


















































































































































HRM chain is induction. A lot of time and trouble has been made over selection
procedures, looking to appoint the very best candidate. Nevertheless, selecting someone
who is supposed to be suitable for a certain kind of work and bringing that person into a
productive relationship with the position are two entirely different propositions and is

sometimes brought up for question (Padaki, 2007).

2.14 CODE OF ETHICS

A code of ethics is seen as a set of rules that is used to guide the moral/ethical decision-
making and behaviour of individuals. Due to the fact that the law sets only minimum
standards of behaviour, some form of organisational regulation of ethical behaviour is
desirable (Weller 1988; Schwartz 2001 cited in Brinknell & Cohen, 2005). Thus Codes of
ethics fulfil this role by providing a statement of organisational values, duties and
obligations, and establishing the standards of behaviour expected of employees (Cassell,

Johnson & Smith 1997 cited in cited in Brincknell & Cohen, 2005).

In South Africa the need for a uniform code of ethics was established after the
professionalisation of human resource management. It is common that most professions
have their own ethical codes. According to Van der Westhuizen (1998 cited in Brand,
2008), an evaluation of the guidelines in the ethical codes of The Psychological Association
of South Africa, the Health Professions Council of South Africa, the Labour Relations Act,
Basic Conditions of Employment Act, Employment Equity Act and the Skills Development
Act, brought forward some issues of significance to consider with regards to recruitment
and selection ethics in human resource management. It is the duty of the human resource
management practitioner to ensure that ethics takes a priority in these processes (Brand,

2008).
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More and more companies are, rightly, developing and publishing value statements and
codes of ethics. The focus on such codes was encouraged by the Cadbury Report on
corporate governance, which in 1992 recommended that companies should adopt one. An
ethics code may include the guiding principles the organisation follows in conducting its
business and relating to its stakeholders — employees, customers, shareholders (or other
providers of finance), suppliers, and society in general. A code will also summarize the
ethical standards expected of employees. These may include conflicts of interest, the giving
and receiving of gifts, confidentiality, environmental pollution, health and safety, equal
opportunities, managing diversity, sexual harassment, moonlighting and political activity

(Armstrong, 2006).

In the area of Human Resources there are basic ethical responsibilities that focus on two
major reciprocal obligations: those of the employee toward the employer and organisation,
as well as those of the employer towards the employee. Thus the obligations for each party
differ and are spelled out in a contract. Nevertheless, a contract cannot possibly cover all
the situations that may be encountered by employees and employers. It is for this reason
that there needs to be more than a legal contract to tie these two parties. Within the contract
the legal rights of both parties are stated, however its existence does not essentially mean
that the ethical rights of either party will be respected (Pfeiffer & Forsberg, 1993 cited in

Razafiarivony, 2003).

These ethical rights come from ethical principles which should be in the “other unseen

contract” which binds employee and employer. This type of contract is spelled out in

various forms in many organisations: mission statements, codes of ethics, and codes of

51



conduct. Their very existence is intended to generate an environment where performance
counts, where expectations are understood and met, where prejudices and biases are
reduced to a bare minimum to allow the person to reach the highest level of development

(Trevino & Nelson, 1995 cited in Razafiarivony, 2003).

In addition to this, employees need to receive communication about any issue of relative
significance concerning ethical issues. The more that this information is communicated to
the employees the less they will be tempted to act unethically regarding the issue (Le Clair,

Ferrel, & Fraedrich, 1998 cited in Razafiarivony, 2003).

In order to apply business ethics, some absolute principles are needed that would generate
dependability. These principles would consider all the stakeholders of the firm. Inevitably it

should be a reflection of the firm’s mission statement (Razafiarivony, 2003).

In order to apply these principles a further step needs to be taken to the actual life of the
organisation, for instance some firms have designed a written code of conduct about the
operations of the firm. It is the manner in which this code is written and organised that will
establish whether employees will use it as a reference or not. If the code is misinterprested,
the code would be seen as a mere list of do’s and dont’s or the firm’s reaction to accidents
with legal claims that had happened in the past. Therefore such a document is not relevant
to the present of the organisation, and certainly not to its future (Hall, 1993 cited in

Razafiarivony, 2003).
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2.14.1 Conflict of interest

In the context of business, conflict of interest occurs when an individual acts in a way that
is to an individual’s advantage but at the expense of the employing organisation. At the
time of hiring, when an employee agrees to the terms of a contract, there is also an
unspoken agreement that the employee will not forfeit the interests of the organisation for
his or her own personal interest (Shaw, 1999 cited in Razafiarivony, 2003). It is seen that
conflict of interest infringes the principles of impartiality whether the “interest” may be

financial or not (Razafiarivony, 2003).

The crucial purpose of any code of ethics is to provide members of an association with
guidelines for making consistent ethical choices (Railborn & Payne, 1990 cited in Burke et
al., 2007). The ethical code also communicates significant expectations to members of the
professional body. This helps encourage self-regulation and the examination of personal
values (Malloy, Hadjistavropoulos, Donaud, & Smythe, 2002 cited in cited in Burke et al.,
2007). In addition to this, the code of ethics guarantees all stakeholders that members of the
profession are in fact competent, that they have a high level of integrity, and that they are
able to enforce significant moral standards (Malloy et al., 2002; Scherrer et al., 2002 cited
in cited in Burke et al., 2007). Practitioners are most often faced with the dilemma of two or
more ethical principles which are in direct conflict with one another and then having to

make a choice about which principle should be followed (Burke et al., 2007).

Influences on the Code of Ethics on employee behaviour by Brinknell and Cohen, (2005)
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Awareness is referred to as an employee's knowledge of the existence and whereabouts of
the code as well as the knowledge that it should be consulted when the employee comes
across a problem of moral or ethical importance. It has been disputed that even if
employees might not have read or understood the code in its entirety, their knowledge that
the code exists should have an impact on their behaviour (Trevino & Nelson 1995 cited in

Brincknell & Cohen, 2005).

Pickard (1995 as cited in Armstrong, 2006) identified the following for HR practitioners

which would assist in contributing to enhancing the awareness of ethical issues by:

e Deploying professional knowledge to develop and communicate an ethics policy and
field the response to it, holding training sessions to help people think through the issues and
monitoring the policy;

e Contributing to the structure of company strategy, particularly touching on mission and
values;

e sctting an example through professional conduct, on issues such as fairness, equal

treatment and confidentiality.

Thus to impact employee behaviour, the code needs to be expansively institutionalised/
communicated, and there should also be an enforcement instrument in place. Findings
showed that the institutionalisation of the code influences employee understanding of the
code, which in turn surfaced as an important aspect influencing ethical behaviour

(Brincknell & Cohen, 2005).
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2.15 ETHICAL CULTURE

Theorists generally agree that situational variables such as organizational climate can affect
ethical behavior of individuals (Deshpande, 1996; Kelly et al., 1989 cited in Bartels et.,
1998). Despite consensus regarding the importance of ethical climate, little empirical
research has been directed to studying the relationship between ethical climate and the
occurrence of ethical problems within human resource management (cited in Bartels et al.,

1998).

It is a known fact that organisations across the world manage their ethics both formally or
informally. Many of these organisations not only aspire to comply with externally enforced
requirements for ethics, but actually endeavour to make ethics a part of their usual business
day-to-day running. More often than not the aim is to integrate ethics in all aspects of
organisational life and decisions, to institutionalise ethics. These type of organisations are

often known for their ethical cultures (Van Vuuren & Crous, 2005).

There is, however, some doubt as to whether ethics management programmes that are
externally induced and/or aimed at solving or preventing problems, would necessarily
create sustainable ethical organisational cultures. Alternative approaches to get members at
all levels in organisations to attend to ethics because they want to and because it is the right
thing to do, are often overshadowed by fears of what could go wrong and what others ‘want

us to do’ to prevent it (Van Vuuren & Crous, 2005).

2.15.1 Cultural Influences on Ethical Standards

The ethical climate of the organisation can also influence the behaviours of individuals

within it (Soutar, McNeil & Molster 1996 cited in Van Gramberg & Menzies, 2006).

55



Further, the ethical values of an organisation promote types of behaviour and practices
deemed acceptable (Trevino 1986 cited in Van Gramberg & Menzies, 2006). Lovell (2002
cited in Van Gramberg & Menzies, 2006) argued that callousness, cynicism, hypocrisy and
malpractice often spread like a cancer within organisations and were key influences on the

ethical behaviour of HR managers in organisations (Van Gramberg & Menzies, 2006).

Those organisations with strong ethical climates are likely to clearly communicate the
norms about how to respond to moral issues for their members. Thus, when faced with an
ethical dilemma, individuals within organisations with strong ethical climates are likely to
choose more ethical behaviours which result in fewer incidents of ethical problems within
the organisation. Therefore, it was hypothesized that human resource managers working
within an organization with a strong ethical climate will report less serious ethical problems

and more success in dealing with ethical issues (Bartels et al., 1998).

Another methodological issue that deserves discussion is the use of human resource
managers. Limiting the sample solely to human resource managers may reduce the
generalisability of the study’s results to other types of managers. However, previous
research and theory report that human resource management may be supportive of top
management in efforts to manage organisational ethical behavior (Danley et al., 1996;

Martell and Bartels, 1995 cited in Bartels et al., 1998).

Moreover, Sunghapakedi, Rao and Viiell (1996 cited in Ross, 2003) emphasised that the

more precisely defined and lucid are the ethical structures, the greater the probability that

shared ethical cultures within the workplace will be established and enhanced. Thus notions
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such as trust and effective communication are recognised as integral in the advancement of

an organisational culture that fosters ethical behaviour (Ross, 2003).

2.16 HR AND ETHICS

It was ascribed Pratley (1995 cited in Erasmus & Wordsworth, 2006) that there is a twofold
objective to ethics, the first being that it evaluates human practices by calling upon moral
standards, and secondly, it may also give prescriptive advice on how to act morally within a

detailed situation.

