, and cthical ¢lements.



hetween members of the group., similar to the discussions described by M2 between himself
and line managers when attempting to resolve a performance problem. “We've both talked
about it. and we're not 100 pereent comfortable, but we're not uncomfortable enough to
stop the process, we feel that there are some issues that need to be deait with™ (M2, 1993).

The model is not intended to establish a predetermined order of steps. even though the
sequence tends to follow a logical progression. The circumstances will determine how the
steps are followed and whether any loops or repetition of steps will occur. Later, in some of
the examples drawn from the interviews and the focus group. it may scem that steps blend
into cach other. especially those steps used to evaluate the situation and those around
choosing and implementing an action. The researcher believes that all of the steps are
performed. but with experience they happen quickly and arc taken for granted. This is
similar to the process described in the Frankel model. where “much of it actually goes on
unconsciously and intuitively™ (Gellerman, Frankel. Landenson. 1990, p. 71).

There are other similarities between the two models. Frankel says that ethical
sensitivity triggers the process. The HR managers work in an environment where their
primary job functions deal with cthics. Each of the TR managers indicated that they were
always aware of cthies, if not consciously. then subconsciously. Their sensitivity is
identified in Frankel's model as the stream of consciousness which is the ground in which
the decision making process takes place.

FFor the process to start, an HR manager would need the supporting environment with
the accompanying cthical influences, an expectation of having to make cthical decisions,
and a knowledge and understanding of corporate and personal values. The process begins
with an awareness that there is a potential problem. An analysis to determine if there is a
problem begins: there is a review of values or ethics to see which may be compromised.
Then those values or ethics which may be affected are compared to the situation. and an
cvaluation is done to determine the compatibility between the situation and the values or
cthics affected. A conclusion is reached as to whether there is a problem that needs to be
resolved. H there is a problem that needs resolution. the next four steps will determine what
will be done. Gathering information will clarify the situation and may indicate which action
or actions could provide possible solutions. From the actions possible. one is chosen. The
action is reviewed to determine possible repercussions. identify individuals and groups
affected by the action, the short and tong term outcome of the action, and the effect of the
action on the company. I there are several actions possible. the “choosing and review”
steps will be repeated for cach option. When the action is accepted. it is necessary to
determine how it witl be managed. The final step is to implement the action by following
the plan.

Awareness can be a subtle prick of conscience., “there’s something that's bothering me
about a situation™ (M2, 1993). or an assault on deeply held valucs. “you can’t do that™ (F1,

1993). The awareness can arise from an individual responding to a situation, circumstance, a
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group of people or another individual.

A review of values will determine which vaiues may be aftected by the situation,
“what I can do is step back and say. well the values of the company are this and the values |
have are this™ (M2, 1993).

Then it is possible to compare the personal and’or corporate cthics and values to the
circumstances: T look at these (values) and look at this versus this whole sttuation™ (M2,
1993). To gain a clear understanding of the situation. the HR manager w ill determine the
setting. participants, and affected parties. The HR manager may also need to decide it the
situation is trivial and worth concern, or il it is a technical situation which has a technical
solution, not an ethical solution.

[valuating the compatibility of the values/ethics to the situation will clarify any
discrepancies such as, “are we doing the right thing with this employee?™ (M2, 1993),

At this point. the HR manager will determine whether there is a problem that needs a
solution. or if there is no need to proceed further.

Once a conclusion has been reached. specific action is determined and evaluated. More
information may need to be gathered. T collected data. collected data, collected data to the
point that I had something to say™ (F2, 1994). This could mean consulting with a content
expert, discreetly contacting peers o review or consult with them on the situation,
contacting and interviewing the people affected by the situation, or researching material
related to the problem. 1t is useful for HR managers to view the situation {rom various
perspectives., applying values that may affect the situation. 1t is at this peint where they
need personal flexibility. They will also need to recognize the influence of their personal
valucs.

Having gathered information related to the situation, it may be possible to choose an
action. The action should be fair and equitable, "We really haven™t given this person a fir
shake and therefore this is the direetion that we should be moving in. or yes, we have and
therefore we should march on because we're being very unfair to the employee if we don’t
finish the process™ (M2, 1993).

When choosing an action. an assessment of the situation and the repercussions ot the
action are made. “I1f' 1 make this decision it's going to have to be applied to everyone. I have
to treat everyone fairly, equitably™ (F1, 1994). HR managers ask themselves: Will the action
have long term effects or is it an immediate, short term solution? What arc the influences
affecting the action and who are the stakeholders? Who will be affected by the action and
how will the action impact on all participants? How will the action be viewed by those
outside of the situation?

The review of the action takes into account what the risks are and whether they are
worth taking. If the risks are acceptable. how the action will be managed is determined. This
can include deciding how the action will be applied. how the people involved will be

informed of the action, how the action will be supervised or even if the situation will be
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allowed to continue. Then the action is implemented.

The process is not necessarily linear. but can have movement back and forth between
steps. As more is understood or revealed about a situation. it is possible that the values or
cthics affected can change. or the need for action may disappear.

An example of how the process could be used is illustrated in Table 3. The scenario, of
arriving at a quict street corner that has a “do not walk™ signal. can take seconds to play.
from arrival at the corner to crossing the street.

Dilemmas

In their individual interviews, the subjects were asked. “What do you consider the most
serious ethical dilemma that you've encountered?” (appendix C) One manager was
concerned with unfair hiring practices. another with the unfair term.nation of an employee.
the third had a persons! ith access to information. and the fourth spoke in gencral

terms abont employee trust of the employer. As these dilemmas are examined.

the conflict of two appe . osdilemmais defined in Chapter 1L will be identified as

will the steps of i

Hirrg practices

This dilemma forced the manager to evaluate her relationship with her employer. The
two goods that came in conflict were the belief in equal opportunities for all people
applyving for a job. and maintaining the status quo of the company.

The organization was looking for a middle management candidate. There were in
excess of 200 applications for the position. The manager was told by the company s
exceutive committee that she would be wasting her time reviewing female applicants. The
messenger was told, by the HR manager. in no uncertain terms. that what was being done
was discriminato, .. and from a human rights perspective it was not an acceptable position
for the organization to take.

When she discussed the problem with her manager, he was appalled. but unable to
react. He reminded the HR manager that corporate culture and the composition of the
exeeutive committee was about to change.

The manager felt that she had a choice. to let her personal ethics get involved. or to
“look at the corporate ethics and determine why this decision was being made and Justify it.
_ Vhai was the deciding factor for me. That somebody cared enough for me, respected me

enough and trusted me enough to say. "you're going to be wasting your time bringing in a
female at this point in time.” That alone ended up cutting the resumes | had to go through
down to about 757 (F1. 1993). Even though the manager belicved that women should be
considered and have the opportunity to apply for similar positions, circumstances at the time
did not allow that to happen. Understanding the situation. knowing that there were exccutive

ofticers who believed strongly in the abilities of women, and knowing that the executive



Table 3

ol Crossing Against

a "Don't Walk" Light

Steps

Actions

Awarencess

Review Values

Compare Values to Situation

LEvaluate Compatibility

Conclusion

Gather Information

Choose Action

Review Action

Decide How Action Will Be

Managed

Implement Action

As vou approach a quict street corner you are aware of the
"Don't Walk" light.

The values atfected are those associated with following the

rules of the law and a personal desire not to waste tinie.

There is a "Don't Walk" light. and no tratfic. H vou i re going
to follow the Taw, you will not walk against the light. 1 you

are going o save time. you will walk against the light.

Even though it is the faw not to cross against the light, you

really do not want to wait for the light to change.

Decide that there is a problem.

