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EXPLORING PERSPECTIVES ON ETHICAL LE ADERS AND ALIGNMENT TO
COMPANY VALUES

ABSTRACT

In alignment with Organization Development (OD) key values, the focus of this paper is
on ethical leaders finding ethical organizations to align to and lead ethically in tothkyntent
of the paper iso identify if companies are inflating their brand through stating values which the
business model, organization or leaders do not demonstrate. Can leaders seeking values
congruence with organizations they will lead trust the publically stated valuds® is a very
preliminary exploration and exposes that the publically stated values really have little to do with
the execution of the business model, organization or its leadéis.research supports the very
essence of OD. ThiOs5)p appeerrs puescetsi v@rsa notnd st h(e2 Of a c «
(2008) determinants on ethical leadership as a starting point for an initial conceptual model for
ethical leaders to identify companies which may or may not be ethical, and aligned to their
personalethcs and values. The ability to use the ¢
and how the company is measured against its peers, in terms of social responsibility and ethical
practices is explored throughout the paper. Those companies named aaryigioterms of
focusing on values vs. only bottelme profit by Collins and Porras (1997), are examined in
terms of their stated values compared to Yuk
further areas of research. The limited scope of #nigle restricts the comparison to the
corporate stated values. Additional research is required to assess the external monitoring and
assessment of actions in terms of ethical practices. Ultimately the question is, will ethical
leaders take a fork in thieroad, accept a job and work for an unethical company to survive in
todayds mar ket place?



EXPLORING PERSPECTIVES ON ETHICAL LEADERS AND ALIGNMENT TO
COMPANY VALUES

Introduction

The objective of this researdh to assesshe alignment of corporate dackd \alues
versuswhat actually is executed in the company. Through review of the stated values on the
corporate web sites and annual reports and actual results as found in public communications, we
identify the level of consistency between intent antdcome. Ideally, further research will
identify one or more linkages between ethical organizations, management and steatdgies
provide guidance in definingugainable ethical business models.
As Fry and Slocum (200 8) nges$facingleadersdoday is theoneedt h e
to develop new business models that accentuate ethical leadership, employeeingell
sustainability and social responsibility without sacrificing profitability, revenue growth, and
other indicators of financial pexfr mance . 0 This statement alone
comprehend how to align <cruci al factors and
(Organizational Development) role in the process of focusing on ethical leadership and ethical
commnies. Cumming & Worley (2005) state Ols a proces®f applying behavioral science
knowledge and practices to help organizations build the capacity to change and to achieve
greater effectiveness, including increased financial performance and improviy ofusavork
life.
It is imperative we, in the field of OD, understand and in® the determinants for ethical
leaders if we are to retain the integrity necessary to deganizational change initiatives the
21% century tosustainable successComponents of this researcha@ pr emi sed on Yu
Grantsb6 perspectives on | eadership and strate
The scope of this Paper restricts the compar
determinants. Additional research will be required $seas external ethical assessments with
assessment of action in the context of ethical practices and actual results posted in organization
reports. The basic premise of this Paperods a
examine the organizaio6 s s andautcemggyyo confirm alignment wit
ethical standards and values.

Will leaders surviving the Global Ecomic Downturn (what this paper is calling the 2008

2009 financial situationpdhere to their ethical valuesdaproceed with their careerdigned

with their values or otherwise succumb to organizations that are not ethical? Are many of our
leaders compromising their ethical standards and joining corporations which have strategies that
are not aligned with theiralues to survive the Global Economic DownturfRe paper initiates
discussion surrounding the gaps of stated values for branding and marketing purposes versus
values deeply ingrained in corporate cultures and lived into by leaders of those organizations.