2.16.1. Ethical issues that HR Managers may face

There are many ethical dilemmas that HR managers face in the workplace, this includes
sensitive issues arising during recruitment, hiring, training, compensation, promotion, job
assignment, job classification, counselling, rehabilitation, substance abuse monitoring,
discipline, benefits, terminations or layoffs, or retirement (Danley, Harrick, Schaefer,

Strickland & Sullivan 1996 cited in Van Gramberg & Menzies, 2006).

In addition they deal with issues associated with affirmative action, health and safety, and
harassment (Danley et al., 1996 cited in Van Gramberg & Menzies, 2006). HR managers
also deal with ethical dilemmas including favouritism in employment decisions,
inconsistency in pay and discipline, sexual harassment, sex and race discrimination, and
breaches of confidentiality (SHRM/CCH 1991 cited in Van Gramberg & Menzies, 20006).
By dealing with these issues, HR managers are able to make decisions within their own
interests, as well as those of the organisation that they believe are inherently ‘ethical’ (Van

Gramberg & Menzies, 2006).
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Wiley (1998 cited in Van Gramberg & Menzies, 2006) observed the frequency and
seriousness of misconduct in HR functional areas. What she found was that ethical
misconduct most often occurs in employment situations such as recruitment and selection
or staff discipline, followed by health, safety and security, and compensation. Former
significant areas of ethical decision making are in employment negotiations and labour
relations. It was Van Gramberg and Teicher (2005 cited in Van Gramberg & Menzies,
2006) who examined the ethics of decisions made in relation to industrial relations, and
argued that HR managers cannot make ethical decisions when dealing with workplace

conflict due to the fact that it challenges the very nature of what HRM is about.

According to Greenwood (2002 cited in Van Gramberg & Menzies, 2006), the ‘use’ of
human resources implies the use of people primarily as resources. Seeing that the HR
manager is an agent of the firm, tough decisions in relation to employee relations would see
HR making decisions associated with the organisation’s interest, and not necessarily in the
interests of employees, who may have their rights infringed. Regardless of this, Greenwood
(2002 cited in Van Gramberg & Menzies, 2006) states that most ethical analysis of HRM
presumes that employers have optimistic moral responsibility towards their employees,

over all other obligations, such as obligations to employers.

It was examined by Wooten (2001 cited in Van Gramberg & Menzies, 2006) that ethical
dilemmas faced by HR managers are in key HR activity areas such as economic justice,
employee honesty, discrimination and worker rights and safety. He recommended that
without a clear set of ethical guidelines for HR decision making, areas such as these would
remain problematic for the individual HR manager. In the same way, Legge (1998 cited in

Van Gramberg & Menzies, 2006) suggested that it is likely that HRM encompasses the
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values of the enterprise culture over other values. However, by avoiding other interests,
ethical decision making becomes an instrument to benefit profit making above all (Van

Gramberg & Menzies, 2006).

It is recognised that HR managers face a difficult balancing act, between career, business
and morally based demands, nevertheless it is suggested that it is of import for HR
managers to attempt for higher positions, and maintain the highest standards of ethics when

making decisions within organisations (Van Gramberg & Menzies, 2006).

It is therefore argued that any code of ethics for HR Managers should take into
consideration that the likely ethical stance taken by HR managers is that of ethical egoism
(the pursuit of self interest). Due to the fact that many instances of unethical behaviours go
unreported by HR managers provides a better understanding of the barriers to ensure an
ethical organisational climate and can also contribute to the development of a code.
Embedded in the agency theory and the rewards embedded in the employment contract

envisage a role for a code of ethics in the reward system (Van Gramberg & Menzies, 2006).

The HR manager may also have a role in avoiding misconduct occurring through
whistleblowing or reporting. Reporting on bad behaviour such as organisational pilfering,

corruption, bribery or price fixing are issues that ethical HR managers may face.

The business society is abounding with examples of unethical practices, which have
resulted in corporate collapses of organisations such as Enron, Worldcom, and Arthur
Andersen in the US and HIH and Onetel in Australia. Research found by Wiley (1998 cited

in Van Gramberg & Menzies, 2006) of HR managers that play distinct roles in ethical
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situations, include advisory, monitory, educator, advocate, investigative, questioning,
organisational and finally modelling type roles. By taking on these roles may have played a
part in thwarting such fall downs. On the other hand, for HR to be credible to take on these
ethical roles within organisations, they need to be able to make decisions in an ethical way

(Van Gramberg & Menzies, 2006).

Given this context, the focal point in this discussion is directed at the fundamental ethical
orientation of corporate HR action and in particular that of HR functionaries acting as a
conciliator between the organisation, most pertinently represented by line management
(often indirectly present) and outside consultants. Of course, the matter of whether and to
what extent the HR function pursues sound ethical practices is that the observation is not a
discretionary decision for HR management. This is the basis on which it is argued that HR,
firstly, is ‘in service’ of the organisation and its line management in particular who
represent HR’s ‘market’ and provides the validation for its presence in the organisation

(Roodt & Van Tonder, 2005).

Secondly, HR interfaces with a diverse facet of the organisation’s operating framework and
HR'’s social responsibility consequently also manifests in how it relates to and represents
the ‘supplier community’, consultants, job seekers, statutory institutions and the like. In fact
HR is a tripartite affiliation among line (as consumers of HR products and services), the
suppliers/vendors of HR services and products and of course HR itself. From this
perspective HR is seen to have no choice in whether it wishes to identify its responsibility

to these stakeholder constituencies (Roodt & Van Tonder, 2005).
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The assumption is often made as a point of departure, that the HR manager, the line

manager and the consultants are all capable in their respective jobs. Consider the following

(Roodt & Van Tonder, 2005).

e What rights of the line manager, the service provider/consultant and HR are influenced

e  Whether the demeanour of the parties are ethically acceptable that is right or wrong,

e Whether any legal parameters or frameworks are contravened or violated in the process,

e How these situations should or could have been dealt with so that it would disclose a
strong ethical orientation while at the same time not compromising the legal rights of

any of the parties in the relationship.

Human resource management should also assume ethical and socially accountable models,
processes and codes. It is suggested by Stead, Worrell and Snead (1990 cited in Brand,
2008) that there are certain ethical-driven exploits which can be taken despite the fact that

human resource management execute a strategy.

Actions such as these are (Brand, 2008):

e Ensure that an individual behaves ethically

e HR managers are seen as potent role models — their behaviours send clear signals about
the significance of ethical conduct.

¢ Ensure that the proper screening of potential employees are done (fair & just) to ensure
proper recruitment and selection process.

e Ensure that the references, credentials and other information of applicants are checked.

e Expand a significant code of ethics, which is dispersed to every employee, is firmly
supported by top management, refer to specific practices and ethical dilemmas, and is

evenly imposed with rewards for compliance and clear penalties for non-compliance.
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e Ensure that ethics training is provided. Employees need to be trained to identify and
deal with ethical issues.

e Ensure that ethical behaviour is reinforced via policies and procedures, various
communication channels and illustrated leadership.

e Create positions, units and structural instruments to deal with ethics. Some companies
even go as far as having ethics managers/directors at corporate level, as well as ethics

hotlines.

Organisations therefore assign corporate ethics management responsibilities to existing
corporate functions as over-and-above roles to be executed. Other examples of such
functions that can be given to ethics management responsibilities are financial
management, internal audit, compliance, corporate legal services, risk management,
procurement, the company secretariat, or the human resource function (HR) and/or one or
more of its associate functions (organisational development, employment relations or

human resource development) (Van Vurren & Eiselen, 2006).

HR has indeed played an active role as custodian of organisational values, regarding the
raising of the corporate ethical consciousness, the facilitation of ethical behaviour and the
promotion of ethical leadership (Arkin, 1996; Johns, 1995; Pickard, 1995; Pocock, 1989;
Wehrmeyer, 1996; US perspective provided by: Bartels, Harrick, Martell & Strickland,
1998; Caudron, 1997; Compton, 1997; Driscoll & Hoffman, 1998; Flynn, 1995; Greengard,
1997; Grensing-Pophal, 1998; Hosmer, 1987; Koys, 1988; Lawler, 1988; Losey, 1997;
Raelin, 1987; Smith & Carroll, 1984 cited in Van Vurren & Eiselen, 2006). However, what

is unclear, is whether HR should presume responsibility for ethics management, and
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whether HR ought to coordinate corporate ethics management proposals (Van Vurren &

Eiselen, 2006).

2.16.2 Arguments in favour of HR managing ethics

There are strong views held by several scholars on the role of HR in managing ethics. In a
survey conducted (N=1078) by Danley, Harrick, Schaefer, Strickland and Sullivan (1996
cited in Van Vurren & Eiselen, 2006) among corporate US HR managers, results showed
that 50% of the respondents considered “advocate of employees™ as a significant part of
their role. The “employee advocate” role is brought into line to what Ulrich (1997 cited in
Van Vurren & FEiselen, 2006) labels an “employee champion” role (one of the four major
generic HR roles as proposed by Ulrich). Other authors describe the role of HR as being the
“custodian” of organisational values (Armstrong, 1995; Torrington & Hall, 1995; Sadler,

1995 cited in Van Vurren & Eiselen, 2006).

Research by Foote and Robinson (1999 cited in Van Vurren & Eiselen, 2006) indicated that
HR managers professed themselves as custodians of organisational values. Foote (2001
cited in Van Vurren & Eiselen, 2006) also claimed that HR’s role as the “conscience” of the
organisation has a long pedigree. Lowe (in Foote, 2001 cited in Van Vurren & Eiselen,
2006) referred to the human resource management task as the organisation’s “arbiter of
justice and acolyte of benevolence” (p. 28) Woodd in (Foote, 2001 cited in Van Vurren &

Eiselen, 2006).

According to Driscoll and Hoffman (1998 cited in Van Vurren & Eiselen, 2006), “HR as

the ethics office isn’t an oxymoron” and “Safeguarding the business is human resources’

job. More and more, HR managers are taking the lead role by recognising the need for
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ethics programs and in making them happen” (p. 121). The reasons that are provided for
this is that those in leadership positions in human resources are highly valued within their
organisations for truthfulness, having the ability to solve intricate ethical dilemmas,
understanding the company’s culture and communicating it at all hierarchical levels in the

organisation.