The light still shows "Don't Walk". There is no traffic from
which you need protection so the signal is not necessary al

this time. There are no police visible to enforee the law.

Your options are 1o cross against the fight, or to wait fora
"Walk"” light. You choose to walk against the light.

You are the only one affected by the decision. There is no

risk to you. You will save seconds.

You will look both vays before walking across the street,

against the light.

You walk across the street, against the Hight, and arrive safcly

on the other side before the light changes.




pgroup was about to change significantly. made the situation palatable.

Reflecting on her decision to follow the directive. the manager was satistied with the
choice she made. At the time of the interview. the organization had a new president who
wis implementing major corporate changes. If the circumstances were repeated under the
new president, she would not aceept the direction. It could be another 13 vears betore there
was a new president. In this situation, waiting 15 years to rectify a situation would be too
long.

The manager felt that she had license to be comfortable with her decision. "1 made it
very apparent that it was an unacceptable decision. or process. and even though Ihad no
control of the outcome. 1 voiced an opinion. [t's like having the privilege of voting and not
voting. you don”t have license to comment on what happens within the government (if you
don’t vote). 1 gave an opinion, | put in a vote. so. | had license to say what I needed to say.
and once again. 1 had a manager that supported that” (1993).

How the ethical decision making process was used by FI to resolve the dilemma of

unfair hiring practices is shown in Table 4
Table 4

‘The Ten-Step Lithical Decision Making Model Applied to F1's Dilemma of U niair Hiring

Practices

Steps Actions

Awarencess The manager is told she would be wasting her time reviewing
female applicants for a middle management position.

Review Values The 1iR manager belicves women should have an opportunity

to compete for management positions. There is Human
Rights legislation against discriminatory hiring practices.

Compare Values to Situation  The HR manager believes women should have equal
opportunitics. Legislation decrees that there will not be
discriminatory hiring. Women are not to be screened for a

management position.

Evaluate Compatibility The situation is incompatible with the HR manager's values

and legislation.




Table 4 continued

Steps

Actions

Conclusion

Gather Information

Choose Action

Review Action

Decide How Action Will Be

Managed

Implement Action

Decide that there is @ probiem.

The HR manager discusses the situation with her manager.
He reminds her that a new president will soon be head ol the

organization, and this will lead to a new corporate culture.

The HR manager chooses to stay ., review only male
applicants for the management position. and tell the

exceutive committee the error of their ways

The HR manager will keep a job she likes. A man will get the
management position. Fhe executive committee will be

admonished.
Only male applicants will be reviewed. The exeeutive

committee will be told what is being done is discriminatory

and an unacceptable position for the company to tahe

Fire a man for the job. Admonish the executive commitiee.

Terminatioy

A fTarat oL outgoing, vivacious woman was overheard exchanging gossip about the

organization s CEO. News of the gossip reached the car of the CEO. The HR manager

considered the situation to be one of several harmless indiscretions that the woman had

made.

The CEO contacted the HR manager and told her to terminate the woman: “We want

her gone. She starts rumours and she is flighty ™ (1F2.1993). After asking the CEO for

specific information. none was forthcoming.

When the corporate lawyer was contacted. it was evident that the wo. an could be

released if she was given a suitable severance package and an explanation for her dismissal.

The CEO refused to provide a severance package and insisted that the voman be terminated.

The HR manager refused to terminate the employee unle s she was given a reasonable
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severance package. “1m as stubborn as can be. and it wasi't fair. And | wasn’t going to do
1019931 The two goads in conflict became maintaining a favourable relationship with the
CLO. or defending the right of the emplozee. who was being untairly terminated. to a
reasonable seyverance package

Over the nest two vears. there wa o struggle of wills. The department for which the
woman worked was dishanded. The depaament. which was in a precarious position before
the situation developed. may have been cut eventually. but the cut appeared to be tied to the
attempted dismissal of the woman. Because of an employment security contract. after her
position became redundant. she had one year to find alternative employmeat within the
company. She worked in various departments. “Everyw here she went, they loved her. The:
wanted to keep her. . The CEO woula say openly. "I any of you. at this table. take this
woman in vour arca. and think you are going to be permanent. "1l have a long. hard lock at
vou too™ " (1493).

Faentually the C1O was willing to terminate the woman and provide her with an
acceptable severance package. The woman left the organization believing that it was a
marvellous company that hai “changed her life. and had hetped her child” (1993) which sh
supported single-hand-diy.

The HR manager was happy with the outcome. “She (the employee) got what she
needed. fle got what he needed. but not in the =+« he wanted to get it. I was able to be fair
to the woman. who I felt we were unfair to. but 1 was able to be fair with her. I was abie to
give her enovgh notice that she could get on with her it ... Had we moved on it a couple
of months earlier we could have given her more imoeney. which maybe would have been
more meaninglul to her. to have a bigger chunk of money™ (1993).

When ashed if she would make the same decision if she had to do it again. the HR
manager said, “Yes. | would have liked to have gotten her a little more money and got her
out sooner. 1 would have made the same decision. Tstill would have stood for her. Stifl
would have been tough... T aon’t think we made her suffer unduly by it” (1993).

How the ethical decision making process was used by 2 1o resolve the dilemma of the

anfair termination of an employee is shown in Tabie 5.

Access Lo information

A personal conflict of interest was a serious and difficult dilemma for a HR manager
who wanted to change his carcer. The two goods in conflict werc posit:oning himsclf for
another. more challenging job in the company. or staying in his current job, protecting his
per-onal integrity and image in a company that had a long memory.

i1 had been working in human resources for many years and for all those years. he
was with the same company. "I never exnected to work for HR for so many years. fet alone
for the same company... Onee you've been on the job for so long you're in there and it's

tough to break out™ (M1, 1993). Promotion within the department was only a faint

W
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Table 3

The Ten-Step Ethical Decision Making Model Applied to I2's Dilermuma of Uinlatr

Termination of an Emplovee

Steps

Actions

Awarencess

Gather Inforr. ation

Keviess Valees

Compare Values to Situation

Evaluate Compatibility

Conclusion
Choose Action

Review Action

The HR manager is ashed by the CEHO 1o werennate the
emplovient of 2 woman = ho had been gossiping about the

CElx

vhe HR manager goes to the corporate fewyer (o ascertam
what needs to be done to release the woman trom the

company.

When the CEO refuses to provide an adequate severance
package. the HR manager reviews what the lawyer has told
her is acceptable, and reviews her belicts that the company
should avoid Hitigation whenever possible. and employees

should be dealt with fairty and honestly.

An employee is to be terminated from her position without a
severance package. The corporate lawyer has advised thas the
woman ke oiven a severance package. The HR manager
behieves the woman should be treated fairly, and that the
company should not place itsel in a position where it may

have to wo to court.

Terminating the employee without a severance pachage is
incompatible with the advice of the corporate lawyer, and
with the FHIR menager's valtues,

Decide that there i= « problem.

The HR manager does not terminate the employee.

The emplovee remains employed. The CEO will be angry and
difficult The HR manager will safd :r the wrath of the € 1O
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Table 5 continued

Steps Actions

Decide How Action Will Be v 1o 'owing corporate policies and procedures the

Managed C ¢ will remain with the company. The HR mrnager
will negotiate with the employee to establish a f: - oUnee
package. The HR manager will not allow the empl! be

terminated without a fair severance package. no matter what

the CEQD commands.

Implenient Action The HR manager ensures that the employees is dealt
with fairlv, honestly. and in accordance 1o corporate policies
and procedures. The employee is eventuatly terminated with

a reasonable severance package.

o

possibility as a vourger colleague had recently been promoted over him to be his
SUPLTVISOL.