Research and Analysis Framework

This research framework is designed to identify the intersection of ethical leadership and

company characteristics deemed necessary to be authentically considered ethical and visionary in

accordance with Collins and Posr§l997) Figure 1, Variations of Ethical Alignment of
Leaders and Corporate Strategidlsistrates ethical alignment overlap variations of leadership
and corporate strategy ethical standards. By defining the framework of our analysis, only then we
can dentify what is truly a driving force within ethical organization#s we move towards the

top of the triangle, leader and corporate strategic ethics and values are aligned and the initial
posit is that will enhance the effectiveness of the leader. a¥8ess several large corporation

values and reflect on their actions to arrive at a preliminary identification of a model to simply

illustrate the gaps in statement versus execution later in this pay&r.start to lay down the

groundwork to research ahthe objective of the vision and strategy should be. Should the
objective be that leaders and corporate strategy ethics and values are congruent with the ethical
leadership determinants? Should it be that companies and leaders do what they sayiwmg matc

to ethical determinants? The broader, more intriguing question is if there is a a typical placement

based on the role of the company in the macrosocial system?

The steps within the simple framework for conducting aeykel conceptual analysis of

Figure:Company
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corporate values is as follows:

1.

OU AWM

STATED VALUES MATCH TO ETHICAL
LEADERSHIP DETERMINANTS

Review the values and principles of the companies that Collins and Porras have
previously identified as ethical and visionary cang@s;
Compare the company values to ethical leader determinants;
Assess the affinity of ethical leadership traits and the company values and principles;
Summarize the analysis, denoting ability of approach in filtering out companies;
Identify shortcomirgs in this approach; and
Identify areas for further research.
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Definitions

R.M. Grant in(2005) noted the paradox of valute most successful compan@sating
long-term shareholder value atbosewith a clearly dehed mission, where the compagives
precedence to goals other than profitability and shareholder returthargbals are based on

strong, consistent, et hietbialstrategyhcludesthe valuessand 6 s d
principles a company that consistently and sincerely cormng demonstrate in their business
model . The organizationdés ethical strategy i ¢

what it represents, and what it wants to achieve and how it intends to achieve it. This strategy
consolidates the orgamizz i o n 6'sand prindipalg isto a plan of action that often establishes

the boundaries by which the organization achieves its goals and how the strategy influences the
organi zat i@Mwls (2@8)definition ef anethical leaderinclude apects of ethical
behavior, motives (e.g., honest, trustworthy, altruistic and fair) as well as attempts to influence
the behavior of others through statements that address the importance of ethics, ethical standards
and the modeling of ethical behavior.

Research

In 1997, Collins & Porras identified the follovgrorganizations as ethical and visionary:
(1) Merck; (2) WalMart: (3) Procter & Gamble; (4) Disney; and (5) Hewlett Packer. Tiigoas
of this articlechose (a) Johnson & Johnson; (b) CNA; aonj)l Blue Cross Blue Shield for
examination purposes. With all of the referenced organizations, their company values were
located on their respective web site.

For purposes of this Paper, its authorsdé und
ehi cal values that mat ched Yukl 6s et hical | e a
summaries:

! For purposes of this short paper we focus on the values stated by the company in their
web sites to establish the foundation for a plan to go forward and completertati@sen
ethical leadership and factors, theories and results surrounding those ethical leaders, which are
successful in sustaining business results through an ethical business model.



Eikical Profie: Marck - (Gited Marck 2009)

*  External Review: Pharma Ethics (Fri, 06 May 2005) (Cited March
2009): Merck CEO Resigns - Vioxx deceptive Marketing / AIDS drug

experinents Foster Kids, Until the Vioxx debacle, Gilmartin and
Merckwere highly regarded in the pharmaceutical industry. Merck
was long considered one of the most ethical -- and profitable --
comparies,

+ Misslon Statement: The mission of Metck is o provide society with
supetior products and services by developinginnovations and solutions
thatimprove the quality oflife and satisfy customerneeds, andto
prmride employeeswth meaning ful work and advancemert
opportunities, and investors with a sperior rate of return,

*  Merckvaluesinclude;

= Qubusiness s preserving and i roving houman ffe.