It is claimed by Driscoll and Hoffman (1998 cited in Van Vurren & Eiselen, 2006) that
even in minor companies that do not have a separate human resources function, “ethics
initiatives properly fit as part of the human resources department” (p. 121). Wiley (1998
cited in Van Vurren & Eiselen, 2006) too, believes that HR has a stance to play in assuming
responsibility for ethics management. Her opinion is based on research findings which

revealed that it is fitting for HR to assume accountability for corporate ethics.

It is suggested by Donaldson (in Digh, 1997 cited in Van Vurren & Eiselen, 2006) that “70
per cent of the responsibility for values and ethics should fall to HR” (p. 92). Woodd (in
Foote, 2001 cited in Van Vurren & Eiselen, 2006) sees HR specialists as located ideally “...
at the heart of policy design and implementation, concerned in the training of employees,
and acting in response to change through organisational development” (p. 28). In a survey
conducted by the Society for Human Resource Management in 1997, in conjunction with
the Ethics Resource Centre, specified that “70 per cent of HR professionals are involved in
devising ethics policies and 69 per cent are a primary resource for their enterprises’ ethics
initiative” (Brewster, Carey, Dowling, Grobler, Holland & Wiérnich, 2003 cited in Van

Vurren & Eiselen, 2006).
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It is stated by Drummond (in Pickard, 1995 cited in Van Vurren & FEiselen, 2006) that HR
departments ought to be interested in managing ethics, seeing that ethics is about people’s
behaviour. He goes on further by saying that HR concerns itself with people’s standards
and behaviour as well as performance — in ethics management, standards and behaviour are
also critical factors. What also plays a factor in performance management in that
performance is influenced by ethically related issues, for instance, “treating others with
respect” would sway the interpersonal relationship facet that is present in performance

appraisal systems (Van Vurren & Eiselen, 2006)

Caudron (1997 cited in Van Vurren & Eiselen, 2006) is obstinate that “HR professionals
need to understand and implement ethical business behaviour” (p. 63). It is well-known that
of all the main functional corporate departments within an organisation, HR is seen to have
the greatest familiarity and proficiency with the major issues (work force diversity,
participative management, the abandonment of the lifetime employer/employee
relationship), which has helped enable to equip employees with the resources to align
company priorities with that of individual and group moral claims. He goes on to further
point out that most of specific issues covered by a corporate codes of ethics will to some

extent, communicate employees’ contracts with the company.

This is a reason why the HR manager should have a rigorous amount of participation in the
formulation, articulation, dissemination, implementation, assessment, and revision of
company ethics policies, codes, guidelines, as well as ethics management programs. By
increasing the intensification of the HR contribution to business ethics programs adds a

measure of substantive involvement to HR responsibilities — a development that promises
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to grow to be more profound in future (Berenbeim, 1991 cited in Van Vurren & Eiselen,

2006).

To achieve the goals of encouraging ethical behaviour within organisations, HR managers
need to be more involved in corporate ethics initiatives. It is suggested that an employee’s
evaluations of equality, or justice, within the organisation play an important role in
accomplishing valuable ethics management outcomes, thereby fostering fairness in the
organisation generally as well as within a specific context of ethical programs (Weaver &

Trevino, 2001).

Subsequently, the HR function should play a crucial role in the organisation’s efforts to
assist with ethical issues, since HR's function is essential to the management of fairness in
present-day organisations (Weaver & Trevino, 2001). A study of ethics programs
conducted in the Fortune 500 service and industrial organisations established 28 percent of
these firms had an HR officer that was ultimately responsible for ethics/compliance

management (Weaver, Trevino, & Cochran, 1999b cited in Weaver & Trevino, 2001).

If issues of fairness are ignored by the HR function, an unsatisfactory outcome would mean
expensive corporate ethics initiatives went to waste (Weaver & Trevino, 2001). It is for this
reason that ethics program activities and goals, in effect, need to be constant with other
organisational measures. This is in maintenance with other research which show the
importance of internal and external consistency in HR programs (MacDuffie, 1995 cited in
Weaver & Trevino, 2001). For example, if the workforce are held answerable to the
standards of an ethics program, and these standards are not integrated into performance

appraisal standards and reward, compensation, and benefit systems, the end result can be a
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sense of inequity or unfairness as the terms of exchange with the organisation have been
altered. Perceptions of unfairness can develop if integration is discerning or uneven, so that
some parts of the organisation (executive leadership) are not kept at similar standards as
others (rank and file employees). Therefore the integration of the ethics program, influences
ethics program effectiveness in part for the reason that it is an issue of fairness (Weaver &

Trevino, 2001).

It was noted earlier, that HR staff and functions at present have at best a supporting
responsibility in business ethics initiatives. Nevertheless awareness to the control
orientation and integration of ethics programs, and the fairness perceptions and other
outcomes they produce, indicates that HR is exclusively well-suited to manage ethics
proposals. Thus it is seen that HR has a critical role to play in both the control orientation

and integration of an ethics program (Weaver & Trevino, 2001).

HR staff must ensure that those initial impressions and resulting role identity incorporate
recognition of the magnitude of ethics. The selection process itself can influence the
fairness of a new employee's expectations about ethical behaviour within the organisation.
If these prospective employees observe that the hiring procedure does not treat people
fairly, they may presume that ethical behaviour is not an important aspect within the
company, and that “‘official" pronouncements about the significance of ethics can be
discredited. Thus, HR staff can also play a vital role by ensuring that the employee
selection process is just; lack of fairness in the process sends an unwanted but prominent

message to new employees (Weaver & Trevino, 2001).
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The development of an ethical perspective of human resource management (HRM) is still
in its early stages. It arises in part from concern of some writers with uncritical acceptance
of soft HRM as ‘ethical’. Many have voiced concern about the double-edged sword of soft

HRM (Greenwood, 2004).

Within HRM literature there remains an implicit assumption that there is a direct and
positive association between engagement of employees through soft HRM practices and
ethical behaviour of employees. There is an obvious soundness of logic to the conjecture
that the more an organisation interacts with its employees the more likely the organisation
will show responsibility and accountability towards these employees. The method seems
evident. Throughout soft HRM practices such as employee consultation, training and
development, and valuing each other the organisation and the employees are more likely to
be aware of, to accept and to act in each others best interests. The problematic part is that
this occurrence could exist, and is believed that it should exist. It is challenging not just
because it may be erroneous but, more importantly, as it may be misleading. Soft HRM

may in fact be unethical, which brings forward the concern (Greenwood, 2004).

Analysis of mainstream HRM research has come to pass from within its own ranks and
from outside. Concern is expressed by Wright and McMahan (1992 cited in Greenwood,
2004) regarding the lack of a theoretical support in HRM. It was Alvesson and Willmott
(1996 cited in Greenwood, 2004) who spoke of silence about issues such as inequity,
conflict, domination and subordination, and manipulation within both conventional and

more progressive accounts of management and organisational theory (Greenwood, 2004).
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Unethical behaviour comprises of covering up incompetence, fraud, bribery, corruption,
sexual harassment, nepotism, victimisation, subjective and arbitrary decisions, and
disclosure of confidential information, tax evasion, speed money and inefficiency.
Therefore it is essential for an individual to understand how external authority understands
the disparity between correct and incorrect before that individual learns to assess rules of
independency. A successful code of conduct is one that has an influence on the behaviour
of an employee. It does so by emphasising the fact that ethical behaviour is an institution

priority (Mafunisa, 2008).

2.16.3. Ethical considerations
Ethical standards need to be considered by HR specialists in three ways: their manner as
professionals, the values that oversee their activities, and the ethical standards of their firms

(Armstrong, 2006).

Values

HR professionals are part of management, therefore, they are not there to act as substitute
representatives of the interests of employees. On occasion there will be situations when in
their professional capacity HR specialists should speak out and contest plans or actions that
are clearly inconsistent with the values of the organisation. They should also ensure that
their best is done to influence changes in those values where they feel they are

indispensable.

They must not endure injustice or inequality of opportunity. If redundancies are predestined

as a result of business-led ‘slimming down’ or ‘taking costs out of the business’ processes,

they must make certain that the organisation takes whatever steps it can to mitigate
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unfavourable effects by, for example, relying primarily on natural wastage and voluntary
redundancy or, if people have to go unwillingly, doing whatever they can to help them find
other positions (outplacement). Acting within a support function that is a hard nosed
entreprencurial environment is difficult for HR specialists and may often find that they can
remain unconcerned about developing and helping to maintain the core values of the
organisation in line with their own values on how individuals should be managed. If this is
strongly the case the HR professional may have to make a decision on whether he or she

can remain with the organisation as it is not always reconcilable (Armstrong, 2006).

It seems to be quite clear cut that the activities and roles of HR specialists and the demands
made upon them as described above are unavoidable, in Thurley’s (1981 as cited in
Armstrong, 2006) words, HR practitioners are often seen as ‘specialists in ambiguity’. This
may arise due to the fact that their roles are ill-defined (they are unsure of where they
stand), their positions are not fully recognised, or top management and line managers have
vague views about their value to the organisation (Armstrong, 2006). Uncertainty in the
role of HR people can result in uncertainty between ideals and reality. According to Tyson
and Fell (1986 as cited in Armstrong, 2006) a disparity exists between the ideologies and
definite realities of organisational life to which HR managers, ‘as organisation men or

women’, have to conform (Armstrong, 2006).

The ongoing debate between HRM versus personnel management has been caused by, but
has also supplied to this ambiguity. HRM sees people as a key resource to be utilised in
order to further the objectives of the business, thus is management-oriented. Customary
personnel management, on the other hand, has tended to be more people-oriented, taking

the stance that if their needs are fulfilled, the organisation as well as its members will profit
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from this. It does not make the HR professionals life any easier as they often find

themselves being pulled in both directions (Armstrong, 2006).