In his position. he had access to informaticn about positions that were going to
competition. Some of these were “being considered months or even years™ (1993) before
other people were even vaguely aware of their existence. He struggled with the
information. whether to use it “for the best interest of the organization, or whether to use it
(o my own good™ (1993).

Ie chose to tell his supervisor of his conflict. deciding that it was better to be open
about his infentions. His priority was to “try to help the organization do what is righi. And
then. if the choice is made that. okay, we're geing chead with this job... At that point. |
would then describe a conflict of interest and appiy for it. and get my manager to deal with
the competition. So 1 ve tried to stay out of it. to minimize my influence on the choice
making process up to the point where the choice is made... That's the best | can do.... 1
svould have the opportunity o affect. or to manipulate, the conclusions in o way that would
be self-serving™ (1993),

As a reanlt. he was able to focus his activities. plans. and objectives towards achicving
his goal. He could maintain his integrity without jeopardizing kis chances of changing his
carcer within the ecompany. He also felt that being open was important. “At least my boss
knows what 1"'m doing. and what I'm thinking. whether she agrees orndisagrees. I don’t
know how she feels about it and she's not inflicted her values on mé&s'So | have resolved it
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(the dilemma) to the best that [ ean at this point by just letting people understand that 1 have
a dilemma. and that is what I'm trving to do here. to work it through™ (1993),

He was not satisfied with the short-term results of his decision. “m not real happy
with it. 1°d be a lot happier to sort of do some pushing and shoving because 1 hnow how to
do that, and. | think. I could probably be in a different job, 1 17d gone a ditterent path. |
think I'd probably be in a different job now™ (1993). From a long-term view, he was
satisfied. =“I'm doing exactly the right thing because 1'm being honest and I ean hive with
whatever the results are, and 'm just tryving to be myseltt T was glad that T was able to
make my own decision, but it would have been nice to geta little more teedback on whether
other people. specifically my boss. thought that that was the right way to do things™ (1903),

How the ethical decision making process was used by M1 to resolve the dilemna over

access to information is shown in Table 6.

Tablc 6

The Ten-Step Ethical Decision Makine Model Applied 1o M 's Dilenima Over ceess to

Information

Steps Actions

Awareness During 17 years in the same position, the destre for a change
in carcer grew, As the desire became 1 e intense the HR
manager became aware that there coule be a problenm. When
acolleague was promoted 1o be his supe Lo the awareness

became acute.

Review Values The HR manager questioned his integrity. The company has a
lose memory and will judge an individual based on past

performance. Indiscretions are not forgotien.
Comparce Values to Situation  The HR manager was working with information he could use
to obtain a better position in the company. [e did not want 1o

compromise his integrity.

Evaluate Compatibility The desire to maintain integrity was incompatible with using

confidential information to advance his carceer.

Conclusion Decide that there is a problem.
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Table 6 continued

Steps Actions

Gather Information The HR manager reviewed past experiences with the
company and realize + that if he was seen as being indiscreet

it would be botd against him fora very long time,

Choose Action The TR manager wiil discuss the situation with his

supervisor,

Review Action If there is a potential conflict of interest. the HR manager
will revies e aimnation, decide if he would like the job. and

discuss the circumstance with his supervisor. He will
maintain his integrity and the best interests of the company

will be served.

Decide How Action Will Be When a conflict of interest is identificd the supervisor will be

Managed asked to manage the situation. The HR managers will be free
to apply for the position.
hmplement Action The HR manager will wateh for positions he would iike:

discuss the situation with his supervisor: have the supervisor

manage the competition: and apply for the position.

Performance management

M2 chose to discuss performance management problems in general terms. because this
arca represents a re-occurring problem that caused him a great deal of concern. The goods
that are in conflict are doing the best for the emplovee. or doing the best for the company.

Performance problems will be brought to the attention of the HR manager by the
manager of an emplovee. The manager will have gathered data and documented the
performance proklern before bringing the problem to the HR manager. At this point, M2
explained. it is possible te avoid a major dilemma by checking that the manager’s vi.
coineides with the events. Sometimes, “vou realize that maybe the manager’s view of the
situaiton is slightty divfcrent than the actual situation. It may still be a performance
prableer, but may Le nod to the degree to what the manager has indicated™ (M2, 1993). Once
tire IR mranager ensures that the documertation of the case is acceptable. the corrective

action process begins, This is a sericus process. “As soon as you start it, there’s the
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potential that somebody could get fired. and somebody s carcer is going to be chopped ot
at the knees™ (1993).

The corrective action process for M27s employer begins with a verbal warning.
explaining to the employee that the performance problem must be resolved. or turther
corrective action will be taken. The next step is a written warning. ‘Fhereatter, i the
probient is not resolved, the employee is placed on probation. Betore probation “the whole
situation has to be reviewed by our corporate lawyer and my boss, who has the authorization
over all terminations for Cennda. They have to go through a chronology of the events and
give their blessing to continue. Then, once the person is on probation, i i0s el that they “re
(the employee) not going to make it... then we can cut them foose™ (1993).

“What you always wrestle with, is when you get to that point where the decision is
being made: is this person going to make it. or are we going to fire them™™ (1993) For M2,
some of the situations are ¢lear and there is no problem with proceeding, but other cases can

cause a great deal of concern.

Have we been as fair as possible? Have we given the employee every ooportunity to
succeed? Are we being too quick and they really haven™t had the opportunity ..and
we're being very. very unfair?... The dilemma that really comes up is one of bemg lair
versus maybe being too fair... If they ve done an okay job for the organization fora
number of vears. you really feel an obligation on that part, yet how fong do vou hang
on before it besomes abundantly obvious that the person is not going to make it.
Where is the line that says by making this cut now, we™ ¢ actually doing somebody a
favour as opposed to putting them through the agony of continued corrective action. .

You really wonder if yor ve been as fair as poss ™ e inevery situation, (1993)

When managing performance problems. M2 reviews the organization”s hasic vae s,
and determines whether the employees have been dealt respectfully and honestiy. TWlhere
do we make the cutoff to ensure that we help that person to maintain some self-respect and
don't kick a brrised and beaten body out of the organization?... You're balancing respect for
the individual versus the business objectives.”™ In “most ” situations the employee will resign
before being terminated. M2 said that having an employee resign allowed that person to
maintain dignity. whereas taking corrective action to the point where the cmployed is asked
to leave could be damaging to the person.

The intent of the process is to improve employee performance. and in some cases they
“have turned the situation around and gone on o be above average, and in some cases stellar
performers. There are a number of situations where we ' ve had very, very good suceess and
those are the ones that make you feel really good™ (1993). The company does not track
employees who have resigned ot have been terminated. but M2 speculated that, “if we talk

to the people afterwards, they wiil probably admit that we did the right thing.”
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M2 was asked if he was satisfied with the resolution of performance issues which were
taken through the corrective action process. “Probably in about 50 percent of the situations |
felt satisficd with the way things have gone. and about 50 percent Thaven™t. The ones that |
have. have been the ones that vou end up seeing a positive result. I mean. it's been the
absolute right decision. The person has realized it once they ve et they realize hat it's
the best for them.

The other ones that bother me. are the ones that you look back on and realize that the
process that we have was not followed well... You look back on it and you know it just
could have been handled that much better right from the beginning™ (1993).