- Weare committed io the hicheststandards of ethics and mteerity,

- We ae dedicated to the hughest level of scientific excellence and
conumit our research to mpoving human and animal health and the
yualityof ife

= We expect profits, but only fror work that satisfies customer needs and
henefits humanity,

- We recognuze that the shilty o excel - 1o most competitvely meet
sociefy's and customess' needs - depends on fhe integrity, Jnow e

magmation, skill dwersity and teamwork of our emp byees, and we

vahue these qualities most hiohly.

Ethical Profile: Proctor & Gamble (P&G) (Cited March 2009)

External Review Found: Ranked2ndin the FTSE4Good, Ranked2ndin
the KLD Indexes

Puwrpose: We will provide branded products and services of superior
quality and value that improve the lives of the world's consumers, now
andfor generationsto come. As aresult, consum ers will reward us with
leadership sales, profit and value creation, allowing our people, our
shareholdersandthe communitiesin which we live andwork toprosper.

P&G Values: P&G isits people and the valuesby which we live.

Integrity Leadership

Weare determuned toWeare all leaders in our

Ownership
Weaccept personal

Ethical Profile: Wal-Mart (Cited March 2009)

bethe best at domg  area of responsibility . with a accountability to meet our

what matters most.

deep ¢ to L

Wehave a clear vision of
where we are gomg

We focus our resources to
achieve leadership
objectives and strategies

Wehave a healthy
dissatisfaction with
the status quo.

Wehavea Wedevelop the capability to

compellingdesire to  deliver our strategies and
ins ganizations

improve and to win in
the marketplace.

o1 gs ationa

barviers.

Weall act like owners.,
treating the Company's
assets as our own and
behavingwith the
Companv'slong-termn
success inmind.

needs, improve our
delivermgleadership results. systems and help others
improvetheir effectiveness. .

External Review Found: 2001 - Boston-Locally basedKLD & Co. Inc.
tecently released a white paperanalyzingtts dectsion to remove
Bentonville, Atk -based Walhant Stores Ine from the Domind 400

Social Index SM(DSI 400) based onsveatshop conditions in overseas
vendor factories. (Cited KLD & Co 2001)

Wal-Mart's Values
Respedt for the Service to our
Individual Customers Striving for Excellence

Servant Leadership - Friendly Atmosphere - Continuous Improvement
Open Door Pleasmt Shopping  Dissatisfactionwith the
Accountability Expenience Status Quo

Open CommunicationsEvery Day Low Prices Results Oriented
PeopleDevelopment  Agaressive Hospitality [ntegrity Alwavs!

Trust SundownRule Competitive Spirit

Humility Satisfaction Sustamabihty

Carng Guaranteed Failure Allowance
Teamwork Senseof Urgaicy  Rusk-takingEncouraged
Empowerment The10-footRule  ExpenseControl
Confidentiality Community Minded Change Agents

Listening Quality Ahways! Compliance with the Laws
Diversity

Ethical Profile: Disney (Cited Marck 2069)

- External Review - Disney did not appear on the KLD, FTSE4Good, or
the Dow Jones Sustainability.

- The Disney web site stated they are on the corporate social
responsibility and sustainability index lists; KLD, FTSE4Good, and
Dow Jones Sustainability Indexes.

. The Walt Disney Company hascome a long way from the daysof
Steamboat Willie in 1928.But it is still true to its core missionof
providing quality entertainment forpeople around the world. This is
whatwe do. And we continue to do ithetter than anyone else does. So
whatdoes it mean to be part of the Disney team?

- Values Make Our Brands Stand Out;
- Innovation
. We follow a strong tradition of innovation.
= Quality . )
. We strive to follow a high standard of excellence.
We raintain high-cpuality standards across all product

categories.
- Corraunity
*  We create positive and inclusive ideas about farailies.
= We provide i pex forall i to
share
- Storytelling

= Ewvery product tells a story.
=  Timeless and engaging stories delight and inspire.
- Optimism
=  AtThe Walt Disney Corapany, entertainraent is about hope,

aspirationand pesitive resolutions.

—  Decency
- We honor and respect the trust people place in us.
Our fun is about laughing at our experiences and ourselves.