2.16.4. Conflict in the HR contribution

Sometimes HR practitioners have to ask themselves, ‘Who is the client — the company or
the employee?’ There is a fine line that they have to walk in order to serve the company
that pays their salary and serving the company’s employees. Another aspect that they may
be involved in, is counselling employees over work problems. In order for this relationship
to work there needs to be complete trust between the employee and the HR practitioner thus
maintaining confidentiality. The dilemma occurs when something might be revealed which
is of importance to management and this places the counsellor in an awkward place — to
betray or not to betray the trust? There is no right and wrong answer to this question,
although the existence of a code of professional conduct, a set of values and a company

ethical code can assist in giving some sort of guidance (Armstrong, 2006).

HR specialists, as Thurley (1981 as cited in Armstrong, 2006) comments ‘work against the
grain’. As values may differ from those of line managers can cause potential conflict. On
other hand conflict is seen as inevitable in organisations that are pluralistic societies, the
members of which have diverse frames of reference and interests, predominantly self-
interest. Management may have their own priorities: ‘Increase shareholder value’, ‘Keep
the City happy’, ‘Innovate’, ‘Get the work done’. Employees might have a completely
different set: ‘Pay me well and equitably’, ‘Give me security’, ‘Provide good working
conditions’, ‘Treat me fairly’. HR specialists, as noted above, may find themselves

somewhere in the middle (Armstrong, 2006).
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2.16.5. Conflicts in the HR contribution can arise in the following ways (Armstrong,
2000):

o A clash of values — line managers may only consider their workers as factors of
production to be used, exploited and dispensed with in accordance with organisational
imperatives.

e Different priorities — management’s priority may be to add value — make more out of less
— and if this involves getting rid of people, that is too bad. HR people may recognise the
need to add value but not at the cost of employees.

e Freedom versus control — line managers may want the independence to get on with things
their own way, interpreting company policies to meet their needs; the thrust for transference
has encouraged such feelings. Nevertheless HR specialists will be concerned about the
accomplishment of a dependable and equitable approach to managing people and
implementing HR policies. They will also be concerned with the achievement of a proper
degree of compliance to employment and health and safety law. They may be given the
accountability for exercising control, and conflict is likely if they use this authority too
rigidly.

e Disputes — if unions are recognised, HR specialists may be occupied in conflict during
the progression of resolution. Even when there are no unions, there may be conflict with

individuals or groups of employees about the resolution of grievances.

2.16.6. The best fit approach

This approach emphasises the significance of ensuring that HR strategies are suitable to the
circumstances of the organisation, including its culture, operational processes and external
environment, as HR strategies have exacting needs of both the organisation and its people.

For the reasons given above, most commentators accept that ‘best fit’ is more crucial than
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‘best practice’. There can be no widespread prescriptions for HRM policies and practices.
This is not to say that ‘good practice’, or ‘leading edge practice’ method that does well in
one successful environment, should be disregarded. ‘Benchmarking’ (comparing what the
organisation does with what is done elsewhere) is also a valuable way of identifying areas
for improvement or expansion that are practised to good effect elsewhere by leading
companies. But having learnt about what works and, ideally, what does not work in
comparable organisations, it is up to the firm to decide what may be relevant in general
terms and what lessons can be learnt that can be adapted to fit its particular strategic and
operational requirements. The starting point should be an analysis of the business needs of
the firm within its context (culture, structure, technology and processes). This may indicate
clearly what has to be done. Thereafter, it may be useful to pick and mix various ‘best
practice’ ingredients, and develop an approach that applies those that are appropriate in a

way that is aligned to the identified business needs (Armstrong, 2006).

2.16.7. What human Resource policies are

HR policies are continuing guidelines on the approach the organisation intends to adopt in
managing its people. They define the philosophies and values of the organisation on how
people should be treated, and from these are derived the principles upon which managers
are expected to act when dealing with HR matters. HR policies therefore serve as reference
points when employment practices are being developed, and when decisions are being
made about people. They help to define ‘the way things are done around here’. HR policies
should be distinguished from procedures. A policy provides generalized guidance on the
approach adopted by the organisation, and therefore its employees, concerning various
aspects of employment. A procedure spells out precisely what action should be taken in line

with the policy (Armstrong, 2006).
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2.16.8. Why have HR policies

HR or employment policies help to ensure that when dealing with matters concerning
people, an approach in line with corporate values is adopted throughout the organization.
They serve as the basis for enacting values — converting espoused values into values in use.
They provide frameworks within which consistent decisions are made, and promote equity
in the way in which people are treated. Because they provide guidance on what managers
should do in particular circumstances they facilitate empowerment, devolution and
delegation. While they should fit the corporate culture, they can also help to shape it

(Armstrong, 2006).

2.16.9. Overall policy

The overall policy defines how the organisation fulfils its social responsibilities for its
employees and sets out its attitudes towards them. It is an expression of its values or beliefs
about how people should be treated. Peters and Waterman (1982) wrote that if they were
asked for one all-purpose bit of advice for management, one truth that they could distil
from all their research on what makes an organization excellent, it would be, ‘Figure out
your value system. Decide what the organisation stands for.” Selznick (1957 as cited in
Armstrong, 2006 p. 149) emphasized the key role of values in organizations, when he wrote
‘The formation of an institution is marked by the making of value commitments, that is,
choices which fix the assumptions of policy makers as to the nature of the enterprise, its

distinctive aims, methods and roles.” (Armstrong, 2006 p. 149).
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2.17 CONCLUSION

Within organisations today HR managers need to focus on what it means to make ethical
decisions, as well as to decide on which ethical perspective they will use as a moral
compass to make decisions. The development of a professional code of ethics is most likely
the next step in the evolution of HR managers as professionals and should arguably bind
HR practitioners, consultants, and their associations. HR managers have many conflicting

demands which influence their decision making.

Such demands include the conflicts in the HR role, the demands on HR managers by their
directors and their own ethical standpoints. Another fact that was revealed was that there
was a reticence in the research for key staff to report unethical conduct for fear of reprisal
and the future of their own careers in the organisation. According to international research,
results indicated that HR managers are likely to be ethical egoists, and will most likely
make decisions that are within their own self-interest, however, can also be decisions within
the interests of the organisation, as long as those interests are properly associated and

agency problems are reduced (Van Gramberg & Menzies, 2006).

A substantial amount of influence needs to be assumed by the HR function with regards to
ethical organisational behaviour seeing that human behaviour is closely linked to ethical
behaviour, which is an area that practitioners are assumed to be experts on. Hence it is for
this reason that professional HR associations and their members (HR practitioners) should
embrace their ethics management accountability. The nature and extent of this
accountability should, however, be elucidated and specific ethics management roles within

this broader conscientiousness should be identified and clearly demarcated. For instance,
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HR tertiary education and professional training need to include business ethics knowledge

and an ethics management competence (Van Vuuren & Eiselen, 2006).

Managers should not only be made aware of corporate ethical values through ethics codes,
but should also recognize managers’ ethical ideologies when formulating ethics codes as
this could avoid misinterpretation and misapplication of organisational values and
intentions (Fernando et al., 2007). In order for HR professionals to unlearn old and be open
to learn new skills there needs to be an ongoing process where HR professionals are
audited, thus it should not be a single event, a regular occurrence which will help ensure
consistency. To create a learning environment for HR professionals it has been evidenced
that HR professionals invest annually in their own development by soliciting feedback on
their performance, attending conferences, benchmarking practices, reading, and keeping

abreast of innovations in their areas of expertise (Ulrich, 1997).

Due to the fact that HR practitioners are faced with overt and covert ethical dilemmas, there
are constant tensions that need to be resolved (Kaschak & Hill, 1999). Hence turning to the
ethical code may not always provide clear cut solutions to these dilemmas, and can
intermittently add to the confusion. It has been argued that current training practices may
not equip practitioners adequately to solve ethical dilemmas (Burke et al., 2007). This, in
turn, provides even more cause to involve HR in the ethics management effort, as HR plays
a crucial role in determining an organisation's overall ability to treat people fairly (Weaver

& Trevino, 2001).

This indicates that ethical conduct means much more than abiding by a letter of a rule. It

means assuming a responsibility to do what is right and honourable at all times to
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encourage the greatest good of the greatest number of people even if some inconveniences

have to be endured in the process (Iyaoha & Kingsley, 2007).
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CHAPTER 3
RESEARCH DESIGN AND METHODOLOGY
3.1. INTRODUCTION
The present chapter provides an outline of the research design and the investigative
procedures used in this study. The sample is described with reference to the selection
procedure adopted and the characteristics of the sample. The measuring instruments used
are introduced and their aims, nature and composition briefly discussed. Finally, the

objectives of the study are stated briefly and the data analysis techniques are presented,.

3.2. OBJECTIVES OF THE STUDY
The main objectives addressed in this study will be:
e To determine if HR has the potential to influence ethical judgment within the

workplace.

e To ascertain how Ethical Ideology amongst HR employees affects ethical judgment
with an organisation.

e How promoting an ethical culture can have a positive effect on the workforce of an
organisation.

e To determine gender differences in ethical judgment.

e To determine which factors are most influential in ethical judgment

3.3 SAMPLING DESIGN
A total of one hundred and fifty (150) HR staff formed the sample for this study. The

respondents were drawn from a major retail organisation in Cape Town.
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3.3.1. Population and Sample

According to Babbie and Mouton (2001), a population can be defined as a specified
aggregation of a study of elements. Hence, a population refers to the entire group of people,
events, or things of interest that the researcher wishes to investigate. Studying a sample
rather that an entire population has its benefits, since, it leads to outcomes which are more
reliable because there will be fewer errors in data collection than if the entire population

were tested (Nkosi, 1999).

In agreement Sekaran, (2003, p. 266) maintains that sampling is “the process of selecting a
sufficient number of elements from the population, so that a study of the sample and an
understanding of its properties or characteristics would make it possible for one to

generalise such properties or characteristics to the population elements.”