M2 indicated that there were plans to change the corrective action process. The
intention was to provide the line managers with better support after every performance
management situation. When an employee has improved or overcome a problem. the
situation is reviewed. 1t provides “an opportunity to re-examine the process and learn what

went right.” When an employee leaves the company.

we ve thought of putting together a tribunal, where the manager. and their manuger.
would basically debrief my manager, who's the vice president of human resources for
the company: or debrief him (vice president o' HR ). our company president and our
corporate lawyer... For the ones that went well, it's not ~oing to be a problem. but for
the enes that the managers have clearly messed up the process. it’s really going to hit
home to the managers that 15. - are totally accountable for the corrective action process

and that they™d better be doing it right. (1993)

M2 was aware that a tribunal may encourage managers to avoid pursuing any
corrective action. At the time of M2s interview, the tribunal had not been implemented.
Instead. the company chose to increase the training managers received on performance
prablems. with an emphasis on the skills used during the corrective action process. “We've
looked at a number of different ways that we can try to improve the process™ (1993).

How the ethical decision making process was used by M2 to resolve the dilemimas
associated with the management of performance problems is shown in Table 7.

Through the course of the interviews and the focus group, other dilemmas were cited.
~otall of the dilemmas were specific to human resource managers. The dilemmas which

were discussed are summarized in appendix I5

Teaching 1luman Resource Management Lithics

When the focus group discussed whether ethics could be taught. there were six

statements that were definitely no. four were ves, and 22 discussed various aspects of how
cthics should be aoht, and what should be taught. Regardless of their stand. all of the

gestie s for teaching ethics. The consensus was that it is not possible to

&

participants had sug
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Table 7

The Ten-Step Ethical Decision Making Model Applicd 1o M2'5 Dilemma with Performanee

Managcment Problems

Steps

Actions

Awareness

Review Values

Compare Values to Situation

Lvaluaie Compatibility

Conclusion

Gather Information

Choose Action

Review Action

Decide How Action Will Be
Managed

Implement Action

The HR manager becomes aware when a performance

problem is brought to his attention by a line manager.
Uhe HR manager will review the values of the company.

The HR manager will compare the company values to the

documentation supplicd by the fine manager.

If the documentation is suspect. there is a possibility that

company values could be compromised.

Decide that there is a problem.

The HR manager will review the documentation and verify
that it agrees with the actual events. I there are any
discrepancies, the HR manager will discuss the situation

with the line manager.

Based on the information gathered. the HR manager will

choose an action. If there is a valid performas.¢ problem that

needs corrective action, the TR manager wilt vegin the

process.

i corrective active is to begin, the HR manager will consider

the possible impact the process will have on the cmployee.

Within the guidelines established by the company. the HR

manger follow the steps in the corrective action process

The HR manager will begin the corrective action process.




teach a person to have a conscience. “They ve cither gota conscience or they don’t... Maybe
vou could give them another perspective on it but you can’t teach conscience. and 1 think
that's what ethics is™ (F1. 1994). What can be taught is the decision making process.
management processes. how to identify corporate values. and the complexity of ethies.
bustness. and human resourees.

“11 1 had a chance to go back to school. and learn about what it was going to be like
(working in human resources), that would be what | would want to know, what does it look
like shen Imin there. 1 sort of know what 1 would do. but [ don’t quite understand why
nobody clse would want to do that™ (M2, 1994). The tools w hich were seen as being most
useful for developing a sense of what it would be like working in human resources are those
that use ancedotal information such as case studies. role plays. and lectures, or discussions
with luman resource practitioners. These tools encourage students to see that there are
perspectives other than their own. and that most situations come in shades of gray. not black

and white.

The most effective would be the case study tyvpe of process. and here’s the situation. as
a group. within the class. talk about it. decide how you v ould handie it. And then what
vou do is have an HR expert, | shouldn’t say expert. HR people who have experienced
that. and here’s the decision that was actually made and the reasons «why it was made.
and people can Tearn from that. The case study process has no right and wreng, but it's
what was the best decisien based on the situation. Tt is a great way of fearr. . because
vou make a decision or you come to a conclusion, and then vou can find out what
somebody else in a position of authority made... You have an understanding of how the
decision was made and maybe it does influence you when you come to being faced

with a similar decision in the future. (I'1. 1994)

A human resource management program would also encourage students to develop
contacts in the human resource community. These people would be able to share insights
into the dail. operations of an TR department. and supply a clear understanding of the work

being done.

They “ve (human resource pracitioners) gone through all of these feelings. they've
gone through the thought process. they've made decisions that they 're having to live
with. Phone other people and get good quality advice (from) other professionals,
including other HR professionals... That's something that students of 1R do not
intuitively understand. they expeet that they are going to have to be so smart and make
all these decisions. Mostly you just have to be able to dial the numbers on the

telephone and you're probably going to be okay. (M2 . 1994)



CHAPTER Y

Summary. Conclusions. Recommendations, and Reflections

Once more. Democeritus. arise on carth.,
With cheerful wisdom and instructive mirth,
See motley life in modern trappings dressed.

And feed with varied fools the eternal jest:

“The Vanity of Human Wishes™

Samuel Johnson

Introduction

The final chapter of this thesis contains the summary. conclusions, recommendations
and reflections based on the study findings. The first section summarizes the rescarch study
the second section discusses the conclusions derived from the study @ the third section
proposes recommendations for further research, and the final section presents rellections on

the rescarch process.

Summary

The major purpose of this exploratory study was to examine the processes used by
human resource managers to resolve cthical dilemmas encountered during the excention of
their dutics.

This study sought to identify, from its rescarch data, events which present human
resource managers with ethical dilemmas. cthical principles u-ed .o guide their decisions.
and specific ethical dilemmas that the sample population had faced.

The study was guided in part by the individual interviews of four subjects, and by a
focus group that brought the four subjects together. During the individual inierviews, the
subjects were asked to provide information on their experience in human resource
management. their current job functions, and their personal ethics and values affecting
cthical decisions. They were also anived o recount a personal human resource management
dilemma. describe the company for which they worked, and define the ethies and values of
their employer. The focus group discu - ! factors that influence ethical decisions, suppested
a process for making cthical decisions, and debated whether it wis possible 1o teach ethical
decision making to human resources students.

The rescarch population was chosen from nominations made by the exccutive members
of the Human Resources Management Association of Edmonton (HRMAE) and the Human
Resources Institute of Alberta (HRIA) for the Grant MacEwan Community Collepe
DACUM (Developing a Curriculum) which would be used to develop human resource

nmnagcmcnl COUrSsCs.
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Data were interpreted using grounded theony procedures and techniques. To assist with
coding data. the software program ATLAS/t (Archiv fur Technik. Lebenswelt und
Alttagssprache, Technical University of Berlin) was used. The core category identified was
“process for making cthical decisions™ A story line was used to arrange all other categorics
in a clear and logical fashion. The ordering of categories allowed a statement about the
resulting relationships to be written. The siatement described the environment in which
cthical decisions were made, the clements affecting ethical decisions, the process for
making cthical decisions, the application of the process o cthical dilemmas, and the
teaching of ethics to human resource management students. Witls the support of the
statement, the categories were integrated to form a model for an cthical decision making

Process.

Conclusions

In the course of their work. the following evems presented human resource managers
with cthical dilemmas.

I. Camplaints of sexual harassment. where the complainant will not allow any action
1o be taken.

3 The use of short term disability Icave by an employee who does not appear cither
physicatly or mentally distressed.

3. Performance probiems that lead to correctiv. acti m and the terminatic: ~fan
cmplovee’s position with the company.

J4. Hiring practices that discriminate against a specific gender.

5. Managers who have not followed guidelines, policies or procedures and have
compromised the company’s values and ethics.

6. Scasonal recruiting that must choose beiween seasonal employees who have served
the company for § o 10 years, or providing the children of employees with summer
emplovment. or allowing permanent employees temporary experience in positions that
could lead to carcer advancement.

7. Usina confidential information for personal gain.

8. Managing change within an organization hat conflicts with the organization’s
rraditional values and operations,

9. ‘Terminating an employee without just cause and refusing to provide a fair severance
package.