The research population that used for this study consisted of a major retail business within
the Western Cape. A sample can be seen as a set of elements or that element which can be
considered for selection in some stage of sampling (Babbie & Mouton, 2001). Sekaran
(2003) specifies that a sample size of between 30 and 500 is sufficient for most research
studies. Given a population of 150 HR employees in the retail organisation, Sekaran (2003)
suggests that a sample of 80 would constitute an acceptable sample size. This, moreover,
should enable the researcher to be more confident of the findings as a large sample is
argued to counteract the fact that a convenience or non-probability sample is envisaged to

be used (Sekaran, 2003).
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3.3.2. Sampling Technique

Information can be gathered form various sources, for example, individuals, groups,
company records, media and publications. Sekaran (1992) indicated that interviewing,
questionnaires and observing people are the three popular methods in terms of obtaining
information for research. The research instrument used in this study was a questionnaire
which Sekaran (1992, p. 200) defines as “a preformulated written set of questions to which
respondents to which respondents record their answers, usually within rather closely

defined alternatives.”

3.3.3. Sampling Method
Research is conducted in order to determine the acceptability of hypotheses that have been
derived from theories of behaviour. Samples can be divided into two categories, namely

probability samples and non-propability samples (Babbie & Mouton, 2001).

For this research study a non-probability sample will be used. A non-probability sample is
appropriate with the use of convenience sampling; this will allow the most accessible
members to be chosen as research subjects. The advantage of this approach is that it is
quick, convenient as well as is known to be one of the less expensive methods to
administer. However, the drawback that is experienced with this method is that the findings

are not generalizable, as the subjects are not chosen randomly (Babbie & Mouton, 2001).

To overcome these drawbacks Sekaran (2003) maintains that it is advisable to use larger

samples, hence the use of a sample size of 150 which exceeds the minimum acceptable for

the purposes of the generalisbililty.
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3.4. CHARATERISTICS OF THE SAMPLE

The sample consisted of the HR staff within the specific retail organisation used. As the
company is separated into various divisions, due to the fact that there are various trading
companies, all aspects will be covered - for instance Recruitment, Training and

Development, Salaries, Industrial Relations and General Administration.

3.5. DATA COLLECTION METHOD

Data can be collected in a variety of ways in different settings and from different sources.
Data collection methods include face to face interviews, telephonic interviews,
questionnaires, and observation (Sekaran, 1992). The data collection method used for this
study was a questionnaire. A questionnaire is an instrument that a researcher uses to
measure variables. The researcher conceptualises and operationalises variables as questions.
Respondents read the questions themselves and make answers on a questionnaire (Neuman,

1997).

3.6 PROCEDURE
A cross sectional research method was utilised. One hundred and fifty HR staff were

targeted.

The questionnaire that was used consists of an adapted version of multiple studies that have

been undertaken to determine ethical judgment as well as be based on the comprehensive

literature review.

Respondents for this research comprised all HR staff within a retail organisation in the

Western Cape. The researcher approached top management to obtain permission for the
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research and to assist in the distribution of the questionnaires. A cover letter was attached to
each questionnaire and handed to respondents, this was to assure respondents that their
information would be kept anonymous and confidential. They were made aware of their
important role and the requirement of honesty when responding to help to ensure the

accuracy of the results.

3.7 BIOGRAPHICAL QUESTIONNAIRE

A biographical questionnaire soliciting information respondent gender, race, age, income,
tenure, salary, and educational level was compiled. The data with respect to these
biographical questions was graphically presented and discussed to provide an indication of

the most salient findings with respect to these variables.

A QUESTIONNAIRE DEVELOPED BY THE SOUTH AFRICAN BOARD FOR
PEOPLE PRACTICES

The questions elicited specific information regarding ethics. These questions related to the
adequacy of training in ethics during formal education. In addition 20 opinion related
questions, each measured on a 3-point ordinal scale (small extent/moderate extent/ large

extent), elicited information regarding the role of HR dealing with ethical issues.

An ordinal scale is defined as a total pre-order of objects; the scale values, themselves have
a total order of names that maybe used like “bad”, “medium”, “good.” If numbers are used
they are only relevant up to two strictly monotonically increasing transformations (order

isomorphism). Thus the data is shown in order of magnitude since there is no standard on

measurement differences (Sekaran, 2003).

82



Finally 12 yes or no questions elicited specific information about exposure to a context

where ethics is managed within the organisation.

ETHICAL POSITION QUESTIONNAIRE

Items from the Ethical Position Questionnaire (EPQ) were originally published in Forsyth
(1980). A taxonomy of ethical ideologies. Journal of Personality and Social Psychology,
39, 175-184. The original response scale used was a 9-point scale, although the version
presented uses only a 5-point scale. Idealism scores are calculated by summing responses
from items 1 to 10. Relativism scores are calculated by summing responses from items 11
to 20. As this scale is used for research purposes primarily, normative data are not

available.

The EPQ Questionnaire is completed on a Likert scale requiring respondents to indicate
whether they agree or disagree with each statement. The Likert scale has numerous
advantages. First, it is easy to construct. Second, a Likert scale yields precise and reliable
information. Third, the Likert scales can be utilised to measure multidimensional domains.
Finally, the responses permitted with the Likert items make subjects feel at ease in
indicating their position. The Likert scale being used, where, 1-represents disagree strongly,

2-disagree, 3-neutral, 4-agree, 5 agree strongly.

3.8 RATIONALE FOR THE UTILISATION OF THE QUESTIONNAIRE

Psychometric properties of the measuring instrument

The rationale for the use of this questionnaire is that no other questionnaire suited the exact

need of this research as well as the fact that there was a limited amount of questionnaires
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relating to this particular topic; and even then the questions were not all suitable to this
particular topic. Questions used were based on a similar study conducted by Forsyth (1980)
who used the Ethical Position Questionnaire to help determine ethical ideologies with
regard to relativism and idealism, and lastly by Van Vuuren and Eiselen (2006), A role in
corporate ethics, a South African practitioners perspective who measured the adequacy of

training in ethics during formal education.

According to Babbie and Mouton (2001), test-retest is where individuals are tested and are
thus re-tested with the same instrument after a period of time. With regard to coefficient
alpha it is the utilization of a single administration of a single form (Anastasi & Ubrina,
1997). Previous research showed results ranging from .77 for test-retest and .82 to .85 for
coefficient alpha’s for the Ethical Positioning Questionnaire, hence showing that the

questionnaire is reliable and valid.

For the south African board for People Practice Questionnaire, dimensionality was reduced
, the questions were factor analysed to determine the underlying constructs. Principal factor
analysis was used and the number of factors extracted were based on the Kaiser criterion. In
addition the reliability coefficient alpha showed scores ranging from 0,707 and 0,769 each

containing four items that were extracted.

3.9 DATA ANALYSIS TECHNIQUES
Analysis involves reducing data to a form in which it can be interpreted. For this purpose,

descriptive and inferential statistical methods were used.
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3.10 DESCRIPTIVE STATISTICS

Frequently, descriptive studies are undertaken in orgnisations in order to learn about and
describe the characteristics of groups of employees, for example, the age, employment,
marital status and gender. Hence, “the aim of a descriptive study is to summarise long lists
of data so that an overall impression of the distribution involved can be formed more easily,
that is, presenting data in a meaningful form” (Kerlinger, 1986 p. 96). In this study the

quantitative data in terms of frequencies depict the descriptive statistics utilised.

3.10.1. Frequencies
A frequency distribution is a table displaying various possible measurement categories, as
well as the number of cases falling into them (Huysaman, 1987). Thus the number of cases

falling in a particular category is known as the frequency of that category.

3.10.2. Mean
“The mean of a collection of scores is the sum of the scores divided by the number of
scores” (Huysamen, 1987, p. 39). This is one measure of central tendancy that provides a

general idea of the entire data.

3.10.3. Mode
According to Babbie and Mouton (2001), this is a way of presenting data in the form of
summary averages or measures of central tendency. It is also seen as the most frequent

attribute either grouped or ungrouped.
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3.10.4. Standard deviation
In addition to a measure of central tendency, it is a desirable to have a measure of
dispersion of data. The standard deviation is a measure amongst scores (Sekaran, 1992). It

measures the amount by which the values in the data distribution differ form the mean

(Moodley, 1998).

3.11 INFERENTIAL STATISTICS

This type of statistics allows the researcher to draw inferences from the sample to the
population. Here the emphasis is in the relationship between two variables, differences in a
variable amongst different sub-groups, and how several independent variables might
explain the different variables. According to Sekaran (2003), inferential statistics are
employed when generalisations from a sample to population are made. The stastical
methods used in this research include the Pearson Product Method, t-test as well as multiple

regression analysis.

3.11.1. The Pearson Product Correlation
For the purpose of establishing whether a statistically significant relationship exists
between Ethical decision-making and Human Resources employees within the workplace,

the Person correlation method was used.

This method provides an index of the strength, magnitude and direction of the relationship

between variables (Sekaran, 2003). Thus this method is suitable as this study attempted to

describe the relationship between ethical decision making and HR.
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3.11.2. Multiple Regression Analysis

This is a multivariate practice that is used for studying the relationship between a single
dependant variable and a number of independent variables. Thus it provides a method to
envisage the changes in the dependent variable in response to changes in more than one
independent variable. Hence it allows the researcher to establish the relative importance of
each predictor as well as to ascertain the collective contribution on the independent

variables (Sekaran, 2003).

3.11.3. t- Test

A t-Test is any statistical hypothesis test in which the test statistic follows a t-distribution if
the null hypothesis is true. It is most commonly applied when the test structure would
follow a normal distribution if the value of a scaling term in the test statistic were known.
When the scaling term is unknown and is replaced by an estimate based on data, the test

statistic (under certain conditions) follows a t-distribution (Sekaran, 2003).

3.12 ETHICAL CONSIDERATIONS

The purpose of the research was communicated to all participants and they were informed
that their participation is voluntary, anonymous and that all information would be treated
confidentially. Their rights to confidentiality and anonymity were explained in a cover
letter outlining who would have access to the research data. The choice of not answering

questions as well as to not participate in the study were also respected.
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3.13 CONCLUSION

The research methodology depicted the objectives of the study, the sampling technique
utilised and the description of the sample. The data collection method used was the
questionnaire. Data was captured on a disk and processed utilising the SPSS system and
analysed. In addition, statistical tests were utilised to analyse the data. In the next chapter

analysis of the most salient results of the research study will be presented and discussed.
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CHAPTER FOUR
RESULTS
4.1 INTRODUCTION
This chapter focuses on the results obtained based on the empirical analyses conducted to
test the hypotheses. The descriptive statistics calculated for the sample are provided in the
sections to follow. The second part of the chapter focuses on the inferential statistics, which
consists of T-tests, correlations, regressions as well as Anova. The descriptive and

inferential statistics generated for the conjectured relationships are presented and discussed.