10. The unintentional violation of company policy.

I'hese difemmas developed out of the primary job functions of the HR managers and
ilustrate some of the most pervasive ethical issues in the ficld. as identified by datricia
Melagan. When a sexually harassed employee does not want the perpetrator confronted. the

cthical issuc is maintaining confidentiality. Questioning the need for an apparently healthy
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employee to take stress leave raises the issue of personal bias. Performance problems and
managing change focus on being sensitive to the etfects of intervention and addressing the
consequences of the intervention. Hiring practices that discriminate against a specific group
evoke the issue of respect for population differences. Managers who compromise corporate
cthics have HR managers examining the issue of truth in claims, data. and
recommendations. Recruiting scasonal staft and the unintentional violation of policy raise
the issue of balancing company and individual needs and interests. Questioning the use of
confidential information for personal gain raises the issue of avoiding a contlict ol interest.
Refusing to terminate an employee without just cause led an HR manager to refuse an
inappropriate request.

To resolve ethical dilemmas, HR managers engage in a decision making process. This

study identified ten steps in the process:

awareness of potential problem

2. review values affected by situation

3. compare values to situation

4. evaluate compatibility of values to the situation
5. decide if a problem exists

6. gather information
conclusion
review action for consequences
9. decide how action witl be managed

10. implement action

The study found that the process relies on the HR manager™s expericnee as a human
resources professional, and is guided by personal beliefs, values and ethics, as well as the
HR manager’s knowledge of the employer’s corporate ethics, guidelines, policies, and
procedures. The ethics of the HR manager and the company should be compatible. H there
is significant incompatibility between corporate and personal cthics, the HR manager can
experience cognitive dissonance trying to reconcile dissimilar beliels.

Throughout the ethical decision making process. the HR manager should remam
objective. If the review of values, comparison of values to the situation. and evaluation of
compatibility are done objectively, then a rational decision can be reached. Objectivity
during the gathering of information should not favour any of the participants, but will allow
the HR manager to view the situation from many perspectives and choose a fair and
equitable action. While gathering information, the HR manager needs to be sensitive to any
falsiloquium that will effect a sound decision. When choosing, reviewing, and planning an
action, HR managers must remember that they ere seen by their organizations as excmplars

of ethical behaviour and their actions will be scrutinized.
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The study found that i IR managers do not make ethical decisions in isolation. Some
cthical decisions are determined by committees. The HR manager may sit on the committee.
or feed thoughts. perspectives and ideas to the group through a committee memb.r. Some
cthical decisions are made by guiding clients. such as fine managers. through the process.
Other cthical decisions are made by consulting colleagues in the human resources
community.

During the study. the HR managers spoke at length about the legal implications of their
cthical decisions. This suggests that HR managers could use information on legal processes

and fegislation that affect human resources.

It is recommended that corporate ethics be evident when the company is recruiting
human resource stall, An overview of the company s ethical standards and expectations can
be included in job postings and advertisements. Interviews provide an opportunity to discuss
and compare corporate cthics and the candidate’s ethics 10 determine compatibility. As part
of a successful candidate’s introduction to the compans. there should be a formal
orientation to any guidelines. policies, procedures. mandate and code of ethics. The new
homan resource employee should have no doubts as to what the corporation considers
cthical behaviour and what the consequences of unethical performance will be.

Organizations are advised to clearly define, publish and support their cthical
principles. Policies and procedures should establish the rights and wrongs of specific
situations, and give clear direction to employees as to what must be done. Guidelines should
set parameters in which employees and their managers can work and negotiate when
resolving ethical situations. Seminar. on ethical behaviour and corporate ethics and values
will focus attention on what the company betieves to be acceptable behaviour from its
employees. Employees should be encouraged to discuss cthical concerns with colleagues
and management to clarify appropriate actions and avoid cthical dilemmas. Management
will need to lead by example, modelling behaviour that reflects the organization’s ethical

values.,

Fluman Resource Management Practitioners

HR managers are advised to understand the ethical principles and expectations of their

emplovers, and model the appropriate behaviour. It is also suggested that they participate in
professional development activities that focus on cthical issues. cither at work. through a
hunian resources association, or through programs offered by educational institutions in the

community.
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Human Resources_Associations

Associations such as HRIA and HRMAT are advised to publish a code of conduct ora
statement of ethics tor their members. This code or statement should be open to the
membership for examination. discussion and periodic review to ensure that it is valid, 1t
should be revised as needed to reflect changes in the profession. Associations can also
provide a valuable torum for seminars. workshops and discussions about ethics and current

cthical problems of the profession.

Teaching Human Resource Management Lithics

1t is recommended that institutions offering programs in human resources look to the
HR and corporate communitics for program support. inese hinkages will make @ possible
to work cooperatively to develop programs which will address the needs of HR students and
the community in which they intend to use their new or enhanced shills.

An institution”s connection to the HR community can also be a rich learming resouree.
Content experts and HR practitioners should be invited into the classroom as fecrurers (o
discuss current ethical problems and solutions with students.

In the institution, cthics education should be integrated into the curriculum. to
emphasize that many aspects of human resource management have an ethical dimension. 11
the study of ethics becomes a separate course. there is the risk that it will be seenas
artificial, or as a means to an end. By using program content to generate ethical questions

and situations. cthics become a naturai and relevant part of the curriculum.

FFurther Study

This has been an exploratory work whick has yiclded @ model of the process human
resource managers use when reaking ethicar decisions. Reasons for further study in this
direction would be to revise. revine i possibly reject steps in the process. A sceond phase of
rescarch would require a more reliable and valid assessment method. This would require a
tast for the evaluation or interpretation of any experimental process.

Researchers who wish to conduct a simifar study should use o Lirger sompte of human
resource managers from a more diverse group of companies. The cscarcher should also
consider cenducting the study on a broader basis, such as proviacial or national to ascertain
if there are caltural differences in human resource communitics, and if diese sttect the
cthical decision making process.

Another arca for research is the examination of moral developmen . numan resource
managers and the possible carrelation to job satistaction and pertormance. Also there is
material for study in examining the levels of stress ercated when making cthical decisions,
and whether these levels increase with the amount of personal commitment a human

resource manager has to a deciston.
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Reflections

I hese reflections are for students and rescarchers considering a grounded theory
approach to qualitative analysis. [Uis an exciting and interesting method for examining
behaviour m a natural setting. It is also a method that will challenge a rescarcher’s
theoretical and social sensitivity.

During the study the researcher wrestled with twe major dilemras. One dilemma
concerned the subjects. Through the process of contaziing the participants. arranging {oi
mierviews. the interviews. the organization of the focus group. and the focus group sessiot.
an affabic v tonship developed with the subjects. This caused the researcher to question
whether it .5 possible to remain objective. There wis a desire to portray the participants in
the best Eght possible. When examining situations and guotations : *as necessary to ask if
the choice best illustrated a point. or if a safer choice was being mice to protect the
subjecis.

The second dilemma came during the cod'ing of the data. It was a creative proce:
scemed orkitrary., intluenced by factors such as the reading of related Titerature and the
rescarcher's health and attitudes. Ther, was a concern that a different day would produce
difTerent results. [ was important to clearky define cach code and review the definitions
cach time text was coded. or when there was any doubt abov + =1 caning and application
of a code.
vest the procedures and techniques we crable to complex

&

The difemmas sug
intluences and inconsistencics. These complexities need 1o be accepted to gain greater depth

and breadth in the data.
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Appendin A

Participazts™ Introductory Package

[n this appendix can be found a copy of the introductory package whicl was piven to
potentiai study participants. foutlines the purpose of the study. and the expectations of the

participants. A copy of the covering etter is also included.
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Ingrid Stammer
310750 - 84 Avenue
[ .dmonton. Alberta
161 2019

Gictober 4. 1993

Do .