4.2 DESCRIPTIVE STATISTICS
The biographical information of 92 employees of the 150 HR staff members who

completed their questionnaires in the research is graphically illustrated.

Figure 4.1: The Gender of the Respondents

Figure 4.1.: Gender
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In terms of Figure 1, it may be seen that the majority of the respondents were female (n=80,

that is 87%) while the remaining were male (n =12, that is 13%).
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Figure 4.2: Age distribution of the respondents

Figure 4.2: Age distribution
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The majority of the respondents (n= 69, 75%) are in the age group of 21-35 years, while
20.7% are in the age group of 26-50 years. And the further four respondents (4.3%) fall in
the age category of 51-64.
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Figure 4.3: Marital Status of the respondents

Figure 4.3: Marital Status
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Figure 4.3 illustrates that the majority of the respondents, (n=45) or 48.9% are married,
while a further 45.7% (n=42) are single. One percent (1%) or 1 respondent is widowed and

the remaining 4 respondents (4.3%) is divorced/ separated.
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Figure 4.4: Language

Figure 4.4: Number of Languages spoken
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Figure 4.4 illustrates that majority of the respondents are English speaking (n=77), 83.7%,
while 12% are Afrikaans speaking. Further to that is 3.3 % (n=3) are Xhosa speaking while

the remaining respondents, 1% (n=1) speak another language.
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Figure 4.5: Level of Education

Figure 4.5: Level of Education
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Most of the respondents, 32.6% (n=30) have acquired a graduate degree, second to that is

27.2% (n=25) who have diplomas. 23.9% have completed high school while a 15.2% 9

(n=14) have indicated other and a 1.1% did not complete this question.
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Figure 4.6: Amount of years worked in organisation

Figure 4.6: Number of years worked in organisation
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Figure 4.6, illustrates that majority (29.3%, n=27) of the respondents have been with the
company for 1- 2 years, while a further 21.7% (n=20) have been employed by the company
for 3-5 years. 20.7% have been with the company for less that a year, and scores for the

respondents for 6-10 as well as over 10 years show 14.1% (n=13).
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Figure 4.7: Number of organisations worked for

Figure 4.7: Number of organisations worked for
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For figure 4.7, 27.2% (n= 25) indicate that majority of the respondents have worked for at
least two other companies. Only 23.9% (n=22) of the respondents have worked with for one
other organisation, further to that is 20.7 % who have worked for three organisations while
the remaining 16.3%, of the respondents have worked for four or more organisations as

well as 12% (n=11) have worked only for this organisations.
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Figure 4.8: Level of Income

Figure 4.8: Income Level
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According to Figure 4.8, majority of the respondents earn between R11 000 —R 20 000
(n=34), further to that is 27% (n= 27) who earn between R6 000 — R10 000. Ten percent
earn over R30 000 and a 6.5% (n=6) earn below R5 000 and the remaining 4.3% did not

answer this question.
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Table 4.1. T-Test for ethical decision-making amongst males and females

*SABPTot (South African Board for People practice Total)

Group Statistics
Std. Std. Error
Gender |N Mean Deviation Mean
SABPPTot Male 12 41.42 6.626 1.913
Female |80 37.69 9.010 1.007

Independent Samples Test

Levene's Test for Equality of|t-test for Equality of]
Variances Means
F Sig. t df
SABPPTot Equal variances|.606 438 1.376 90
assumed
Equal variances not 1.725 17.758
assumed

These scores indicate that there is no significance with regards to the men and women and

ethical decision-making, hence (F= 0.606, p > 0.05). However, it is important to note that

there were more female respondents (n=80) than male respondents (n=12).

*RITot (Relativism and Idealism Total)

Group Statistics

Std. Std. Error]
Gender [N Mean Deviation Mean
RITot Male 12 66.75 11.435 3.301
Female |80 66.18 17.083 1.910

Independent Samples Test

Levene's Test for Equality of]t-test for Equality of]
Variances Means
F Sig. t df
RITot Equal variances|.056 813 113 90
assumed
Equal variances not 151 19.298
assumed
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These scores are for the Ethical Position Questionnaire, the results also indicate that there is
no significance difference between males and females and their thinking with regards to
relativism and idealism (F=0.056, p >0.05).

Hence the null hypothesis is accepted.

Table 4.2. Pearson Correlation between Ethical ideology and Ethical decision-making

*RITot (Relativism and Idealism Total)
*SABPTot (South African Board for People Practice Total)

Correlations

RITot SABPPTot

RITot Pearson Correlation|1 550"

Sig. (2-tailed) .000

N 92 92
SABPPTot Pearson Correlation|.550"" 1

Sig. (2-tailed) .000

N 92 92
**, Correlation is significant at the 0.01 level (2-
tailed).

As noted in the table above there is significance between ethical ideology and ethical

decision making. The scores are significant at the 0.01 level.

Therefore, there is a significant relationship between the Ethical Position Questionnaire

(ethical ideology) and the questionnaire used to measure ethical decision-making for the

South African Board for People Practice.

(r=0.55,p <0.01)

Hence the null hypothesis is rejected.
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Table 4.3. Pearson Correlation between Moral Awareness and Ethical decision-

making
Pearson Value Difference Significance

Moral Awareness | 194 20.927* 27 .790
Moral Aivareness 200 29.022a 27 .360
Moral Aivareness 113 20.491a 26 768
Moral Aivareness .087 21.648a 27 755
Moral Aivareness .096 31.088a 26 225
Moral Af’vareness 071 14.614a 27 975
Moral Aivareness 180 32.921a 27 .200
Moral AZNareneSS -.007 46.571a 27 011
Moral Aivareness -.226 30.149a 26 262
Moral A?Nareness -.041 2854 ok 676
Moral Al\g'areness -.149 39.441a 28 074
Moral A}i’areness -.132 22.470a 28 759

Table 4.3 indicates the relationship between the respondents’ moral awareness/development
and the impact it has on their decision- making. The results indicate that the lowest
significant relationship is between question number six “Does your company report on

business ethics in its annual report?”’

The highest significance was for question number eight (sig-0.011) “Does your company

have a code of ethics?”

Hence the null hypothesis is accepted. However, Moral Awareness for question number

eight was the only variable found to be statistically significantly related to ethical decision-

making.
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Table 4.4. Multiple Regression: Gender, Moral awareness and Ethical Ideology

Multiple R | R Square Adjusted R Square Std. Error of the Estimate
.453% .206 .035 6.428
Sum of
Squares df Mean Square F Sig.
IRegression 599.068 12 49.922 1.208 .301°
Residual 2314.178 56 41.325
Total 2913.246 68
B Std. Error Beta t Sig.
(Constant) 43.459 8.540 5.089 .000**
Knowledge 1 .810 3.564 .046 227 .821
Knowledge 2 3.572 2.830 227 1.262 212
Knowledge 3 2.195 1.835 .169 1.196 .237
Knowledge 4 -1.278 2.413 -.079 -.530 .598
Knowledge 5 -.654 1.740 -.050 -.376 .709
Knowledge 6 -2.804 2.408 -.193 -1.165 .249
Knowledge 7 1.564 2.233 N3 .700 487
Knowledge 8 4.045 3.133 175 1.291 .202
Knowledge 9 -2.231 1.796 -.166 -1.242 219
Knowledge 10 1.090 1.915 .076 .569 572
Knowledge 11 -3.130 2.837 -.154 -1.103 275
Knowledge 12 -4.515 2.494 =272 -1.811 .076
*p < 0.05
% p>0.01

Table 4.4 presents the results of the regression analysis, regressing the decision-making
variables against ethics. Results indicate that the multiple R- value is 0.453, as indicated by
the Multiple R. The R-Square value of 0.206 indicates that approximately 21% of the
variance in ethical decision-making can be accounted for by these 12 decision making

variables.
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The F-statistic of 1.208 is statistically insignificant at the 0.05 level. Hence, it may be
concluded that the 12 variables explain 21% of the variance in ethical decision-making and
that other factors, unaccounted for in the model could impact on ethical decision-making

above and beyond those considered.

Hence the null hypothesis is accepted.

4.3. INFERENTIAL STATISTICS

CRONBACH’S ALPHA

Reliability refers to consistency, stability and freedom for error (Sekaran, 2003). One way

to establish reliability of a questionnaire is to calculate Cronbach’s Coefficent Alpha.

Table 4.5. Reliability scores for the questionnaire utilised in this study

Reliability Statistics Cronbach’s Alpha N of Items
SABP Questionnaire 722 21
EPQ Questionnaire 737 21

In the social sciences, a Cronbach’s Coefficient Alpha of 0.7 and higher reflects the internal
consistency of the instrument (Sekaran, 2003). The results for the Ethical Decision-Making
Questionnaire of the SABP is 0.722, while that for the Ethical Position Questionnaire is

0.737. As these both exceed 0.7 they can be regarded as sufficiently reliable.
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4.4. INFERENTIAL STATISTICS

FACTOR ANALYSIS: Questionnaire used to measure ethical decision-making
amongst the South African Board for People Practice.

Table 4.6. Validity scores

Communalities

Initial Extraction

sabppl |1.000 11
sabpp2  |1.000 .695
sabpp3  |1.000 737
sabpp4 |1.000 562
sabpp5  |1.000 79
sabpp6  |1.000 598
sabpp7  |1.000 .549
sabpp8  |1.000 .694
sabpp9  |1.000 .685
sabpp10 |1.000 .670
sabppll [1.000 732
sabppl2 [1.000 771
sabpp13 [1.000 .696
sabppl14 [1.000 746
sabppl5 [1.000 .790
sabppl6 [1.000 .600
sabpp17 [1.000 .692
sabpp18 [1.000 795
sabpp19 [1.000 767
sabpp20 |1.000 .665

Extraction Method: Principal
Component Analysis.

In the table above all scores are above 0.05 indicating that the questionnaire is valid. The
lowest score (0.549) is for question number seven, “The current South African Board for
Personal Practice Code of ethics is an adequate guideline for the HR practitioner”. This
score is still above 0.05 indicating that it is still valid. The highest score (0.795) is for
question number eighteen, “Managing ethics should be a key competence of HR
practitioners”. Hence indicating that the questionnaire is measuring what it supposed to be

measuring.
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Table 4.7. Factor Analysis: Ethical Position Questionnaire

Communalities

Initial Extraction

EP1  ]|1.000 .583
EP2 |1.000 701
EP3  |1.000 .622
EP4  |1.000 .674
EPS5  ]1.000 .665
EP6  ]1.000 .646
EP7 |1.000 .596
EP8 |1.000 674
EP9 |1.000 381
EP10 |1.000 469
EP11 ]1.000 713
EP12 ]1.000 459
EP13 ]1.000 765
EP14 |1.000 699
EP15 |1.000 .802
EP16 |1.000 700
EP17 |1.000 594
EP18 ]1.000 .633
EP19 ]1.000 72
EP20 ]1.000 765

Extraction Method: Principal
Component Analysis.

The results for this questionnaire indicate that the questionnaire is valid. The lowest score
for this questionnaire was for question number nine (0.381), “It is never necessary to
sacrifice the welfare of others”. Whereas the highest score was (0.82) for question number
fifteen, “Questions of what is ethical for everyone can never be resolved since what is

moral or immoral is up to the individual”.
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4.5. CONCLUSION

This chapter has provided an overview of the most salient findings obtained based on
empirical analysis of the data. Chapter five presents a discussion of the findings obtained
and contextualises the research findings based on previous research on ethics and ethical

decision-making within the workplace.
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CHAPTER 5

DISCUSSION OF RESULTS, CONCLUSIONS AND RECOMMENDATIONS

5.1. INTRODUCTION

This chapter provides an overview of the salient research findings emanating from the
research. In order to contextualise the research, comparisons are drawn with available
literature on ethics and decision-making amongst HR staff. The discussion includes
significant statistical differences between gender differences and perceptions of ethics,
statistical significant differences in the causes of decision-making and the factors that affect
HR as well as Multiple Regression Analysis. The chapter provides conclusions that can be
drawn from the research and offers suggestions for future research into ethical decision-

making that can happen amongst HR staff.

5.2 DISCUSSION

5.2.1. Descriptive Statistics

The sample consisted of 150 HR staff. As viewed in Figure 4.1 the majority of respondents
were female [(N=80) (87%)]. The majority of respondents as observed in Figure 4.2 were
in the age group 21-35 years [(N=69) (75%)]. The majority of respondents as seen in Figure
4.3 married [(N= 49) (49%)]. In terms of Figure 4.4, their language ability majority of the

respondents spoke English [(N= 77) (88%)].

With regards to the educational level majority of the respondents were seen to have a

graduate degree [(N=30) (33%)]. From Figure 4.6 it can be observed that the majority of

respondents have been with the company for about 1-2 years (29.3%). As observed in
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Figure 4.7 the majority of respondents have worked for at least two other organisations
[(N=25) (27.2%)]. The majority of respondents as observed in Figure 4.8 earn between

R11 000 — 20 000 [(N=34) (37%)].

5.2.2. Gender and ethical decision-making
e There is no significant gender difference in ethical decision-making amongst HR
employees
The results of the current research indicate there is no statistically significant gender
difference in ethical decision-making amongst HR staff within a retail environment. The

null hypothesis is therefore accepted.

In a similar study conducted by Van Vurren and Eiselen (2006) consisting of a sample of
members of the South African Board for People Practice where a total of 410 practitioners
participated, results indicated that as far as background variables are concerned, none of the
variables such as; gender, age group and experience of practitioners in the HR field were
found to moderate these perceptions (p-values > 0, 05 in both cases). The same held true for

their actual levels of formal education.

Research on gender differences to evaluate ethical perceptions and judgments has
frequently produced mixed results. According to the theory of Roxas and Stoneback (2004
cited in Sadler & Barac, 2005), inconsistency is inevitable because ethical attitudes and
behaviour are situation specific, thus they feel it is not entirely up to gender but instead the
situation in which someone is placed. Thus either males or females can make the right or

the wrong decision.
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One needs to take into consideration that at times evidence gathered may run the risk of
being inconclusive, there are various indications that ethical views and perceptions may be
impacted by the gender of respondents (Luthar, DiBattista & Gautschi cited in Sadler &
Barac, 2005). In a study done to assess the gender differences in ethical decision-making
amongst accounting students, evidence showed that females are more moral and more
ethical than males has become the general view (Sikula & Costa, 1994 cited in Sadler &

Barac, 2005).

In another study done in Nigeria amongst female police officers, Borkowski and Ugras
(cited in Adebayo, 2005) reported the findings of a meta-analysis of 47 studies showing that

female students consistently held stronger ethical values than their males counterparts.

Weeks et al., (1999) report on a study to determine differences in ethical judgment between
males and females. A multivariate analysis (MANOVA) was run using gender as the
independent variable and nineteen ethical judgments as dependent measures in order to test
this hypothesis. The results indicated that was a significant difference (p = 0.000), Wilk’s
Lambda of 0.908 indicating that there is a difference between males and females regarding
ethical judgment. A series of T-tests were conducted on the individual dependent variables.
Out of nineteen variables used, a significance difference was found (p < 0.01) between

males and females on 9 ethical judgment items (Weeks et al., 1999).

In a study of American marketers, Singhapakdi et al. (1999 cited in Fernando et al., 2008)
found even though women were found to be more idealistic and less relativistic than men,
the gender effect was non-significant and small, and therefore makes an investigation into

this issue more important.
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Robin and Laurie (1996 cited in Weeks et al., 1999) reported on 14 studies that measured
gender differences with regards to ethical judgment. The results indicated 7 studies out of
the 14 that women were more ethical than men. A further 2 studies showed that males were

more ethical whilst the remaining studies indicated that there was no significance.

It is noted that out of 14 studies, only six have focused strictly on a practitioner sample,
with the remaining eight using student respondents. The sample sizes range from 100 to
420 for practitioners and 86 to 2,196 for students. Overall, there are inconclusive findings
regarding gender differences and ethical judgment. However, when differences have been
found, typically females appeared to be more ethical. Betz, O’Connell and Shepard (1989
cited in Weeks et al., 1999) have argued the lack of gender differences may be explained by
the possibility that women might become more like men under similar occupational
conditions. Another possible explanation is that respondents may indicate decisions they
believe to be socially desirable, or perhaps “politically correct” (Dawson, 1995 cited in

Weeks et al., 1999).

Based on the respondents used, it was found that females demonstrated higher ethical
judgment than their male counterparts in numerous situations. This finding contradicts
those studies that have detected no gender differences regarding ethical judgment (Davis &
Welton, 1991; Jones and Hiltebeital, 1995; Kidwell et al., 1987; McNichols & Zimmerer,
1985; Tsalikis & Ortiz-Buonafina, 1990 cited in Weeks et al., 1999). However, the findings
are consistent with other studies that have detected gender differences (Akaah, 1989;
Poorsoltan et al., 1991; Ruegger & King, 1992; Whipple & Wolf, 1991) and also strongly
support the contention of gender socialisation theory that men and women bring different

ethical standards to the work environment (Weeks et al., 1999).
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Further to this was a study done by Fernanado et al. (2008) where gender had been
identified as an important demographic variable influencing an individual’s ethical
decisions (Fernando et al., 2008; Karande et al.; 2002; Henle et al., 2005). What was found
in a meta analysis conducted by using data from more than 20,000 respondents in 66
samples, Franke et al. (1999 cited in Fernando et al., 2008) that women are more likely than

men to recognise that a business practice involves a moral issue.

Thus with relation to several earlier ethical studies it can be seen that men proved to be less
ethical than females. For instance results of the accounting study indicated that males were
apt to act less ethically than females and were four times as likely as female respondents to

accept a bribe (Sadler & Barac, 2005).

5.2.3. Moral awareness and ethical decision-making
e There is a significant correlation between moral awareness and ethical decision-
making amongst HR employees within a retail organisation
The results of the current research indicate that there is a statistically significant
relationship between moral awareness and ethical decision-making amongst HR staff

within a retail environment. The null hypothesis is therefore rejected.

Moral awareness is seen as “a person’s recognition that his or her potential decision or
action could affect the interests, welfare, or expectations of the self or others in a fashion
that may conflict with one or more ethical standards” (Butterfield, Trevin“o, & Weaver

(2000, p. 982 cited in Reynolds, 2006).
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In a study done by Van Zyl and Wordsworth (2004) about ethical behaviour and
understanding it was found that the majority (76,80%) of the respondents stated that there
were cthical standards in place within their organisations, while 21,24 percent of them
specified that they did not have written standards of ethical business conduct, while a
further two percent of the respondents did not know if their business had any written
standards. Their paper put forward several significant reasons why businesses should have
written ethical standards, for instance, standards such as this not only set the standard of
service delivery but also serve as a guide to managers in exercising their leadership.
Therefore, the absence of written standards direct top management’s unawareness or
ignorance of its responsibility regarding the management of ethical issues within the

organisation.

Respondents that reported their awareness of ethical standards ranged between (60-68%),
and that they used the standards on a frequent basis; 38,03 percent of the respondents made
use of them either intermittently or seldom. According to Miller (2004 cited in Van Zyl &
Wordsworth, 2004), simply writing and distributing a code of ethics is not sufficient
enough to reap the benefits that an organisation could gain by rolling out a code in a
thoughtful and effective manner. Thus availability of the written standards alone does not
guarantee ethical business practices. One of the ways to combat this is to ensure that there
is a constant use of these standards and control over their effectiveness. From responses it
appears that too little emphasis is placed on the successful implementation and control of

ethics in the organisations surveyed.