Thank vou for offering to participate 1 this study on ethical decision making by human
resource management practitioners. Enclosed is an information package which will give a
briel bachground on the study, explain its significance and describe w hat a participant can
expeet once he becomes involved in the study.

I after reading this information package you still wish to participate. there is a briel letter
of consent for the you to sign at the end of the package. Once the consent form has been

cigned and returned 1o me. we can arraege a time and focation for the first interviews

When vou have decided. o i you have any questions please call me at 432-0079. 1 look

forward to heering from you =oen.

Sincereiy.

Ingrid Stammer



Research Into Ethical Decision Making

Background

Fhis study grew out of the Grant MacEwan Commun'ty Colfege (GMEC) study of
husman resource managenent practitioner’s competencies. The GMUC stady wasa result off
a4 needs assessment survey condu s ed by the college which indicoted that there was @ nead
for human resource management taining at ail fevels, the decision was made to conduet 4
curriculum development. The DACUM (Developing a Carriculum) process was chowe o
gather data.

The DACUM workshops used participants nominated by their i as yesotivee
management peers. The first workshop, DACUM 1L dey cloped a profile ol the bodies of
know ledge and categories represented in the human resouree management profession, and
identified general management campetencices. Pariicipants dentificd cleven major
components. DACUM 2A and 2B used these bodies of hnowledge and categories 1o
generate. segregate and prioritize competeneies. I'he two workshops combined to produce
the final profile whi . h consisted of 11 categories and a total ol 220 competenzies. The
profile we sent 1o the 380 members of the Human Resourees Management Assocition of
Edmonton (HRMAE) for validation. An additional DACUM. 20, was convened to further
define management competencies. The profile from this workshop consisted ¢t 7 categories
and 77 competencies. This profile was sent to 38 managers for validation.

For validation. competes . in both profifes were to be rated: | not important, 2
somewhat important. 3 = conseucrably important. extremely important. and H unable
to judge. Respondents were to determine which — oonter best deseribed how important the
competeney was for them to suceesstully carry o theis responsibilities.

In the management profile. under the catezory “Exhibit Persona® Competence” . was
the competeney: “Practice ethical behaviour: waintain conlidentiaiity, demonsirate
integrity. demonstrate honesty.” Ofall the competencies rated in both profifes, this reecived
the highest ranking. 3.9. Of the 38 management surveys completed. 36 rated the competencey

as extremely important (4).

Research Objective
You have been asked to participate in an explorators study which will examine the

processes used by human resource management practitioners to resolve cthical dilennnas

encountered during the exceution of their duties.
Significance of the Study

L studs has both practical and tieere o significance. | hie results of the stidy
should be of interest to institttions offering hrman resource managanent Courses.



instructors delivering human resource management courses. people working as human
resource practitioners. individuals concerned with human resource management issues. and
those who have responsibility 1o provide direction and feadership to human resource

Ill.’ll];l}.{L‘lllL‘Hl programs.

In terms of practical value. this study may have significance m providing insights for
those whose interests and/or direct involvement may be that of practitioners. and policy
makers committed to institutional human resource management program implementation. In
addition, the study will help practitioners requiring immediate application in the classroom
setting and a general theory base for Tutare course detivery.

The resuits of the study may have significance in providing human resource
management instructors information which ¢an be incorporated into courses taught for the
wiecess of individuals in the human resource management ficld.

>articipation

A a paiticipant. you can expect to spend between ten to twelve hiours on the study.
You will be participating in an interviev. a review o« the inferview transeript. a focus group.
and a review of the focus group iranscripi.

At the lirst interview vou wili be asked about your current position. employer. and how
cthics affect vou and the organization. You will atso be ashed to describe and examine the
most serious ¢raical dilen na yor have encountered as @ human resource management
practitioner. You will be asked to review and verify a traniscript of the interview. alter
which vou will be able to make changes add or delete information. and discuss auvy

CONCErns OF (quesiions.

As a focus sioup. the four partivipants wilt meet to discuss cthical concerns. and define
a process for resolving ethical dilenmas, Fach participant witl be asked to review and
verify a transeript of the focus grop, after which you will be able to make changes. and
discuss any concerns or questons.

Data will be collected from the interviews and [y cus group transeripts us g giotnded

theory procedures. Any conclusions, suggestions and/or theory will emerge from the data of
this study, and will be limited by the situational context of the study.

Fthical concerns and safeguards

Before consenting to participate in the study. it is important that you helieve you are

entering into a clear andd fair agreement. and that you have had a thorough explanation of the

proposcd research and the process in which you will be participating. Remember that
participation is voluntaryz you are free to withdraw from the study at any time and any

related data will be destroyed.



Phrough=at the process von will be Kept istormed about the progress of the study i
sy qestions o coneerns arise. please fC 0 ree to contact med Ingnd Staamer. at 432
DO

Lo protect your privacy. a pseudonym wili be assigned. and any references to
employers or work specific - iformation that is essential to the study will be reported in
broad terms or categories. Eoen though every attempt will be made to mamtain anonymity,
it is important to understand thae dhe study is based ona vers narrow population amd there is
a chance that an individual may be recognized or deduced from situations or informaticn
presented in the final report. 1 you are uncomtortable with this, please reconsider your
participation.

The rescarcher will be the only person with aceess to all transcripts and tapes of the
interviews and focus group. During the study. sensitive material will be kept secured at her
home. At the end of the study the material will be destroyed.

Neither your associates or any organizaiicn of which you may be a member will have
access to any of the interviews or refaied materials, Interested parties will bave aceess to the
final report in which you will not be vpecifically identified and every attempt w il be nuade
{0 preserve anonymity.

The study is not sponsored and cannot offer monctary compensation for your
participation.

One month after the thesis is Paund. all interview and focus aronp transeripts, tipes
and related materials will be des ooved.



Appendix B

Consent FForm

In this appendix can be found a copy of the consent form which will bu given to participants

sclected as the research poprifation,
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Consent Form

Thesis title Making Fthical Deci as
Rescarcher: Ingrid Stammer

University ol Alberta
IFaculty of Education
Department of Adulte Caveer and Technology Pducation

This is to certify that T agree to participate in the above rescarch study . Having been
contacted by the researcher. a graduate student in the Department oi Adult, Career and
Technotogy, T understand that:

(. The purposc of this study is to examine the processes used by human resouree

management practitioners to resolve ethical difemmas encountered duriag the

execution of their duties.

2. My name will not be disclosed atany time during this study orused in the resulting

thesis.

3. Any information I provide to the rescarcher will be hept confidentialand used solely
for the purpose of this study.

4.0 am participating in this stusy o0y voluniary o i Therefore. ) have a right to quit
or refuse to participats at any i

3111 choose to leave the study. any materials related to my condribution will be
destroved and will not be included in the thesis.

6. The results of the study will be mode availabie to me ibd so recues
7.1 have been fully informed as © the nature of the study and my mvolvement it

8. The thesis this study leads to will be available tor examination at the University ol
Alberta Library.

Signature of participant: Date:



Appendix O

Questions for Individual Interviews

In this appendix can be found the questions deveioped o guide the individual interviews.,
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How many vears have you been in Human Resources?
Iow long have you been in management?!

Do vou like your job?

How would you describe your organization?

Do vou participate in setting the guidelines?

How would vou deseribe your job?

What do vou like best about your job?

What do you like least about your v ork?

What kinds of pressures do you feel on the job?

When you think about your values - the things that matter yyou - which of those

arc important to you to find in an organization”

What are the explicit values of the organization? Things you might have in your

mandate.

What are the implicit values in the organization?
When vou think of ethics what does it mean o you?
Are vou always aware ol ethics?

Do ethics come up in specifie situations?

When the topic of ethics comes up in your organization. in what way does it usually

come up?
What do you consider the most serious ethical dilemma that you've encountered?

As vou worked through this dilemma, wha* Kind of questions and concerns did you

raise. or wvere raised for vou?
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Do vou feel satisficd with the decision that you made?

Do vou feel comfortable with the way you handled your decision?

Would vou make the same deessioas i vou had it to do over again®

Is there anything at all that you woald have done differentiy?

What hind of dilemmas are you facing now?

What kinds of things arce influencing vour decisions around this?

How dees the organization affect yeor ethical decisions?

)
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n this appe

Appendin D

Questions for Focus Group

¢ found the questions developed o guide e focus group



What factors atteet ethical decision makimng?
W hat circumstances. faets, intfluences contribute to ethical

Jdecision making”

Can vou suggest a process for making ethical decisions?

Suggest a course of action. or series ol steps.

Can cthical decision making be taught?

Could an effective course be developed?
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Appendix B

Dilemmas

In this appendix can be found a summary of the dilemmas discussed in the individual
interviews and the focus group. Fach scenario is accompanied by questions that are intended

to generate discussion about ethical decision making.
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The Major Dilemmas

Unfair Hirine Practices

Your company would like to fill a middle management position. You will be managimg
the process which will include advertising, reviewing resumes. selecting candidates tor
interviews and nuzotiating the employee’s pay and benetits package. There are over 200
applications for the position. As you begin to review the applications. a message tfrom the
exccutive committee is sent tetling vou not to include any female candidates.

How do you react to the message”?

Which “goods™ are in conflict?

Which values andsor ethics are affected?

Doces knowing that the management team will be changing in the near futine make a
difference to your actions?

Does the fact that vou enjoy yorur work make a difference to your actions?

What additional information would you need to make a decision?”

What would you do?

Flow would you implement your decision?

Unfair Termination

A flamboyant but competent and hard working employee is indisereet with gossip
about the CEO. He is made aware of her indiscretion and wants her terminated. You refuse
on the grounds that it is an unfair dismissal. and unless the employee is dealt with faiely and
paid a reasonable settlement, she will remain with the organization. The CLO is stubborn,
and develops a personal vendetta against the employee. Not only does he disband her
department but he makes your job very uncomfortable. The woman is shuffled from
department to department. She receives glowing compliments from hier supervisors, 1 any
of the super isors make moves to hire her in a permanent position. the CEO lets them know
that it is not 1 wise carcer move. The battle continues until the CEO finally tells you to pay
out the woman.

The woman receives what she considers a more than fair settfement. She is involved

with the community, and as she goes from one activity to another, she praises the company.

The people she comes in contact with are told that itis a wonderlful company with
wonderful people.

In the aftermath. it is clear that your stand has taken its toll. You no longer report
dircetly to the CLO.

Which “goods™ are in conflict?
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Which values and or cthies are affected?

What additional information would you need to make a decision?
I« maintaining vour ethics worth the wrath ofa CEO?

What would vou have done?

How would vou implement your decision?

Performance Management

A mianager comes 1o vou to discuss an employee’s performance problem. The manager
has pathered tie appropriate data and is abic to presenta convincing argument. From what
the manager sayvs. itappears that it is necessary o start a corrective action process. You
begin to work with the manager to prepare the proper documentation and to encourage the
employee to correet his behaviour. You realize there is a possibility that the employee may
hase to be terminated. which will also mean the end of his career.

The further vou go with the process the clearer it is that the manager has neglected to
tell you significant information related to the situation. There is stilt a performance
problem. but not to the degree that the manager indicated. The performance problem stitl
needs to be addressed. but could have been rectified without having to start the corrective

action process.

Which “goods™ are in conflict?

Which values and/or ethics are affected?

What additional information would yvou need to make a decision?

Where do you go from here?

What do vou do with the manager?

What do * oo do with the employee?

What do yvou do with the documentation gathered to support the corrective action
process?

How would yvou implement your decision?

Personal Gain

You are a human resource manager who wants to change careers. You like the
company that you are working for and would prefer io continue working for the
organization. Over the past few years. you have been struggling with information
concerning openings in the company. You don’t know whether to use the information for
(he best interest of the company. or to use it for your own purposes. You often discover that
other positions are being developed. or are being considered. months or years before anyone
else is even vaguely aware of the possibilities. This knowledge would allow you to promote
vourself, or establish yourself with the vice presidents or general managers who will be

hiring. as the best candidate for the position.



There have been several positions of real interest o you. Some would ine meant a
fateral transter into an operational arca. Other positions have tacluded several district
managers. which would be a promotion. You can see yoursell doing well irany of these

new career paths.

Which “goods™ are in conflict?

Which values and/or ethics are affected?

What additional information would yvou need to make o decision”

Is it unethical to use the information for personal gain, even it you are the best
candidate for a position”

Who would vou tel about your desire for a career change?

How would you proceed?

How would vou implement your decision?

Additional Human Resource Dilemmas

Sexual Harassment

An employee comes to you and says. I don’t want you to do anything about it but 1
feel that I'm being sexually harassed and | just want you to know about it.” Alter Hsiening
to the employee, it is clear that they have a legitimate complaint. You betieve there is an
obligation to do something about the situation. You try to convinee the person to aliow you
to share the information so that the situation can be rectified. but they absolutely retuse.

You realize that if the situation is not deait with, somebody else could be harassed.
then another employee. and maybe another. There is a potential threat to other employees.
There is a concern that the company could be held legally responsible. because it was aware

of the situation and did not address the problem.

Which “goods™ are in conflict?

Which values and/or ethies are affected?

What additional information would you nced to make a decision?

What do vou do with the information?

What should be done for the person who has been harassed?

Should the harasser be approached or kepi under observation?

How would vou implement your decision?

[ow would you begin to develop policies and procedures concerning sesual

harassment?
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Sich Leave
Phere is a progres-ion in your sick leave polics. The first four davs employees are
absent. they are using general sich days. Once they have missed five consecutive days, they

aron short e disability ap to 15 weess.

An emplovee has eome back from her doctor and said. “I'm under stress and my doctor

saivs that £ shoold take theee menths of 7 From observing her work. and that of other staft
who have tithen tress feave. you beiieve her elaim may not be valid.

She takes her feave, Wiiile she is gone, other staff come to you and say. “This stinks.
i his person is not under stress. vet she s off because of stress.”

You are in a position where youmust decide if the claim is fegitimate. and if'it is not.
what vou should do. You also have people concerned that other employees are abusing the
systenn This discontent is a'fecting morate. “We would all like to take two months oftat

(ull pay - and then be able to come back to work. and still have bolidays.”

Which “zoods™ are in conflict?

Which s alues and/or ethics are af{ected?

What additional imformation would vou need to make a decision?

How can yvou approach the employee without appearing to question her toyalty or

honesty?

How do vou resolve the discontent of the other employees?

Does the policy need to be revised?
What would you do?

How would vou implement your decision?

Terminating Employcees

You have a good and loval employee who is struggling. There is a performance issue
that needs to be addressed. The employee is being given every opportunity to succeed. but
nothing seems to help the performance problem. You feel that the employee is being

rewarded for past performance. The employee knows that he is not performing up to

company standards, and is beginning to develop further problems related to low self-esteem.

Y ou must decide when to terminate the employee and the circumstances under which the

cmployvee will be released.

What would vou do?

Which “goods™ are in conflict?

Which values and/or ethics are affected?