Further to that just over half of the respondents (54,25%) indicated that their organisations

did put forward some form of training in ethical business conduct. Nearly 44 percent of
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organisations did not provide any training. It would emerge as if the organisations reflected
in the survey do not value training as a pre-emptive measure to avoid unethical conduct and
misconduct or do value training, however have not introduced it as yet. This should be a
sign of the importance attached to the management of ethics. Ethics training, not being the
core business of an organisation, is sometimes viewed as “nice to have” and minimum
effort and resources are spent on it. The lack of training, inter alia, can create a culture in
which unethical conduct could burgeon and misconduct such as theft, fraud and corruption
is likely to be frequent. In turn this will not only impact on the organisation’s image but
also fails to motivate employees to be part of the organisation in efforts to accomplish its

objectives (Van Zyl & Wordsworth, 2004).

In a similar study done by Van Vuuren and Eislen (2006), results of their questionnaire
used on the South African Board for People Practice illustrated that of the 363 respondents
(88,5% of the 410 respondents) whom answered all of the yes/no questions related to
exposure to ethics management within an organisation. Of importance is that only 47,93%
of the 363 respondents reported that their organisations have codes of ethics and only
57,3% reported being familiar with the King Report on Corporate Governance. In contrast,

83,2% reported that cases of fraud or corruption occurred within their organisations.

5.2.4. Ethical 1deology and Ethical decision-making
o There is a significant correlation between ethical ideology and ethical decision-
making amongst HR employees within a retail organisation.
The present study supported the findings that there is a partial statistical relationship

between ethical ideology and HR employees. The null hypothesis is therefore rejected.
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According to Forsyth (1980 cited in Chonko, Wotruba & Loe, 2003) and Schlenker and
Forsyth (1977 cited in Chonko et al., 2003) ethical judgments can be based on two
dimensions — relativism and idealism. Idealsim represents the inclination to avoid harming
others when making moral judgments. Relativism on the other hand, represents the
tendency to avoid harming others when making moral judgments, thus relativism,
represents the tendency to disregard universal moral rules when making moral judgments.
Tansey et al. (1994) assert that the traits of idealism and relativism should be assessed to
ethical models. This contention was made in conjunction with that of Stead et al. (1990)
who stressed the importance of understanding of ethical behaviour. Several of the same
ethics models also refer to the environment as a factor that impacts ethical decision making

(Chonko et al., 2003).

In a study done by Barnett, Bass, Brown and Herbert, (1998) to determine ethical ideology
amongst marketing individuals, means and standard deviations for the ethical ideologies of
idealism and relativism were looked at, and showed the correlations between the constructs
and ethical judgments for each of the three vignettes used. It was found that Idealism was
significantly and negatively correlated with judgments that the actions in the three vignettes
were ethical (p < 0.01). Relativism was significantly and positively correlated with

judgments that the actions in the three vignettes were ethical (p <0.01).

The findings corroborate those of Forsythe et al. (1988 cited in Chonko et al., 2003) who

report that relativists and idealists have divergent viewpoints regarding ethics codes.

In a second study conducted, the lack of support for the direct link between relativism and

the ethical decision-making process contradicted expectations but was not totally
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inconsistent with previous research concerning ethical ideologies. In several studies, the
idealism dimension demonstrated a stronger correlation to ethical judgments than did the
relativism dimension (Barnett et al., 1994; Forsyth, 1981; Forsyth & Pope, 1984 cited in
Bass, Barnett & Brown, 1999). This proposes that an individual’s concern for the
consequences of actions may be more influential than their philosophy concerning the
universality of moral principles when attempting to judge the acceptability of questionable

actions.

With regards to idealism and ethical judgements was such that highly idealistic managers
regarded the questionable acts as more unethical. This was also consistent with the
conclusions of earlier studies that found a comparable relationship concerning non-business
issues (Forsyth, 1980; Forsyth & Pope, 1984 cited in Bass et al., 1999) and one study that
found such a relationship among the students concerning business issues (Barnett et al.,

1994 cited in Bass et al., 1999).

5.2.5. Reliability and Validity for this study
The results of the current research indicate that the validity and reliability scores are

consistent with other research findings.

In a similar study conducted by Van Vuuren and Eiselen, (2006), with regards to measuring
who should assume ethics responsibility amongst the South African Board for People
Practice, results indicated at least two reliable factors (Cronbach Alpha values exceeding
0,7 (Hair, Anderson, Tatham & Black, 1998) were obtained, each containing at least 4
items that were extracted. These related to the extent to which HR practitioners have an

ethics management competence and the extent to which HR has a role in managing ethics.
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To reduce the dimensionality, these questions were also factor analysed in determining the

underlying constructs.

Further to that in a study conducted by Karande et al.’s (2002 cited in Fernando et al.,
2008) an adaptive version of Forsyth’s (1980 cited in Fernando et al., 2008) Ethics Position
Questionnaire (EPQ) was used to measure the levels of idealism and relativism. The EPQ
follows Forsyth’s view that individual differences as predictors of moral judgment may be
described most parsimoniously by taking into account two basic dimensions of personal
moral philosophies, idealism and relativism. The EPQ consists of two scales to measure
idealism and relativism. Karande et al. (2002 cited in Fernando et al., 2008) assessed the
convergent and discriminant validity of the idealism and relativism measures. They found
that each scale was judged to have convergent validity if it exhibited undimensional factor
structures and had significant factor loadings (p<0.01) greater than 0.5 for all indicators of

the construct.

Another study that utilised the EPQ had consistently demonstrated acceptable levels of
reliability, and its items have been shown to have a two-factor solution corresponding to the
a priori dimensions of idealism and relativism (Forsyth, 1980; Barnett et al., 1994; Tansey
et al., 1994). Factor analysis also revealed a similar two-factor solution, and Cronbach’s

alpha was 0.86 for idealism and 0.84 for relativism (Barnett et al., 1994)

With regards to the EPQ that was used for Bass’s et al., (1999) study, higher scores on the

two dimensions indicated higher levels of relativism and idealism, respectively. Values for

Cronbach’s alpha in the study were .81 for the relativism scales and .86 for the idealism
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scale, however for their study a 9-point scale was used as opposed to this present study

where a 5- point scale was used (Bass et al., 1999).

In relation to all the factors that were measured in this study, results showed that there was
only 21% that accounted for gender, moral awareness and ethical ideology. One has to take
into account that there were other factors that played a role with regards to HR staff and

ethical decision-making.

5.3 CONCLUSION

The aim of this research was primarily to determine the relationship between ethical
awareness and ethical decision-making amongst HR staff within a retail organisation. The
results emanating from this research indicate that there is a significant relationship between
certain factors that were measured amongst the sample of HR staff selected to participate in

this study

Moreover, there was not a statistically significant relationship between gender and ethical

decision-making contrary to what other literature reported.

While the ethical ideologies conceptualised by Forsyth (1980 cited in Barnett et al., 1994)
have not received a remarkable amount of attention in the business ethics literature, they
appear to be potentially important explanatory variables in models of individual ethical
decision making, thus future research should concentrate on the relative importance of

idealism and relativism to ethical judgments and ethical behaviours (Barnett et al., 1994).
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Also additional support for the relevance of ethical ideology to the field of business ethics
should be taken into consideration; the ethical ideology of business practitioners appears to
be a potentially significant factor that influences their ethical judgments about difficult
ethical issues. Therefore, more magnitude should be brought about concerning individual
ethical decision-making which should attempt to incorporate the ethical ideology construct

(Barnett et al., 1994).

Further steps should be taken by business executives who are interested in improving the
ethical climate in their firms, to ensure that sensitivity to ethical concerns on the part of
their employees. If not, the ethical standards of the less sensitive may come to prevail to the

long term detriment of the firm and the business system as a whole (Weeks et al., 1999).

In sum, ethical behaviour in business organisations is a complex, multi-faceted problem
with considerable individual and situational dimensions. Effective management of ethical
behaviour requires that organisations advocate ethics, expect ethical behaviour from
managers, screen potential employees effectively, provide meaningful ethics training for
employees, create ethics units, measure ethics, report ethics, reward ethics and finally be

able to make tough decisions when none of this works (Stead, Worrelle & Stead, 1990 ).

Simply having a code of ethics in place does not guarantee ethical business practices. There
are standards that need to be disseminated and understood throughout the organisation.
Certain ethics training initiatives need to be instilled in order to accomplish this, especially
during the induction of new employees. This could also be seen as a way to improve a low

level of commitment towards ethical business conduct (Van Vuuren & Eislen, 2006).
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Thus organisations should strive to institute and enforce a set of written ethical standards

that are appropriate for their organisation (Van Vuuren & Eislen, 2006).

One can conclude that business ethics as a management discipline does not emerge to form
part of the strategic management plans of a number of organisations and that written
standards might only be put into place as a form of “window dressing” (Erasmus &

Wordsworth, 2004).

5.4 RECOMMENDATIONS
The findings of this research indicate that there are a number if things that can be improved

for future research.

For instance, due to the fact that a lot of the respondents were on maternity leave impacted

on the number questionnaires that were answered.

Some of the respondents also mentioned that it was difficult to answer the questionnaire as
they found that it was difficult to distinguish between the company’s values and their own.
Some of the respondents left out certain questions as they were not sure how they felt or

where the organisation stands.

A larger group of respondents could have been used for this research study, and instead of
only using questionnaires, interviews should be something that could be utilised as a lot of
the respondents wrote on the questionnaires providing feedback that could have helped

when spoken to on a face to face basis.
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There are a number of possible directions for future research that would help better
understand and explain gender differences in ethical decision-making. One of the factors to
look at might be to study potential influences of regional differences in order to determine
to what degree ethnicity influences ethical judgment. There also should be more than one
organisation used in the Western Cape, the study would have benefited if there was more

than one retail organisation and if it was not confined to the Western Cape.

Another factor to take into consideration was that most of the respondents were female due
to the nature of the business (it being a retail/fashion company), which could have impacted
the results of the study. Finally, it may be beneficial to replicate the current study when

using a sample that is comprised of a larger proportion of males in relation to females.
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