What additional information would you need to make a deciston?
How would you deal with the employee?

Would vou give the employee the opportunity to resign?

88



How do vou balance respeet tor the individual with the company “s business objectives?

How would you implement your decision?

Scasonal Employvees

Your company has 300 seasonal positions that are available every spring. Most ol the
seasonal employees have been working for 3 1o 10 vears. These employees wait tor their
supervisors to call to tell them when their positions are open. Very tew new workers are
hired for the seasonal positions.

The company has decided to offer some of these seasonal positions to the sons and
daughters of full-time employees. You have 435 candidates from the sons and danghters who
qualify for positions. You need to decide if you will hire all 15 candidates. or remain loval
to the scasonal employees and only use as many of the -5 as needed to Bl the few vacant
positions.

The union wants the scasonal positions to be posted internally so that permancent
employcees have an opportunity to gain experience that coutd fead to advancement w ithin the
organization. Their regular positions could be back filled while they try a new position.

You have three different groups that want aceess to the same jobs. You cannot mahe

everyvbody happy.

What do you do?

Which “goods™ are in conflict?

Which values and/or ethies are affected?

What additional information would vou need to make a decision?

How do you manage the scasonal employees?

How do you manage the children of full-time employees?

How do vou manage the union?

How do you manage full-time employees who want 1o test a new position?

How would you implement your decision?

You have a choice to cither pay out an employee or face a lawsuit. You have treated
the person fairly. At an exccutive meeting. the situation is discussed. Everybody at the table
agrees that the court’s decision would probably favour the company. I you go to court il
could be three years before the suit is settled. The executive committec agrees unanimously
to pay the person and get on with business. By paying the employee, he will leave the
company within the month and save the company time. resources and aggravation. You
agree with the decision, but do not feel that it is a fair solution. In your opinion, the

undescrving will gain financially.
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Which “goods™ are in contlict?

Which values and/or cthics are affected?

What additional information would you need to make a decision?
What can you do to resolve your inner conflict?

Did the committee make the right decision?

What would vou do differently ?

o would vou implement your decision?

Nepotism

You work for a farge public corparation. Ii has a strong nepotism policy that does not
allow the hiring of family members. Most of the people in the organization disagree with
the policy. On several occasions. you have been pressured to make a special deal and give
special favours that would have gone against the policy. To date. you have never knowingly
violated the policy.

You have just discovered that you unintentionally facilitated the hiring of an
cmplovee’s daughter. She was the best candidate for the position and is doing admirable
work. is a good team playver and is well liked by her co-workers. You do not believe that

anvbody will ever notice.

What do you do next?

Which “goods™ are in conflict?

Which values and/or ethies are affected?

What additional information would vou need to make a decision?
Do vou take it to your manager/supervisor?

flow would you implement vour decision?

Exccutive Parking

The managers in the organization are given free parking spaces. while the employees
are charged $45.00 a month for parking. Staft see this as incquitable and have openly
questioned the policy. You feel it is a trivial issue that has consumed too much time. Ata
recent staft meeting. the situation was aggravated when a manager said that the managers
deserved free parking.

The exceutive have asked you to suggest a way to resolve the situation,

Which “goods™ are in conflict?

Which values and/or cthices are atfected?

What additional information would you need to make a decision?

What would you suggest?

How would you carry out your solution?



Deductions

A company president. in charge of the company aud: has found a .17 cent diserepancey
on an emplovee’s cheque. He insists on discovering how the Toss occurred. You have been
asked te assist him. There are a great number of formes and ledgers to be reviewed. When
vou question the need for all the time and effort to find a mere 17 cents. the prestdent says,
“The emplovee worked for that .17 cents. The company owes her 17 cents i her

money.” The employvee did not know that she had lost .17 cents.

I vou were company president. would you have scarched tor the problem?
Which “goods™ are in conflict?
Which values and/or ethics are affected?

How would you implement your decision?

Other Dilemmas
Golf

At the Kemper Open Golf Tournament, Tom Kite warned his playing partner that he

was about to commit a rule infraction that would cost iim two strokes. The plaving partner
corrected his behaviour to avoid the two stroke penalty. He went on to win the tournament.
beating Tom Kite by one stroke. By coming in sccond, Kite Tost $9-1.000 in prize money. but

gained great respect.

Is respect worth $94.0007

Which “goods™ are in contlict?

Which values and/or cthics are affected?

What additional information would you need to make a decision?

Would you do the same as Kite if you knew it might cost you a victory?

Would you do the same as Kite it you krew that your playing partner could never win

the tournament?

Lost Contract

Your company is not expected to make the short st for a major contract. A
competitor’s disgruntled employee sends your company the list with the bids for the
contract. You can sce that vour bid is high. You choose to call the contractinz company to
tell them you have an unfair advantage. and that your bid will remain. Asa result you stifl
lose the contract. and have to terminate some of your employcees because the contract was

critical to the company’s survival.

Would you have done the same thing?

Which “goods™ are in conflict?
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Which values and/or cthics are affected?
What additional information would you need to make a decision?
What would vou have done dilferently?

Viow would vou implement vouar decision?

Foo Much Change |

You are working a charity casino. Atmidnight ycu begin to cash out. Patrons are
frantically plaving up to the last minute. Itis 11:50 and there is a line-up in front of your
cage. You have never done cash at a casino before. You find the chips are in odd
denominations and the process for exchanging chips for cash confusing. You are tired. A
gentleman who has been playing all night and losing heavily comes to you with a small pile
ol chips to < ash in. You put the money on the counter. He takes it and walks away. Once he
is gene vou secount the chips, twice. and realize that y -+ have made a mistake and given

him $200.00 extra.

What do you do?

Which ~“goods™ are in conflict?

Which values and/or ethics are affected?

What additional information would you need to make a decision?

What would vou have done if vou had been the player?

Too Much Change 11

You are at the check-out in the local supermarket and the cash registers are not

functioning. The cashier is struggling to count out your change. She gives you a handful of

change. You notice that there is a dollar more than you are owed. You ask her to recount the

change. She realizes her miscaleulation and thanks you for being honest.

Which “goods™ are in conflict?

Which values and/or cthics are affected?

What additional information would you need to make a decision?

It the cashier had been rude, or given poor service in some other way. would you still
eive back the doltar?

If vou kaew that the cashier would lose her job if she was out by a dollar. would you
vive the money back?

If vou were struggling to make ends meet and the dollar meant a litre of milk for your

child. would you give the money back?

Does the amount of money make a difference? Do you still mention the difference if it

ts several doltars or if it is several cents?



Lost Wallet

You have been on vacation for three davs, 1tis carly morning on the tourth day. You
are planning your itinerary and need an address thatis in your wallet. You cannot tind the
wallet. It contains $600.00 US cash. traveller’s cheques, your birth certificate, driver’s
license. credit cards and family photos, The Tast place sou remember using the wallet was at
a supermarket. You go through your coat pochets and ind the receipt which has the address
of the store and the cashicr™s number. You phone the store to ask it the wattet had been
returned. The gentieman on the phone checeks the vault and Finds the wallet there.

You go to the store to retrieve the wallet. The money., credit cards, traveler’s chegues
and other documents are untouched. You ask to sce the cashier to thank her and give hera
reward to show vour appreciation. The manager says that the cashier has the morning oft
and that he cannot accept any reward on her behalfl as it may not have been the cashier that

returned the wallet,

Which “goods™ are in conflict?

Which values and/or ethies are affected?

What additional information would you need to maie a decision?

What would vou have done if you had been the cashier and found the wallet?
What would you have done if you were a customer and found the waller?

What would vou have done it you were a customer who was unemploved. whose

family was in need of groceries and winter boots, and you found the watlet?
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